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“With its 24/7, always connected pace, The Information Age has left many of us with a sense of overwhelm. But before you reach your breaking point, pick up Bill Maw’s dynamic new book The Work-Life Equation. The author lays bare his own career with a blueprint that dares you to rekindle your sense of play, infuse your career with the primal excitement many of us have lost, while figuring out what truly matters. If you want to get your life back in balance, and need the tools to do so, pick up The Work-Life Equation.”

Brad Szollose, Global Business Adviser, Cross-Generational 
Workforce Intelligence. Award-winning author of 
Liquid Leadership: From Woodstock to Wikipedia

“The Work-Life Equation is an aha-moment from beginning to end for millions of people on the treadmill of life trying to have it all, yet feeling abandoned by it all.”

Vicki Donlan, Author, Speaker, Business and Health Coach

“The ideas in The Work-Life Equation really add up, and I look forward to applying these six key values to my own life, as well as sharing them with others.”

Todd Cherches, CEO, BigBlueGumball

“Your bottom-line begins and ends with the work culture you create—The Work-Life Equation presents the secrets to creating a positive, fulfilling culture.”

Shelley Hall, Principal, Catalytic Management LLC, 
Speaker and Author
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In memory of my friend and brother-in-law

JIM CALDWELL

who passed away in 2013 after a hard-fought battle against ALS, 
also known as Lou Gehrig’s disease. Jim was a wonderful role model 
for the six values of the Winning Formula, as they were clearly 
embedded in his work and life.
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Foreword

Suzanne Bates

When Bill Maw asked me to review his new book with an eye toward potentially writing its foreword, I was willing to do it because of the kind of person he is. A straightforward, honest, considerate business leader, Bill is someone you would not only want to do business with but would be perfectly comfortable having dinner with socially, or arranging a play date for your kids and his, or joining him and his family for a barbecue or a baseball game. That’s because Bill is not just a success in business but is also a success in life, exhibiting behaviors at once competent, skillful and visionary (business), and humble, communicative, and compassionate (personal).

Tragically, Bill is in some ways an island unto himself. For so many other business leaders, the phrase “business success” refers to someone who is hard-nosed, bottom-line oriented, calculating, and a winner who beats the competition. In most office environments, this typically translates into a drive for results at any cost, despite the health and well-being of other individuals who work there. To be the boss is to be tough, impersonal, imperative, and always in control. Should it be your fate to report to such a boss, your work week is likely to consist of five long days of unenjoyable stress and insecurity within a culture where lip service is paid to open dialogue, personal motivation, and teamwork, but where true manifestation of any of these will be typically met with recriminations and subtle penalties.

Bill terms such all-too-prevalent work conditions the “sad office,” a place where people come to toil not thrive, put up with things that depress them, and long for the day when they can either quit or retire—that is, get the hell out!

Perhaps serendipitously, not too long ago I and my team of executive coaches began recognizing this same dynamic dominating too many work environments in too many industries. This got us wondering if anything could be done about it, starting us on an exploration of how top leaders in business are measured with regard to their executive presence and influence. Which attitudes and behaviors are viewed as most desirable? Which are valued as superior and inferior to others? Are any effective skill sets or behaviors ignored when perhaps they shouldn’t be?

The outcome of our examinations has been the development of a first-ever scientific model that embraces 15 facets of executive presence, many of which have never been viewed as especially relevant to the overall effectiveness of a business leader. Some of our new facets, for example, include precisely the kinds of characteristics and behaviors that Bill has outlined in this book. For him this means key values not typically associated with business leadership such as compassion, consideration, and courtesy. For my new Bates ExPI model, this means heretofore “foreign” business concepts such as humility, integrity, authenticity, and restraint. It’s been said that great minds think alike. Well, at the very least, in this case it seems that great ideas can come together within a similar time frame!

For my new executive presence measurement tool, the end goal is to enable a leader to get substantially better at leading and influencing via a positive, energized, fair, and resonant manner. For Bill’s work-life equation, the end goal is even loftier: a reduction in the number of “sad” office places by transforming them into business “second homes” that genuinely foster happiness. In terms of a stirring example of common ground, my vision and Bill’s vision seem to be definitely meeting each other at a core values crossroad.

Near the end of this book Bill writes, “We do not change easily or overnight. It takes time, willpower, and effort. … Whatever your age, it’s never too late.” Though Bill is correct that such change cannot occur overnight, I also know that he joins me in believing that it can occur. The well-known Chinese proverb reminds us that “a journey of a thousand miles begins with a single step.” The Work-Life Equation is a worthy first step for us all on this critical journey.



Suzanne Bates is an executive coach, author, certified speaking professional (CSP), former award-winning television news anchor, and CEO of Bates Communications, Inc.



Preface

Most of us actually stifle enough good impulses during the course of a day to change the current of our lives.

William Moulton Marston

With one kind gesture you can change a life. One person at a time you can change the world. One day at a time we can change everything.

Steve Maraboli, The Power of One

The idea and desire for this book is simply to offer a solution to an obvious but massive problem: the sadness we often experience in work and in life.

Before embarking on the journey of writing this book, I read several books on peripheral topics. Some general takeaways were (1) the books were too long, (2) some were pretty dull, and (3) they were largely written by academics, as opposed to people in the trenches. As to length, have you ever wondered whether authors feel obliged to deliver a long manuscript of 300+ pages to justify the cost of a book? Who said that books have to be that long to impart meaning? Most of us enjoy a long fiction novel with which we can escape from reality, but when it comes to an inspirational book, most of us want something short, sweet, to the point, and impactful. By page 200, many of us are struggling to figure out the few key takeaways or exercises that we need to go through to actually accomplish the goals of the book.

I would like to share an example of a good inspirational book, one written by Robert D. Smith titled 20,000 Days and Counting: The Crash Course for Mastering Your Life Right Now. You can read this book in a single evening. It is a fun read with some interesting facts and quotes, and most important, it can be impactful. This book has some great exercises that can be accomplished over a weekend and can actually be fun! That is what can make an incredibly successful book. So, the goals for this book are (1) a short, easy read (quality, not quantity); (2) an enjoyable read with powerful, fun, and memorable stories; and (3) an impactful and useful book that offers some simple practical actions that can be applied by anyone at home or at any level within a business or an organization. Whether or not this book is read by millions or just a few, so long as there is a positive outcome and impact on one person or one business, it will have been worth it.

On another note, let’s address the “his and her” perspective. The intent for this book is that it be balanced and useful to both men and women. The reality is that girls and boys are socialized to act and behave differently both at home and in school; this carries over to the workplace as adults. Their perspectives, emotions, and behaviors can simply differ, and we all know that. This book features a number of stories and perspectives from a diverse group of males and females, but the overriding principles and solutions, you will find out, remain the same.

Finally, who the heck am I, Bill Maw, and why should you give me the time of day to read this book? I am simply one of you. There are millions of people at home and in the workplace who are going through different phases of life, from being single to married to parents and from student to apprentice to manager to executive. We have all likely been witness to the good and bad behaviors that take place every day at home and in large, midsize, and small workplaces. Many of us have likely been victim to some real crappy, abusive, and childish nonsense. We may have also occasionally been the perpetrator of these behaviors, for which we may have regret.

This book proposes solutions to those of us who want to make changes for the better. Spend a couple of hours, and let’s wake ourselves up to the brutal truths behind our sometimes childish and bad behavior that we often ignore or just accept as normal. These bad behaviors create a severe state of frustration, disengagement, poor productivity, lost confidence, and failure. The goal is to offer a solution for us to simply become better-behaved people, employees, coworkers, managers, and executives and, most important, create a happier, more productive, and successful work/life. Let’s get the magic back!
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Introduction

Over the past 56 years, I have lived in, visited, and spent time in many different countries. I have worked for large professional firms with customers in over 15 different industries—including construction companies, shoe retailers, and banks. I have worked for different businesses within the General Electric Company, myself as an entrepreneur and most recently as the chief financial officer (CFO) at a fast-growth technology company. The one common factor prevalent at most, if not all, of these companies was an air of sadness that occurred at some point during my tenure. The frustration was there in good times and bad, and many people felt it. Some left the places they lived and worked, but the large majority just ignored or tolerated it.

While the focus of this book is more weighted to dealing with happiness and success in the workplace, you will find that many of the good and bad behaviors, themes, and solutions also apply to our behavior, happiness, and success as individuals. After all, we are just humans, and certain bad behaviors that upset colleagues at work can also upset our friends, spouses, and kids at home. I know that at times this certainly applies to me!

Rose Andrez is my professional coach whom I meet with every few months. In 2012, I happened to have a bitch-and-moan session with Rose about how depressing some days could be for me, despite the fact that I had what I consider to be a good marriage and a top job at a pretty cool company. As we dug deeper into the root cause of this “sadness,” we concluded that it had something to do with the behavior of the people around me. Rose then went on to say how she too saw many sad people at the places where she taught or coached. As I researched this issue further, I came across an article that Forbes ran in November 2011 with this headline: “70% of Your Employees Hate Their Jobs!” The article revealed that “lack of inspiration and poor leadership were root causes. Poor leadership often results in a fearful and demeaning workplace environment.”1

I also came across another mind-blowing statistic in a book titled The Cost of Bad Behavior by Christine Pearson and Christine Porath:

The annual cost of job stress to US corporations is $300 billion, and over 60% of workers in US workplaces experience this kind of stress because of workplace incivility; 12% report actually leaving their jobs because of incivility.2

Why is it that we allow millions of workers to be unhappy in their jobs, causing billions of dollars to be lost from the lack of productivity? Why is it that we treat people, often those we spend the most time with every day, so poorly? What the heck is wrong with this picture?

On the personal life side, in an interview with Buzzfeed.com Dana Adam Shapiro, author of You Can Be Right (Or You Can Be Married), declared:

I think 17% of marriages are happy. Fifty percent of marriages end, and of marriages that stay together, I think a third are happy, a third are happy enough, and a third are unhappy.3

Through my research, I came across common themes in disintegrating marriages and family issues: poor communication, ineffective listening, lack of commitment, selfishness, disrespectful judgments, and explosive, angry outbursts. I also found poor emotional understanding, dishonesty, and laziness. All these behaviors occur in work and at home and can have the same damaging effect—sadness and failure. The six key values to happiness and success in this book can help in both work and your personal life.

PICTURE THIS (A REAL SITUATION)

Bob, a CFO, sat in the office with Jack, a chief operating officer; also present were three junior staff members. Bob tried to make an important point to the group, but Jack, his boss, snarled and said sternly to Bob, “I had a particular thought in mind but I lost it. Don’t let that rude interruption happen again!” Jack said this in a horrendous tone, and the action came across as demeaning and disrespectful in front of the stunned staff. There was no sign of an apology. Pissed off, Bob spent the rest of the day bitching to his team about Jack while the other staff gossiped about the encounter to a multitude of employees. A three-second outburst stirred a ton of resentment, caused lost productivity, and encouraged rumors about what a jerk Jack was. This could have all been undone with a simple sincere apology by Jack to Bob in front of the staff, stating that the tone and remark were uncalled for and that he overreacted. Mutual respect would have been reestablished for all. Instead, ego and power got in the way, and who was the real loser in this situation? The majority opinion was Jack, the senior guy in the room.

The fallout from these poor acts of behavior can be immense. Yet so many leaders and managers in the world allow poor actions to happen or, worse still, exacerbate the problem. Bad behavior gets magnified and disbursed, continuing the drumbeat toward workplace depression, plummeting morale, excessive stress, and sadness.

SUCCESS AND FAILURE

Success and failure are heavily linked to behavior. We see this in everyday life, whether in sports, business, or school. A well-behaved team is more likely to win than an equally skilled but badly-behaved team. And win or lose, the well-behaved team is more likely to attain popularity and ultimately feel the glow of success. We have seen failures and comebacks with archrival baseball teams such as the New York Yankees and the Boston Red Sox.

The Boston Red Sox team showed itself to be a well-behaved organization with its first World Series win in 86 years in 2004 and subsequent World Series and/or playoff appearances almost every year since. In 2012, however, the team’s well-behaved streak stopped. With the Red Sox taking a dive in the league’s standings, finishing in fact at the very bottom of the heap, one could point to an abundance of bad personnel and team behavior as the explanation. In 2012, Red Sox players demonstrated how excessively BADLY behaved a team could be, demonstrated by excessive drinking during a game; carousing, eating, and not paying attention during a game while in the clubhouse; continually fighting and vying for attention; and playing sloppily and lazily on the field. By the end of the 2012 season, a very different Red Sox had shown itself to be one of the worst professional baseball teams in recent BoSox memory. Ironically, the Red Sox did a complete turnaround and won the World Series in 2013. Again, behavior was a key factor in the outcome.

THE WINNING FORMULA

A happy place is a place of respect and camaraderie where positive energy rules.

A sad place is the complete opposite, typically dominated by an atmosphere of pervasive bad behavior and the prevalence of a penchant for mistakes, terrible decisions, irresponsibility, and failure. A sad place often resembles some degree of your worst school nightmare: a playground brimming with bullies; liars; cowards; rude, selfish individuals; backstabbers; suck-ups; blamers; and other bad behavior types. Despite “grown-up” organizations boasting core values such as integrity, teamwork, customer responsiveness, etc., many of these “values” are nonetheless gimmicky, shallow, or simply ignored while bad behavior runs rampant.

The Work-Life Equation is dedicated to ending these sad and bad behavior environments, helping you transition to a happier place and greatly improving people engagement. It is a book written for the millions of people and business managers virtually surrounded by bad behavior (with its attendant mediocre results and abundant failures) but who hope and dream for a transition to a place more populated by characteristics associated with happiness and success. As The Work-Life Equation explains, such a transition is dependent upon solutions arrived at via the following heuristic formula, which is dominated by six key behavioral factors:

H, S = f (4C, 2R)

Within this formula, Happiness (H) and Success (S) are a function (f) of six behavioral values: Cooperation, Consideration, Compassion, Courtesy, Respect, and Responsibility.

A heuristic formula, by the way, bases itself on experience-based techniques for problem solving fueled by intuitive rationale as opposed to scientific studies. This particular heuristic formula has actually been derived from the core values at a middle school in New Jersey, but is also seen in other forward-leaning schools and children’s programs. Beyond institutions, clear-thinking parents demand the very same simple but powerful behaviors from their children.

Unfortunately, many parents who try to teach their children these values conveniently forget to apply them to their own environments (sometimes as a result of pure intellectual dishonesty). Or they fall prey to friends and colleagues in their work-life environment who exhibit annoying, hurtful, childlike behaviors, ensuring failure for all. The fact of the matter is that a vast number of people behave like a bunch of nasty kids, and many of us know how sad that can be for those caught in the flak.

Yet boosting success and happiness for individuals, teams, and the overall organization can indeed happen if this formula is implemented. This is a type of environment that many people and companies crave in the adult world. Although the values in the formula may seem obvious, their significance lies in waking people up to the way we can all better live up to these values. It’s all about understanding the true meaning, implications, and consequences of each value and then following up with practice. This book then is a call to action for getting back to basics and to self-discipline, respect, and those previously held high values of decency most of us learned during childhood.

HOW TO USE THIS BOOK

This book starts with the need for deep self-awareness and a commitment to self-improvement and understanding who you really are as a person. The majority of people out there at home and in the workplace are not intentionally mean-mannered. They are, however, often victims of a stressful competitive environment where bad behaviors can set in. What is needed is to realize that we can all make a concerted effort to reflect more consciously about our own behavior (i.e., look in the mirror) and change certain behaviors for the better. This can start with you.

The following chapters address the Winning Formula and each of the six key behavioral values. The chapters link the values to a behavior grid and explain how they combat the majority of bad behaviors we see in our work/life (which are also correlated to the bad behavior we often see with schoolchildren). Each value ties in stories from children and adults who have experienced both the display and the lack of it. You will gain an understanding of the importance of each value, key areas to focus on, and what this looks like on a spectrum of good, average, or poor, along with the damage that can occur.

Finally, you will be provided with self-assessment tools for individuals, teams, or enterprise-wide use to assess where each value lies on the spectrum, along with actions that can be taken whether good, average, or poor.

Any positive shift along the spectrum will help improve the behavioral interaction and ultimate success of the individual, team, or enterprise in areas that matter, setting the stage for a much happier environment.

NOTES

1.Carmine Gallo, “70% of Your Employees Hate Their Jobs,” Forbes.com, November 11, 2011, www.forbes.com/sites/carminegallo/2011/11/11/your-emotionally-disconnected-employees/.

2.Christine Pearson and Christine Porath, The Cost of Bad Behavior: How Incivility Is Damaging Your Business and What to Do about It (New York: Portfolio, 2009).

3.Anna North, “Divorce Author: ‘I Think 17% of Marriages Are Happy’,” BuzzFeed, September 24, 2012, www.buzzfeed.com/annanorth/divorce-author-i-think-17-of-marriages-are-happ. Dana Adam Shapiro says that talking to people about their divorces actually made him more optimistic about marriage, but he still thinks that truly happy ones are in the minority.
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The Need for Self-Awareness 
and Self-Improvement

Conscious knowledge of one’s own character, feelings, motives, and desires. This process can be painful, but it leads to greater self-awareness. One must overcome a resistance to go beyond the comfort zone. One must have a strong desire for the improvement of one’s knowledge, status, or character by one’s own efforts.

The worst loneliness is to not be comfortable with yourself.

Mark Twain

IT ALL STARTS HERE

None of us are perfect. We all have an opportunity to learn more and improve. In doing so, we need to identify, acknowledge, and accept the behavioral areas we may be weak at and then have a willingness to work on them and try to improve.

WAKE-UP CALL

For a big part of my life, I hated delivering formal presentations. I often got so nervous that my jaw would tremble and I’d feel sick to my stomach. I’d find myself in front of my audience unable to collect my thoughts and mixing up the points I was trying to make. Despite this I seemed to get away with it, and I tolerated it. I had many opportunities to take presentation skills classes, but like many others I shied away from them. Who wants to sign up to a class we hate?

It was 2006, and I was on a phone call with my boss and the board of directors. We were getting peppered with questions on some topic, and at the end one of the board members asked for a “board only” discussion. This meant that I and two other colleagues were supposed to leave. My boss, for whatever reason, actually motioned for us to stay. Clearly unaware that I was still physically in the room, I heard one of the board members on the line start to rant “I want to talk about our CFO.” Whoa! My boss cut him off and gestured for us to leave. My heart almost stopped as I wondered what flak I was about to get and why; this board member sounded pissed off with me.

I waited for my boss to follow up with me. He called me in and explained that some of the board members were concerned about my confidence level and ability to respond clearly and concisely. My job was at risk. My whole credibility was in question. I silently freaked out. What happened next, however, was one of the greatest gifts a person can receive—my boss gave me a chance. He believed in me but also pushed me to get better. He said, “Bill, I want you to work on your thinking skills—take a debate class or something. You have a lot of strengths, but your ability to organize your thoughts concisely when under pressure is weak. You have to improve. I won’t take you on the road [for an IPO road show] if you don’t take care of this.” I felt mortified as I realized that my job was at stake—never mind my personal pride—but that moment was a big turning point for me. I was forced to take action or risk losing my job. I found a coach and worked on my thinking skills.I also tightened up my presentation skills. We met weekly, then monthly, and then every two months. I have had a coach ever since, and I nowrealize the monumental benefits from having one. Since then, I regained the trust of my board and my chief executive officer (CEO), but moreimportant, I gained an increasing self-confidence in myself and a growing thirst for continuous improvement. I have given keynote presentations, felt comfortable dealing with a company road show, and now almost enjoy being “in the line of fire.” There is no end to this process. Like the need for regular exercise to keep physically fit, one has to constantly work with a trainer or coach to keep mentally fit. We all have an Achilles’ heel of some sort, a vulnerable part of ourselves that can actually lead to our downfall.

What’s been your wake-up call, or do you really want to wait for one?

OFFICE AND PLAYGROUND EXAMPLES

The example I gave above on lack of confidence is just one of many around the area of self-awareness. Examples of healthy self-awareness include someone who is adaptable, sets a good example, is comfortable with him or herself, is willing to try new things, and will take some risk. Examples of poor self-awareness include people who intimidate others or are bullies or wimps.

SOME SHORT STORIES FROM KIDS AND ADULTS

“Do as I Say, Not as I Do”

The Kid: Ten-year-old Julie says that it is often the little things that bug people. “My dad always tells me to clear my plate from the table and then he asks me to clear his plate.” She thinks that “if the thing they are asking her to do is not important for them to do, then why is it important for her to do?” Julie thinks that her father is not modeling what he wants her to do. This double standard is a common age problem for many of us and something that often happens subconsciously versus intentionally. We just have to watch out for it.

The Adults: Sam, the CEO and a controlling shareholder at his company, always preached the importance of getting training and coaching for his leadership team, a good and encouraging move. However, despite several attempts by the head of human resources to encourage Sam to get a coach for himself, there was complete resistance and nonaction. Sam just didn’t see the same need for himself, and given the fact that he really had no other people in his mind to answer to, he felt no pressure to do so. This “do as I say, not as I do” attitude disappointed many around him. Some of Sam’s behavior was damaging, and he, the team, and the business could all have benefited if he had shown some level of modesty and stepped forward to improve himself. Do you walk the talk?

Building Self-Confidence and Getting Out of Your Comfort Zone

The Kids: Eight-year-old Courtney went to Disneyworld to perform in a show with a group of violinists. They had practiced week after week for almost two years, and now the big day had come. With that came a huge level of excitement but also incredible nerves. Courtney is a perfectionist and a nitpicker. She wanted things to go perfectly for herself and her team. As they got ready for the show, they were asked to do some weird exercise to get their bodies relaxed and calm their nerves. Courtney jumped right in while others waited. As silly as it seemed to her, this exercise really did help her calm down. She insisted that all the others follow suit; there was no room in her mind for a nerve-wracked partner to muck things up. Some people thought that the exercises were cool while others felt uncomfortable performing them, but in the end they all did them. Everyone has a different comfort zone level, and it is important to create a safe and inclusive environment where people are willing to take risks.

The Adults: When I was 25 years old and living in the Bahamas, I decided to take flying lessons. I had always had a love of flying and aircraft, and at one time I had wanted to be an airline pilot. After 10 or so hours of lessons, I had my first solo. That was an amazing moment taxiing down to the runway, talking to the tower, and preparing for the big event. As I powered down the runway, rose into the blue sky, and watched the turquoise ocean waters below, it was utter bliss. The adrenalin was flowing and my mind was alert, but I felt a little lonely without my trusted instructor in the seat next to me. I was alone and 1,000 feet above the ground and the water. As I completed the loop, the tower instructed me to do what they call a go-around. Incoming was a Pan Am Boeing 747 fully loaded with tourists. I circled, anxiously waiting for my turn, and focused on all the controls and the procedures I had been instructed to do. But what calmed me most was talking out loud to myself, something my instructor taught me to do. If you feel anxious or things go wrong, talk out loud to yourself to keep focused on the steps and help stem fear and panic. My instructor said to always remember that with flying, “if you panic, you’re dead!” Landing a Cessna 172 single-prop plane on a runway big enough for a Boeing 747 may sound like a piece of cake, but it is not. The light plane often gets caught in the crosswinds and swings wildly back and forth from one side of the wide runway to the other. It can be very daunting! Happily, I landed safely and enjoyed many future flying stints thereafter. The experience of training and then doing it live and solo, in this case where real failure could kill you, is a real emotional high and a great confidence builder and certainly gets you out of your comfort zone. The same parallel goes for someone who fears public speaking: practice, practice, practice and then deliver a fantastic presentation or keynote speech. The feeling after is very similar—an emotional high, a sense of success and happiness. What can you do to get out of your comfort zone?

THREE KEY THEMES

1. The Little Kid Inside All of Us

I think it’s fair to say that almost all of us have a little kid inside of us. We see that little kid come out and misbehave at times, maybe after too much alcohol or when we get tired, hungry, playful, or emotionally hurt. Our little kid may cause an inappropriate moment for even the most powerful man in the world (for instance, the selfie photo of U.S. president Barack Obama and Danish prime minister Helle Thorning-Schmidt at Nelson Mandela’s funeral that caused a brief stir).

I confess that my little kid inside comes out most days, whether it’s making funny faces at myself in the mirror when I get up in the morning or talking silly to my dog. Occasionally I behave worse than my two young boys, and many times I can be sitting in a serious meeting thinking about something nonsensical.

Some time ago, I was in a meeting with a bunch of bankers. One of them was a little overweight, and his shirt was hanging out. He was sitting next to his boss, a very serious and senior banker, and as he leaned over to make a point I noticed that his chair was unstable. All I could think about was the inevitable, which was what happened: the chair went from under him, he flew off onto the floor, and his boss just sat expressionless. I wanted to burst out laughing but I restrained my little kid inside. The guy picked himself up, with his shirt and rather large belly hanging out. There were eight or so other people in the room, all fairly silent but I suspect thinking similar to me. Of course, I felt sympathy for the guy and his embarrassing moment and it was a good chuckle afterward, but it didn’t diminish my professional opinion of him. I could go on and on about my little kid inside, but some of those things are best kept to ourselves! When I think about why shows such as The Office and Seinfeld were, and remain, so popular, it is because they portray ridiculous situations that many of us relate to; the characters on the shows act it out as little kids, while we all bottle it up with superficial exteriors.

I have seen some top business leaders show their little kid inside. It could be the boss who’s had a bad night’s sleep and is irritable, mean, and nasty at the first people he or she meets with that day. It may be a group of drunk leaders letting the tires down and accidentally smashing up a bunch of golf carts in a drag race at an offsite meeting at a luxury resort; it may just be men and women behaving badly. To some extent it is just humans being human, but it can also be a display of poor judgment. And the ramifications of the little-kid-inside actions can get worse the higher up the pecking order you may be.

How has your little kid inside been behaving recently? Is he or she under control? Are you taking care of him or her properly?

2. Confronting Family of Origin and Inferiority Complex Issues

Our lives are often shaped by our beginnings. Some of us crave the nostalgic memories and experiences of the past, and some of us are fearful or run away from the past. I am not a psychologist or a psychiatrist, but I have read numerous books and articles on the difficulty of confronting family of origin issues and why many of us have some form of hidden guilt. “Family of origin” means the family we grew up with and primarily the relationship with our parents and/or siblings. Many people suffer from some form of hidden guilt or negative experience from the past. Some of us suffer with this throughout our lives, allowing it to sabotage or hold us back from achieving our true dreams and capabilities. There is a fascinating book titled Imaginary Crimes: Why We Punish Ourselves and How to Stop, by Lewis Engel, PhD, and Tom Ferguson, MD, that examines these types of issues in depth.

The most obvious issue many of us face is some form of inferiority complex whereby we seek to overcompensate for perceived weaknesses, resulting in either tremendous success or extremely antisocial behavior. Overcompensating can result in a superiority complex that offends people around us. Those who do not address the complex at all can suffer from low self-esteem and weak confidence levels.

My personal guilt or inferiority complex has been the feeling that I could have achieved more and a lack of fulfillment from what I have actually accomplished. In many ways I have accomplished a lot and have much to be grateful for, with a happy, healthy family and a fun, challenging job working with great people and making a good living, but there has been something missing.

My father was a successful entrepreneur and came from a long line of businessmen. His great-grandfather, John Hornby Maw, was an amateur artist, painting alongside J. M. W. Turner, a leading British artist from the 18th century. Maw and his sons also founded a tile company, Maw & Co., that became one of the largest decorative tile manufacturers in the world. My father followed in that line and was a key figure and role model in my life, and I was always fascinated and excited by the world of business. I met many other successful businessmen during my formative years and always wanted to be an entrepreneur—I yearned for the risk, reward, excitement, and satisfaction and having control of my own destiny. Despite one effort mid-career to start a business, I instead focused my energy on the world of finance and now have a very attractive chief financial officer (CFO) role at an interesting company. Last year, my coach Rose suggested I read a book called The Artist’s Way, by Julia Cameron. In this book, there is a section called “Shadow Artists” about people who had the desire to be an artist but were either discouraged from or just gave up their dreams, falling into a world of could-have-beens and regrets. What often happened is that these people then worked on the outskirts of an artist’s career. Someone who wanted to be a singer, for instance, instead wrote songs, or someone who wanted to be an actor instead became a writer. In reading this book, I realized that I was really a shadow entrepreneur in that I had always wanted to be an entrepreneur but lived on the outskirts, in the world of finance and in the role of CFO instead of founder or CEO. I got talked into taking a less risky route in life by my father and pursued a relatively safe profession in the accounting world. This shadow life has treated me well but failed to satisfy my true burning desire, leaving me with an empty feeling of success. What am I doing about this? Well, I am now investing in start-ups, advising and mentoring entrepreneurs, and making an effort to become financially independent. I also learn and contribute as much as I can in my role as CFO and adviser to a CEO. I am expanding my network and focusing on self-improvement, all of which I know will be key to my future success. One day, I hope to pursue an entrepreneurial venture of my own.

Howard Schultz, the CEO of Starbucks, in a 2013 interview with Oprah Winfrey talked about how he was still a kid from Brooklyn, scarred by his youth living in the poor housing projects and his shame of being poor. This negative experience from his childhood, however, drove him to dream big, and now he is a successful billionaire and CEO of a company that embeds a culture of comprehensive health care and powerful workplace principles that his family and father were never offered.

Do you have a shadow career that you have run away from or an inferiority complex holding you back or hurting your progress? What can you do to confront these and help you better fulfill your dreams?

3. Getting the Proper Support System

A Harvard Business Review article in January 2009 titled “What Can Coaches Do for You,” by Diane Coutu and Carol Kauffman, referred to a survey of 140 leading coaches that indicated “the Top 3 reasons coaches are engaged were to: 1) develop high potentials or facilitate transition (48%), 2) act as a sounding board (26%) and 3) address derailing behavior (12%).” The survey also suggested “not to engage a coach to fix behavioral problems. Blamers, victims, and individuals with ironclad belief systems don’t change.”1 While I appreciate the perspective of the coaches, who were largely engaged by companies to help executives, I believe that this perspective can and should change. Given the numerous studies on the magnitude and cost of bad behavior and the adverse effects it has on business performance and people in the workplace, it is almost irresponsible for us to assume that we cannot fix the behavioral problems with some form of support system. This would be akin to saying that some diseases are incurable, so why bother supporting the people who have them? What has to happen instead of a conventional top-down approach, whereby a company decides who gets coaching and why, is the need for a bottom-up approach. This is where individuals and employees recognize a need for, and want to benefit from, coaching—where they proactively seek support whether that be at their own expense. That expense could be viewed as a personal investment that can reap returns many times over with improved performance, success, and happiness.

There are many different types of coaching out there, including life coaching, attention-deficit hyperactivity disorder (ADHD) coaching, business coaching, executive coaching, career coaching, etc. The American Psychological Association has published articles suggesting that undiagnosed ADHD affects millions of adults and their relationships. Adult ADHD symptoms include difficulty getting organized, extreme distractibility, poor listening skills, restlessness, chronic lateness, angry outbursts, and issues with prioritizing. Interestingly, all these symptoms are negative aspects of the key behaviors addressed in this book. Having said that, where there is a negative, there is often also a positive. Positive characteristics of ADHD can include people who have endless energy, great imagination, spontaneity, hyperfocus, humor, and strong problem-solving skills; they can also be risk takers in a good way and have the courage to follow their intuition. The key is striking a balance between the good and bad aspects, and this can be done through support systems and putting yourself in the right environment. My youngest son has ADHD, and we have some interesting challenges with his mood and behavior at home. He also has strengths and abilities that absolutely amaze and amuse us, including his out-of-the-box thinking, humor, and creativity. When he is passionate about something, such as the online game Minecraft or other electronic games, he is highly engaged and focused. We have found that the structure and values embedded in his school system help keep him in check, allowing him to function well both socially and academically. The coaching and support he receives are invaluable.

What sort of support system would work best for you? Is this something your employer can help you access, or is it something best sought personally?

APPLYING THE PARETO PRINCIPLE

I have always been a big believer in the Pareto principle (or the 80-20 rule), which states that for many events, roughly 80 percent of the effects come from 20 percent of the causes. For each major area addressed in this book, I have outlined how to consider applying the Pareto principle. In this particular case, consider devoting 20 percent of your time to self-improvement. Excluding the 7–9 hours of sleep recommended per day, for the remaining 16 or so hours devote roughly 3 hours a day (or 21 hours a week) to self-improvement, including physical exercise, meditation or self-reflection, time with a coach, reading, and learning new things.

THREE THINGS YOU CAN DO TO SELF-IMPROVE (WHAT’S IN IT FOR YOU?)

1. Take Care of Your Little Kid Inside

I have two young kids, ages 13 and 11. When they get hungry, sick, or tired, they can get irritable. I am 56 years old, and when I get hungry, sick, or tired, I get irritable. My little kid inside is crying out for me to take care of him. The reality is that most people are not functioning at their optimum; they are depleted. They are not eating right and/or not getting enough sleep, and addiction issues are common. When you feel strong, you can take on the world. There is a huge need and hunger for self-care in the work environment but also at home. We are all human, and our mental state and behavior are often connected to our physical state. We can’t escape the little kid inside; we just have to keep him or her under control.

With that in mind, most of us know the basic treatment for a little kid, whether from when we were kids or taking care of our own children, and it’s important for us to remember these tips still apply!

•Mindful eating. There are unlimited sources of help on nutrition, but eating well keeps us healthier and more physically and mentally fit. Applying the 80-20 rule here would be a good start, focusing 80 percent of the time on healthy meals and 20 percent on some occasional fun (but maybe less healthy) treats. Use your judgment or invest in some good advice from a nutritionist. A few months ago I went on a seven-day cleanse with my wife, Tara. We did it with the help of a nutritionist, and it was a tough few days! Lots of water and no coffee or alcohol; vegetables, water, and egg whites for the first three days. My only treat was a veggie burger in the evening, which I never thought I would crave and drool over as much as I did. We were allowed chicken and other protein later in the week. The funny thing was that after two days, I didn’t miss my coffee. My head felt clearer in the morning without a beer or wine each night, and by the end of the week I felt INCREDIBLE! My mind and body felt just so much purer and cleaner, hence the word “cleanse,” I assume. Having said that, it wasn’t something I could do for more than six days (I couldn’t make day seven!), but I felt so much better, and it set me up for moderate coffee and alcohol intake plus a focus on healthier meals going forward. I now have a healthy shake for breakfast (based on one recommended for kids by a school nutritionist), a healthy salad for lunch, a protein bar in the afternoon, and a nice dinner at home with limited bread, potatoes, and sugar intake. My one tip on healthy eating is to consider taking a tablespoon of extra virgin coconut oil each day. I take it with my breakfast shake (Greek yogurt, banana, a little orange juice, strawberries, blueberries, agave, flax seed, and coconut oil). There are many articles and theories about the holistic and medical benefits of coconut oil, including natural antibiotic and antiviral characteristics along with the possibility of mitigating Alzheimer’s. Feel free to research further and decide for yourself.

The key point is that it takes some real effort and pain to get back on track with eating right. Many of us waste money on nonessential items, but few of us are willing to spend a few extra dollars getting advice on what we intake three or more times a day and what significantly impacts our health and mind.

•Getting proper sleep. The Centers for Disease Control and Prevention states that insufficient sleep is a public health epidemic. Data from a 2009 sleep survey module were used to assess the prevalence of unhealthy sleep behaviors by selected sociodemographic factors and geographic variations in 12 states. The analysis determined that among 74,571 adult respondents in 12 states, 35.3 percent reported <7 hours of sleep during a typical 24-hour period; 48.0 percent reported snoring; 37.9 percent reported unintentionally falling asleep during the day at least once in the preceding month; and 4.7 percent reported nodding off or falling asleep while driving at least once in the preceding month. It seems kind of ridiculous that something we have done daily since the day we were born is so out of control. This is also a global problem. The Sleep Health Foundation of Australia sums up three of the top root causes of poor sleep, and the top two are totally within our control.

1.Taking sleep for granted. Many people do not realize how important sleep is and often think that it is a waste of time! I hear this a lot. Some people are said to have genetic differences that lead to the need for less sleep. Famous leaders such as Margaret Thatcher, Winston Churchill, and Bill Clinton are said to have managed on just four to six hours of sleep a night. Some are able to offset this with effective napping periods. A lot of us, however, just don’t make it a priority and deprive ourselves of something we desperately need.

2.Too much caffeine, alcohol, and/or sleeping tablets. These can prevent you from sleeping well or lead to other problems.

3.Shift work. If this is the case with your job requirements it can be harder to manage, but an effort is needed to adjust as best as one possibly can.

The National Sleep Foundation recommends that adults get between seven and nine hours of sleep a day. I personally try to get eight hours. The promotion of good sleep habits and regular sleep is known as sleep hygiene. The following sleep hygiene tips can be used to improve sleep:

•Go to bed at the same time each night and rise at the same time each morning.

•Avoid large meals before bedtime.

•Avoid caffeine and alcohol close to bedtime.

•Avoid nicotine.

If you feel that you are not getting enough sleep, make the effort to refuel your mind and body. For more information, go to www.sleepfound ation.org.

One last tip on sleep and happiness. I refer later in this book to Dr. Martin Seligman and his studies on positive psychology and happiness. One exercise that Dr. Seligman recommends is the Three Good Things Exercise, which has been scientifically demonstrated to be effective in increasing happiness and well-being. It is a simple method of redirecting attention to positive thoughts. Humans spend more time thinking of negative experiences than positive ones. This negative bias is the source of a lot of anxiety and general lack of well-being. Dr. Seligman recommends that you do three things each night before you go to sleep: (1) Think of three good things that happened today, never mind how simple or mundane; (2) write them down; and (3) reflect on reasons why you think they happened.

•Exercising your body. We all inherently know that exercise is good for us and increases our longevity. A recent U.S. government study, however, estimated that nearly 80 percent of adult Americans (Pareto strikes again) do not get the recommended amounts of exercise each week, potentially setting themselves up for years of health problems such as heart disease, stroke, type 2 diabetes, and depression. The U.S. government recommends that adults get at least 2.5 hours of moderately intense aerobic exercise each week, 1 hour and 15 minutes of vigorously intense activity, or a combination of both. Adults should also engage in muscle-strengthening activities such as lifting weights or doing push-ups at least twice per week. I’m not going to go into further specifics other than to state the bare minimum outlined by the National Institutes of Health—get yourself a step counter and try to get in 10,000 steps a day. There are many ways to add movement without going to the gym. The bottom line is to look for any opportunity to be active throughout your day. Get moving as much as you can! Few people I know are really early-morning people, and neither am I. On Fridays, however, I make the commitment to wake up at 5:00 a.m. and head down to my trainer for a 5:30 a.m. one-hour workout. The moment my alarm goes off and I lie all warm and cozy in bed with the thought of the push-ups, sit-ups, pull-ups, lunges, and weight work ahead of me, it’s REALLY hard to crawl out and get moving. But it’s a commitment I make, and when I get back home I always feel so much better. Like the cleanse, it takes some pain to feel better. The old adage “No pain, no gain” is so true. My trainer charges me $70 for that “fabulous” hour. People ask me why I spend this much and how the heck I get up that early in the morning to work out. My answer is simple: that it forces me to go, and I get help from an expert. I have a routine that varies, but many of the exercises are repeated. What I find is that despite repeating the exercises, your body often follows the path of least resistance, and your movements can stray from the precise motion that is intended. Although they may seem like nuances, my trainer has a good eye and spots these immediately, correcting the motion and forcing me to get the maximum benefit from the exercise. I could go to my regular gym and try these exercises myself to save $70, but the chances are, at 56 years old, I will stray from the objective and get less results or, worse still, hurt myself. That is the value of going to an expert, and by going out for one less meal, for example, you can invest the money in your physical health. Going to a trainer also forces you to schedule an appointment and make a commitment. I often reschedule work meetings that conflict with my trainer schedule so that I do not miss what is a very important personal commitment to myself. It’s one hour a week and needs to be considered extremely important. Again, we sometimes waste a lot of money on nonessential items in life. Investing in a gym or a personal trainer is a good way to stay committed to an ongoing, effective exercise program, and your mind and body will be the real winners. My trainer’s recommendation is to be careful how you pick your trainer. Find someone who understands the body, not just some meathead.

Low energy from poor food habits or a lack of sleep or exercise can also result in you feeling drained, prone to procrastination, or simply lazy—none of which help us get ahead or feel satisfied or happy in life.

•Consider holistic treatments or therapy. When holistic or alternative medicine comes up in conversation, I often hear diverse opinions similar to politics. Some say that alternative medicine seems like snake oil cures that prey on the gullible, while others are true believers. My primary care physician is a big supporter of it, believing that Eastern medicine is excellent for prevention and Western medicine for cure. The reality is that many hospitals are starting to establish holistic care, promoting healing as a journey encompassing body, mind, and spirit. Combining alternative medicine (for mind, body, and spirit) with conventional medicine (for flesh, bones, and organs) creates a more powerful integrative medicine. Alternative or holistic medicine offers services such as massage therapy and mind-body techniques. I used to think that massages were the opportunity for a relaxing rubdown, but the reality is that they also help boost your immune system by increasing white blood cell counts. Massages can decrease chronic pain, strengthen the immune system, improve nerve function, and help you sleep better. Some people say that 80 percent of modern diseases are rooted in stress, which blocks the energy circulation in our body. Holistic solutions can be a powerful remedy. There are many resources to go to for more information on this topic. I suggest you check out the American Holistic Medical Association at www.holisticmedicine.org and Dr. Andrew Weil, a well-known medical doctor and naturopath, at www.drweil.com.

2. Get Independent Feedback and Have an Open Discussion

We may think that we know ourselves well, but independent feedback is important, and most of us crave it. Feedback helps us discover who we are in the eyes of others. It helps us weigh the good, the bad, and the ugly so we can focus on areas we can and should possibly improve.

•Ask for constructive third-party feedback. We are often not totally in sync with our strengths and weaknesses. The best way to deal with this is to get feedback from a wide variety of people we have interactions with—often referred to as 360-feedback. Sometimes this is conducted using questionnaires, but the most effective way is to have an independent coach solicit the feedback through one-on-one conversations with the parties. This enables the person to dive deeper into specific areas and patterns. Gathering this data is only the first step. Reviewing it, confronting some of the brutal facts, and wanting to get better is a whole other step that usually requires help.

•Embrace your imperfections. Be authentic to who you really are; don’t try to be someone else. Like the kid at school pretending to be cool, all the other kids can spot a fake. I know this may be easier said than done. Most of us have someone we idolize or admire for a skill they have and we lack, and occasionally our natural reaction is to try to copy. As I mentioned previously, we also have a set of complexes and fears that cause us to overcompensate. I know some very good speakers who feel insecure but portray a sense of command and stature, along with an impeccable presentation style, when in front of an audience. However, there is often a hint of hidden falseness in the person, and this can dampen the power and effectiveness of the communication. I often sense this when I hear politicians speak. They speak in a sophisticated manner, but there is occasionally a feeling that the message is staged and false. Sometimes a less sophisticated speaker with warmth and authenticity wields more power. A perceived weakness can often be a hidden strength. There is empathy and a better sense of connectedness between the audience and the presenter. An excellent place to view different types of speakers is on TED Talks at www.ted.com. Sir Ken Robinson has had over 20 million views on TED, and Tony Robbins has had over 3 million views. Take a look at their very different speaking styles. Only you know who you really are, and I recommend that you take some time to reflect on that and think of ways to bring out your true authenticity with a coach.

•Leverage your strengths. Most of us have some powerful hidden strengths. For instance, I consider mine to be my ability to connect with people. I’m not shy when it comes to expressing what I am thinking or sharing ideas and personal thoughts. For example, I recently sat down with someone I did not know at a dinner function who is a passionate entrepreneur. Within an hour we felt like old friends, and we now meet regularly. This enables me to easily connect with people, which is a personal strength. Although I may not be as good as I like or want to be at public speaking, that ability to connect can be a plus in the process. It is really important for you to look at the whole picture and balance your strengths with your weaknesses.

3. Get a Shrink or Coach—But Remember, Training Only Works When You Show Up

Call it what you like, a work coach, a trainer, a life coach, a work shrink, it helps to have someone who is experienced guide you through some of the more important physical and mental behavioral exercises in a safe setting. At a keynote presentation I gave in 2011 to a group of undergraduate business students, I talked about the day my boss insisted I get coaching or else risk my job. Like physical trainers, there are many different types of work-related coaches. They specialize in a whole host of areas, including communication techniques, interpersonal skills, decision-making skills, 360-feedback, basic management techniques, etc. They all have different styles and personalities, and I encourage you to seek one through referral or try a few out until you are comfortable with a particular person. I have worked with several. Jen was a little wacky but really helped me focus on conciseness and the ability to summarize key points succinctly, teaching me to think in threes and use other simple but powerful techniques. Suzanne was a keynote presenter at a CFO conference I attended who really impressed me and has written several books on how to speak like a CEO and how to develop a powerful brand. I took one of her speaking workshops and then had a one-on-one branding session where I learned what it takes to create an authentic and sustainable brand. Jerry taught me how to put powerful presentations together, whether they were elevator pitches or road-show decks for an initial public offering—that was his specialty, having helped many famous Silicon Valley start-ups explain their story and value proposition. Then there was Rose, whom I initially sought for voice and presentation training. Rose was a good match for me; she has an innovative style with an interesting mix of corporate and holistic knowledge, and she is an extremely authentic, effective, and talented coach. The point I am making is that as with doctors, trainers, or financial advisers, there are many coaches out there with different specialties and price ranges for you to consider and select.

Timing and cost benefit. I encourage everyone, no matter what level you are, to consider investing in a coach, and I would say that the earlier you start in your life the better. If you are just exiting college and starting a job, this may be a perfect time to consider one. Many of us spend money on hobbies, gyms, and additional tuition (e.g., MBA classes), but few of us are willing to spend a few hundred dollars a month of our own money for several hours of focused coaching to help make us better people, better employees, better managers, and better leaders. This investment can pay back many times. If your company or organization is not willing to support the cost, think about making it personally. Your coach can help you tighten up areas you are not comfortable with or help you assess the direction of your career. I view Rose as part shrink, part friend, part expert coach. We have many different challenges to deal with in the workplace, and an independent counselor can help alleviate many of your pain points and make you a better and more effective person.

Avoid the Band-Aids or short-term fixes. General Electric (GE) has a world-renowned management development program. I spent 10 years there and attended some amazing courses, including a business management course where you were taken away from your day job for three weeks and then assigned to a team to work on an unrelated GE business initiative. I learned about strategy from experts at Bain Consulting; we went on the road and met with C-suite executives at several major U.S. railroads. We then came back to make recommendations to GE’s CEO, Jeff Immelt, and his leadership team on how GE could better manage its strategy process and how the locomotive business could better solve its customers’ main problems. The program took people out of their comfort zones and forced them to learn new techniques and bring back perspectives and ideas on how the whole company could get better. It was like a mini-MBA, but it did not help me find out how I could get better. I had several 360s at GE where an independent consultant would gather positive and negative feedback from a wide variety of people I worked with or for. As I look back on the results of these 360s, there were some common recurring themes, including poor listening skills and lack of conciseness. I took several related classes over the years, but now I realize that those classes were just Band-Aids. They did not cure the problem. What I really needed was more intensive long-term support such as a coach, working every two weeks for six months or more, supplemented with related reading and, most important, focused practice! It required a third party you could work with privately apart from your manager and colleagues, a safe zone where you could practice without that fear or embarrassment of a colleague seeing you fail.

You have to show up. I saw a sign the other day, can’t recall precisely where, but it read “every expert was once a beginner.” If we want to get better at things, we need direction, focus, and practice. The easy part of this is getting someone to help you identify the areas you need to work on (as I described previously with the personal trainer), but the hard part is making the time and commitment to show up. In the same way, a coach can help you get better in areas of behavior. That expert’s eye and the need for a personal appointment are just as important as the personal trainer.

WRAP-UP

The need for self-awareness and self-improvement is a critical success factor in striving for happiness and success. This has to start with a willingness and desire. It requires pain and commitment. Self-awareness and self-improvement can help you deal with your own issues and the issues you face from others (e.g., intimidation, bullying, etc.).

1.Take care of the little kid in you with mindful eating, proper sleep, exercise, and possible holistic therapy. “The most potent muse of all is our own inner child”—Stephen Nachmanovitch.

2.Get independent feedback, embrace your imperfections, and leverage your strengths. At all times be authentic—be your true self!

3.Avoid Band-Aids and get a coach (shrink) now. Start early in your life. Finally, remember that nothing really works unless you show up, commit yourself, and do the hard work.

Consider Mark Twain’s quote from the beginning of this chapter: “The worst loneliness is to not be comfortable with yourself.” I strongly believe that if you address the three areas above, you can transform that quote into “feeling comfortable with yourself is about being complete and fulfilled.”

NOTE

1.Diane Coutu and Carol Kauffman, “What Can Coaches Do for You,” Harvard Business Review (January 2009), https://hbr.org/2009/01/what-can-coaches-do-for-you.
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The Winning Formula for 
Happiness and Success 
in Work/Life

H, S = f (4C, 2R)

Happiness is a mental state of well-being characterized by positive or pleasant emotions ranging from contentment to intense joy. Success is the accomplishment of an aim or purpose or the attainment of popularity or profit.

Happiness cannot come from without. It must come from within. It is not what we see and touch or that which others do for us which makes us happy; it is that which we think and feel and do, first for the other fellow and then for ourselves.

Hellen Keller

Success consists of going from failure to failure without loss of enthusiasm.

Winston Churchill

THE MEANING AND CONTEXT OF HAPPINESS AND SUCCESS

Before talking about a formula for happiness and success in work/life, it is important to put context around these two very important words.

Happiness

Happiness is a very individual feeling. I visited my doctor, Karl, the other day for a checkup. Karl tragically lost his son a few years ago to an incurable disease. I can only imagine how hard that must have been to deal with when you spend your life in the medical field helping people. Karl recently graduated as a master of applied positive psychology at the University of Pennsylvania in a course led by Dr. Martin Seligman. For decades, medicine has focused heavily on the more negative aspects of psychology such as depression and mental disease. Surprisingly, very little has been done to research happiness in adults, and Seligman has made this a principal focus. He talks about three happy lives:

1.The pleasant life. This is having as many pleasures as possible, whether that be sex, money, material things, or potentially addictive pleasures. The key drawback to this type of life is that the pleasures habituate rapidly so that long-lasting pleasure is not sustainable. Interestingly, many of the people who are depressed in this world are the people who “have everything.” From a macroperspective, a 2011 study by international researchers found that wealthier nations suffered more from depression than poorer nations and referred to this as an “illness of affluence.”

2.The good life. This is the happiness achieved from engagement, whether that be in work, parenting, hobbies, or leisure activities. Some people may seem very dull and quiet on the outside but achieve intense happiness from their engagement in an activity.

3.The meaningful life. This happiness is achieved when people who know their strengths use them for something larger—for example, in philanthropic or social causes. Mother Teresa and Mahatma Gandhi led very difficult lives but achieved much happiness from their meaningful contributions.

The general takeaway from Dr. Seligman’s study is that people who have happy, full lives versus sad, empty lives gained very little contribution to their lives from the pleasures and far more from being engaged and meaningful.

I highly recommend that you take a look at a video available at www.ted.com by Dr. Seligman titled The New Era of Positive Psychology and also the website www.authentichappiness.org.

Katie Hurley, a child and adolescent psychotherapist and parenting expert, listed seven secrets of highly happy children in a blog posting she made in 2013. They include eating on time, getting good sleep, and unstructured playtime (self-care); children need to be able to vent and express emotions (compassion); and they need to feel heard (consideration). Finally, they must have the chance to make their own choices and experience forgiveness or unconditional love (respect). I would add to these the need for a safe and courteous environment, exposure to community or recreational activities, and encouragement for their passions (courtesy, cooperation, and responsibility).

Success

“Success” is a relative term because it depends on the goal you set. From a business perspective, it might be accomplishing a business and financial goal with the most effectively engaged workforce. From a team perspective, it might mean accomplishing a group goal in the most effective and collaborative manner. From an individual perspective, it can mean achieving what matters most to you individually and authentically. This means that you accomplish something you really want to and in a way that is true to yourself.

Context of Happiness and Success

In this book, the focus on improving self-awareness, self-acceptance, self-improvement, and the six key behaviors is designed to help individuals, groups, and enterprises drive success. It is also focused on helping you individually enhance happiness in the aspects of your good life and your meaningful life.

THE WINNING FORMULA

The individual inputs in the Winning Formula are by no means unique. A host of books have been written on each and every one of them as well as related areas, whether it be issues of respect, accountability, a toxic workplace, a terrible person, conflict, lack of cooperation, or whatever. What is unique about the formula is the specific components and the combined power as a whole.

In the same way that you can combine two simple elements like hydrogen and oxygen to produce water, a universally powerful and beneficial compound, so too can you effectively combine the six elements of this formula to produce a powerful solution for a more happy and successful work-life environment.

Applying the Pareto principle again, there are at least 20 to 30 common bad effects in work/life that create the majority of stress and unhappiness today, including:

Yelling, cheating, chastising, withholding information, interrupting, lying, blaming, distorting, exaggerating, teasing, bullying, ignoring, harassing, failing to apologize, being disrespectful or rude, being abusive, derailing or undermining others, slacking, sucking up, intimidating, being embarrassing, being self-serving, being cowardly, cursing, and setting someone up to fail.

All these bad effects can be tied back to the absence of self-awareness, or one of the six key values or behaviors addressed in this Winning Formula: cooperation, consideration, compassion, courtesy, respect, and responsibility. Hence, we have narrowed down the majority of problems to six key areas.

Another relevant equation that comes into play in deriving this formula is from Lewin’s equation. Kurt Lewin was a former MIT professor renowned for creating the foundation for sensitivity training and force field analysis looking at the factors that influence a situation.

Lewin’s famous equation—B = f(P, E)—is a psychological equation of behavior and states that behavior is a function of the person in her or his environment. The equation is also known as a heuristic, which refers to experience-based techniques for problem solving, fueled by intuitive rationale.

By applying the Pareto principle in identifying the few root causes of bad behavior and combining them into a simple heuristic, we have a winning formula for happiness and success in the work-life space.

There is a saying that “old habits die hard,” meaning that someone may find it particularly difficult to change her or his behavior. Therefore, the key is to have a manageable number of behaviors to focus on (in this case six) at the individual, team, and enterprise levels.

Most companies or organizations have 5 to 10 core values that often include words such as “integrity,” “excellence,” “personal growth,” and “innovation.” Many of these words sound gimmicky, and their true meaning can be vague. Take integrity, for instance. If you ask someone if they have integrity, they will most likely answer “of course,” viewing this simply as “I do not steal or cheat.” Fewer people will view it more subtly as “I always speak my mind, whether or not I could face adverse consequences for it.” Many people do not always convey their honest opinion, sometimes out of fear or simply because they have become yes-men or yes-women, yet they still consider themselves people of high integrity. In reality, they are not.

By instituting behaviors or values in the Winning Formula that we can easily relate to from our childhood days, as parents of children, or simply as mature individuals, we can have a more profound positive effect on ourselves, our coworkers, and our organizations.

By no means are these six core values easy to apply on a consistent basis (otherwise we’d all live in a very happy world), but they are a manageable number to focus on and are simple to understand and relatively easy to self-assess.

Whether or not you or an organization chooses to embrace the Winning Formula as a separate set of social values or simply incorporate them into your core business values, it does not matter. What matters is the importance, focus, and attention placed on these values and that they essentially become a constitution, a bill of rights.

HOW CAN THIS POSSIBLY WORK WITH SO MANY JERKS AROUND?

Many readers will question whether this book’s approach can work if the chief executive officer (CEO) or management teams in your companies—or people you associate with—are jerks. Well, let’s discuss that.

First of all, everyone has the capacity to be a jerk at some point in time—your author included! It all depends on where you currently are on the jerk spectrum. If someone is an occasional jerk yet a very smart person, they might feel that this book’s Winning Formula—H, S = f (4C, 2R)—is worth focusing on for two good reasons: (1) it will make life better for their friends, partners, or employees, and (2) everyone will profit from it. Not a bad set of results.

Second, a terrific book called The No Asshole Rule by Robert Sutton received a huge amount of support in 2010 because of the attention it brought on the negative impact of mean-spirited employees on a company’s bottom line. I’ll refer to assholes as “jerks” from now on, in the spirit of being more courteous. So, the management of many companies not only read Sutton’s book but followed up with instituting “no jerk” policies. A good start, but in the end only a dent in the many major problems that companies populated by jerks were facing.

Now a few years later, it is clear that policies alone cannot solve this problem. To eradicate the many ills caused by jerks requires more. One reason for this is that a person committing any of the 20–30 common bad behaviors outlined earlier in this chapter could end up finding himself or herself implicated as a bona fide jerk. Yet this may not be the case at all, so calling a person out as a jerk in most situations probably won’t completely solve the jerk problem.

What is needed instead is a deeper dive into the root cause and key behavioral components of jerkism so that people can really focus on where and how to improve. Someone, for example, may be very cooperative, courteous, compassionate, and respectful yet wholly incapable of also being answerable or accountable. This colleague would think nothing of throwing the blame onto others when something goes wrong, provoking a reaction such as “What a jerk!”

But suppose this same person has five incredible positive traits and only that one flaw. Instead of firing the supposed jerk, let’s help him or her hone in on that one flaw and fix the problem area. To achieve this requires that deeper dive into root causes, not a flippant, superficial “You jerk!”

To get to this loftier place in the business world, the tone must be set at the top by either the CEO or another top decision-making leader. Fortunately, there are a few amazing CEOs out there who have demonstrated and promoted many of the values in the Winning Formula, subtly perhaps, but squarely as well. And their companies are apparently the better for it. But before we get to them, consider my eureka moment.

AT THE CHILDREN’S LEVEL: THE ELISABETH MORROW SCHOOL

Several years ago Tara and I decided to move our two young boys to a new school. We were concerned about the environment at their current school, and our older boy, Henry, was both unhappy and performing only average. So we moved them to a school 16 miles away called The Elisabeth Morrow School (EMS), which in our opinion seemed to offer a more nurturing and hopefully more productive environment.

The boys settled in quickly, and soon both were thriving at this school. Two years later when Henry was 10 years old and in fifth grade, he absolutely amazed me during an appearance on a live Fox Business News TV interview. Though I appeared with him, he did ALL the talking! The segment was about a social business project that Henry had been working on in the form of an iPhone game app that he created called MonkeyBerry. Also, it was Henry’s idea to donate a portion of all proceeds from his app to charity.

I was floored by the level of commitment and especially responsibility that he had mustered during the project and also by the respect he had exhibited for all the parties he dealt with. He was also both courteous and confident on TV, a totally transformed boy from the kid I knew two years earlier. I had no choice but to attribute this radical but positive change almost entirely to the EMS environment and the values it promoted to our kids.

Founded in 1930 by Elisabeth Morrow (sister of Anne Morrow, who had married the famous aviator Charles Lindbergh), EMS from its beginning had been passionately dedicated to successfully educating all of the children who went there. Throughout her adolescent years, in fact, Elisabeth herself had envisioned a school where students could develop not only academically but socially and ethically as well within a supportive, caring environment.

Upon completion of her own education at Smith College, and in partnership with classmate Constance Chilton, Elisabeth implemented her long-held dream of providing education of the highest quality for students of early childhood age in 1930. On the first day, with smiles and outstretched hands, Elisabeth and Constance greeted 40 students along with the children’s parents. That was to be only the beginning. Today at EMS, over 400 students ages 3 to about 14 occupy the school’s ivy-covered brick buildings.

The keystone of EMS is simple but powerful: 4Cs denoting cooperation, consideration, compassion, and courtesy. The school’s community encompasses a variety of cultures yet values each student’s contributions to the lives of his or her classmates, enabling students to appreciate both differences among other people and similarities. Its 4Cs environment begins with a personal handshake that each student receives upon arrival to the school each and every morning—and goes uphill from there!

Beyond the 4Cs, which serve to also emphasize the importance of respecting people, EMS also holds dear central values that:

•set high standards in all endeavors,

•insist on honesty as a requisite for relationships,

•emphasize the importance of taking responsibility for one’s conduct, and

•recognize the worthiness of service to others.

After observing and experiencing the EMS environment, I have come to understand that there are very few occasions in which its central values fail to afford clarity and direction to every action throughout every day, including how we can judge our own actions and words and the actions and words of others.

Drawing from this eureka (Greek for “I found it!”) insight, I have since analyzed the many issues inherent in a sad work-life place by examining the root causes of bad behavior. It has become clear to me that there exists a natural tie-in with the values at EMS (see “The Behavior Grid” in Appendix A) and hence from which my heuristic Winning Formula—H, S = f (4C, 2R)—has been derived. This eureka moment of mine represents a sudden, unexpected solution to a major work-life dilemma.

AT THE COMPANY LEVEL: STARBUCKS

Starbucks is a fantastic business example of what I found at EMS. Take a look at how Starbucks is rated on Glassdoor.com, the leading social jobs and careers community. Over 2,600 reviews rate their CEO’s performance as “approve of,” and almost 80 percent of employees say they would recommend working at Starbucks to a friend. Factoring in Pareto’s 80-20 rule, this would suggest that Starbucks is an excellent company to work for.

Now, add to this an excerpt from an article written in 2012 by Barbara Gray, chartered financial analyst of Brady Capital Research, titled “Starbucks: The Value in Values”:

I was so moved by Starbucks’ recent Annual General Meeting and the words spoken by Howard Schultz that I felt compelled to share my thoughts. … What I loved is how Schultz started his speech talking about the values that define the company and how Starbucks is a different kind of company as it has been built through the lens of humanity. And near the end of the meeting, the Company’s CFO, Troy Alstead, emphasized that “our value comes from our values” and talked about how important it is to do the right things for the right reasons and related how Starbucks’ shareholder value is derived from its core values. Although this makes intuitive sense, unfortunately this is a radical departure from the views of most investors who suffer from financial myopia. But to these cynics, I say take a look at what Starbucks has achieved since its IPO.1

Gray continues:

When Starbucks went public in 1992, the company had 300 employees, 150 coffee houses, and less than $150 million in revenue. Over the past 20 years it has grown into a global coffee empire with 149,000 employees, 17,000 in 58 countries, and revenue of $12 billion. And how did the shareholders do? Well, its market cap was $250 million when it went public and just reached $40 billion—up 160 fold—which by my math equates to a compound annual growth rate of 29% a year! I realize how important it is for companies to have an authentic set of core values to guide them.2

Glassdoor.com is a job and career website where current and former employees anonymously comment on the pros and cons of their companies and bosses. Since the comments aren’t censored or moderated, the site can be pretty ruthless and unforgiving. Therefore, a good score on Glassdoor is probably an understatement as to how good the company really is, because if those who now have the freedom to express disgruntlement about how they were treated instead express appreciation, the treatment itself was likely pretty darned good.

To underscore my theory, take a look at some of the specific Glassdoor comments on Starbucks from past and present employees:

“Company culture emphasizes collaboration.” (Cooperation) “Partners (employees) care about their customers and each other.” (Courtesy and Compassion)

Multiple comments on fun work environment, flexible hours, and good benefits. (Consideration)

“The pros to working at Starbucks are the culture, benefits, development. Just like all things—you reap what you sow at this company. It is your responsibility to lead your own development.” (Responsibility)

“Provide a great work environment and treat each other with respect and dignity.” (Respect)

Now yes, I would be remiss if I did not add that there are a number of negative statements on Glassdoor about Starbucks too. But you cannot please everyone in life; that is simply not realistic. The roughly 80 percent approval rating of the company on Glassdoor does, however, suggest a compelling display of success alongside a record of incredible long-term financial gains.

AT THE PERSONAL AND TEAM LEVEL: MY OWN EXPERIENCES

I have worked with some very good and very bad teams in the past 30 years, but today I am blessed with my current very clearly jerk-free team. There are 10 of us, but we get along very well. Everyone pitches in, we respect each other, we have fun together, and we joke at a level that is comfortable for all.

We are also compassionate, having experienced some personal tragedies in our individual lives, and the loss of some of our team members has hit us hard at times too, typically a result of downsizing. But even then, we have tried to keep in close touch with those who have left.

Most important, we admit fault if things go wrong, and we take our responsibility seriously. Yes, we all make mistakes, and (full disclosure here) I have had my own jerk moments as well. I’ve yelled at someone in front of others and embarrassed a person unfairly. But I acknowledged each jerk moment and then subsequently apologized to the person and to the rest of the team, allowing us all to move on. I like to think of my team as a dream team, as we all attempt to live up to every one of the six values in the Winning Formula. Are there areas we each can still improve? Absolutely. So, as a team, we have conducted self-assessments based on the Winning Formula.

On the personal front at home, in my marriage, with my friends, and worst of all with my two wonderful kids, I know that I occasionally behave like a jerk. Whether it’s a selfish moment, embarrassing someone, saying something nasty, yelling like mad, being rude, passing blame, or just failing to apologize, these are the occasional bad traits I sometimes have with family and friends. They are not necessarily intentional, but they often create moments of sadness or a feeling of failure.

In the following chapters we will explain, examine, explore, and exercise these self-assessment tools with the aim of eradicating your firm’s, your department’s, and your own personal jerkism.

NOTES

1.Barbara Gray, “Starbucks: The Value in Value,” Brady Capital Research Inc., March 26, 2012, http://bradycap.com/starbucks-the-value-in-values/.

2.Ibid.
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Value #1

Cooperation

The process of working together for a common purpose or benefit. Also, the interaction or cooperation of two or more organizations or parties to produce a combined effect greater than the sum of their separate effects.

We all do better when we work together. Our differences do matter but our common humanity matters more.

Bill Clinton



We are only as strong as we are united, as weak as we are divided.

J. K. Rowling, Harry Potter and the Goblet of Fire

THE NEED FOR COOPERATION AND SYNERGY

Several years ago, I was part of a group of people who invested $30 million in a young start-up company. It should have lasted many years and helped propel the business to stardom. Instead, after 18 months all the money was gone. Why? Because the group of investors in this company could not get along. They simply could not cooperate, and things went spiraling out of control. More on that sad story later.

Most of us understand the benefits of cooperating with other people. Cooperation is an essential feature of any workplace and home, enabling us to function more effectively. The principles of organizational behavior support the view that a cohesive group is more than the sum of its parts and that synergy is the ability of a group to outperform even its best individual member.

On the opposite end of the spectrum is unconstructive conflict and dysfunction. Conflict often arises from parties having different goals, leading to aggravation and confusion. Features of conflict or dysfunction include people who are jealous, afraid to speak up, in denial, arguing, or simply stubborn. This could apply in both a workplace or a family setting. All of this diminishes successful performance and creates an unhappy situation.

This chapter focuses on the good and bad behavior traits associated with cooperative actions. It will identify the key themes to consider in establishing an effective cooperative environment and three areas to focus on to improve behavior.

THE ISSUE OF TRUST

In the book The Speed of Trust by Stephen M. R. Covey, four key components of trust are outlined. The absence of any one of these components can create a place where there is indecision, doubt, stagnation, and failure. The four components he describes are integrity and intent (both elements of character) and capability and results (both elements of competency). In order to cooperate effectively, there has to be trust between the parties. If trust vanishes or comes into question, conflict is likely to follow and ultimately the potential for failure and an unhappy ending.

Trust is sometimes best described in a group facing a life-threatening situation.

Back in 1983, I lived in Freeport on Grand Bahama Island. One weekend Bob and Mike, two close buddies of mine, took me out spearfishing. It was a sunny afternoon, and the beach was 15 miles or so away from home on a remote part of the island. They brought with them three plastic garbage cans with inner tubes around the top of them and tied together with string. Mike figured that if we snorkeled offshore with these towed behind us, we could spear the fish and dump them in the cans. This would prevent the blood from spewing around us and avoid attracting any sharks. We jokingly referred to these as Bahamian floating devices, or BFDs. Bob was an experienced diver, and Mike had done a lot of spearfishing. I, meanwhile, was pretty inexperienced at both. The water was rough and visibility was poor, but we figured that the water would clear up 100 yards offshore. Off we swam, spearguns in hand and with the ridiculous BFDs in tow. A hundred yards later, visibility was still almost zero. We swam onward closely and could barely see more than 10 feet ahead. Things were not improving. This was an area quite heavily populated by sharks. All I could think about as I swam was a shark coming at me head-on or from behind. My breathing became more rapid, and I nervously eyed every possible direction. We came up for some air, looked back at the distant shore, and concluded that things were not good. My heart raced. I was the inexperienced guy in the pack, and now my two experienced friends looked worried. We decided that we had to stick close together, ensuring some large presence to sway any oncoming predators. It took a nail-biting 15 minutes of swimming to safely get back to shore. Fortunately, we encountered no sharks. All I could say to myself was how dumb we were to do this in the first place! What I learned from this was our mutual trust in a tough situation. Our integrity held up—we all had the courage to stick together, and nobody panicked. We’d headed out that day with the intent to have fun, but it turned into a challenge for survival. Our capabilities were different, but my concerns swayed their overconfidence, and we mutually agreed on getting the heck out of there. From a results perspective there were no fish caught, but we ended up alive, with a great story that we all chuckle about even to this day. The bottom line: because we trusted each other, we were able to safely navigate a rather stupid and treacherous group experience.

OFFICE AND PLAYGROUND EXAMPLES

Have you ever been surrounded by people who are focused, proactive, enthusiastic, eager beavers and willingly share everything? What a pleasure it is working with them! On the other hand, have you ever dealt with people who are lazy, are clueless, or don’t share all the information you need on something, or whom you fear might just be setting you up to fail so they look better? Yep, most of us have come across these types too. And what a nightmare.

SOME SHORT STORIES FROM KIDS AND ADULTS

Clear Understanding of Goals

The Kid: A friend of mine recently told me about an amazing program his 18-year-old daughter Anne had completed called the Congressional Award (see www.congressionalaward.org). Anne was awarded a Gold Award, which certainly helped her gain acceptance to a leading college. She had the honor of spending a week of celebrations in Washington, D.C., including a ceremony on Capitol Hill. She was presented with a medal by a member of Congress. It was a huge moment in her life, and she was filled with the utmost pride. The Congressional Award for young Americans is open to anyone 14–23 year olds. Participants can earn Bronze, Silver, and Gold Award medals. Each level involves setting goals in four program areas consisting of volunteer public service, personal development, physical fitness, and expedition or exploration. Many partner organizations, such as the Boys and Girls Scouts and Youth Service America, team up with Congress to help empower the kids to reach their goals. What is fabulous about the program is that children learn how to set challenging but achievable goals and plan activities to reach those goals. They also work with the help of an adult adviser. What I have found (in my business and personal life) is that many people have trouble setting important goals or understanding what they need to accomplish to achieve success. This leads to a lack of direction on a project or in life and, often, a lack of satisfaction and feeling of success. Helping people understand the importance of goals early in their life and career is of the utmost importance.

The Adults: Jack Welch spent just over 40 years at General Electric (GE) and half of them as chief executive officer (CEO). He was demanding, intense, and volatile and could be rough and sarcastic. He used emotion far more than many other managers to get results. In 1995 Welch made Six Sigma a corporate goal, intending to become a Six Sigma company by the year 2000. Six Sigma techniques and tools focused on improving the quality of GE’s products, services, and processes. For GE, this was a massive undertaking. I remember watching a company-wide telecast back in 1995 where Welch clearly outlined the goal, explained the rationale, and insisted on company-wide acceptance and support. Whether or not you believed in Six Sigma at the time, the power of his communication and messaging was instrumental in driving what became a successful business initiative. It secured a vital commitment from management and the global workforce. One major reason it succeeded was three well-tested implementation strategies common at GE. There was linkage to profits and bonuses (incentive), global training (which this time also included key suppliers), and finally the use of special techniques, including process mapping and Pareto analysis (training and tools). There was certainly plenty of skepticism and cynicism along the way and inevitable bureaucracy in a company of that size and a task of that magnitude. However, the ultimate key to success was Welch’s passion and his ability to clearly articulate the goals and benefits of this massive undertaking (communication). Are you clear in describing your key goals and objectives to all the stakeholders and motivating and supporting them accordingly?

Recognize Each Other’s Skills

The Adults: GE employs about 150,000 professionals. I mentioned previously that I was selected to participate in GE’s premier three-week business management course. There were about 50 of us in total, and we each were assigned to one of four teams. Each team was given a major project. My team was assigned the task of understanding what it would take to shift the transportation of more goods from road to rail. This would help both the railroads and the GE locomotive business sell more locomotives. My team was assigned to meet with executives from all the major U.S. and Canadian railroads, along with teams at the GE locomotive business, and report back on our findings.

I didn’t know anyone on my team prior to the business management course. We were all from different businesses and geographies within GE, including some from the power industry, medical devices industry, and financial services. We were given an afternoon to get to know one another and plan logistics for the week. About 12 of us sat around the table and anxiously pondered the week and tasks ahead. We spent about four hours getting to know each other. What I remember to this day was how important those few hours were. We each talked about our backgrounds, lives, work experiences, successes, failures, and dreams. There was a moment I’ll never forget. One of the team members started to talk about his family and then shared a story about how he tragically lost his son at an early age. He explained that his loss shaped his life and the lives of his wife and other children. I was caught by surprise that someone could be that personal with a group of strangers. I’m not advocating that people share this level of personal detail, but I can say that for this group of strangers his story solidified a powerful bonding experience in a very short period of time. In a few hours we were close teammates and friends. That night we split into smaller groups, booked our flights, and hit the road. We were comfortable with the mix of the groups, leveraging our knowledge of one another to form the best breadth of skill set. Ultimately our team delivered some amazing strategic recommendations to the business, and we had fun getting there.

Invest some time to really get to know about each other before starting a team exercise. Don’t just share name, rank, and file! It can be a critical success factor.

The “That’s Not My Job” Attitude and Dealing with Consequences

The Kids: I sometimes feel that my wife and I are our children’s slaves. Our youngest son needs a lot more hand-holding than his older brother ever did. Our youngest son doesn’t always pick up after himself, clear away his plate, or make his bed. Managing his own clothes? Completely off the list. I have to admit that I was a little like that in my youth. I was somewhat spoiled, and my parents let me get away with it—until I got shipped off to boarding school 100 miles from home at age 13.

Suddenly life changed. There were consequences and penalties for not cleaning up after myself or meeting assigned tasks. Corporal punishment was still fairly dominant. Going to bed late, not making my bed in the morning, or neglecting tasks suddenly took on a new meaning in my life. In those days, a school prefect had the power to make you run around the football field for an hour if you misbehaved. In worse situations, I could expect a caning or beating, referred to as “Six of the Best,” from the headmaster. Everyone pitched in to keep things running like clockwork, but we did so more out of a fear of consequences than an organic drive.

Corporal punishment has since largely faded away, being considered cruel and inhumane. So, how best do we deal with disobedience or lack of effort? Some psychologists say that human behavior is linked to feelings and that feelings motivate our actions. A current model suggests that humans are born with nine feelings: interest, enjoyment, surprise, distress, anger, fear, shame, disgust, and dis-smell, disgust being a reaction to toxic tastes and dis-smell a reaction to toxic odors. These nine feelings, along with experience, combine and form complex emotions. Corporal punishment triggers negative feelings of distress, anger, fear, shame, and disgust and is counterproductive. Negative feelings can lead to decreased creativity, reduced self-esteem, high stress, and inflexible thinking. If my boss yells or threatens me, my ability to think often shuts down. I still remember the day my dad yelled at me so intensely that I lost it and peed in my pants. The recommended approach to dealing with kids now is to talk, listen, and explain; positively reinforce through reward and praise; and set a good example. None of this is easy, especially when your upbringing was different. So with my younger child, I persist and set the right example, with the expectation and hope that one day it will sink in.

Who you are as a parent (or leader) and how you behave will have a profound impact on the development and feelings of your child (or the people you lead).

The Adults: In 2011, the American Society for Training & Development (ASTD) conducted a survey that found that 97 percent of employees reported some form of a career-limiting habit. These habits adversely impacted raises and promotions they might otherwise have had. The top five habits were unreliability, the “it’s not my job” attitude, procrastination, resistance to change, and negative attitude. “It’s not my job” is clearly a teamwork-related issue and a perceived or actual lack of cooperation. The other four are linked to a lack of courtesy and responsibility. At one point or another, most of us have fallen victim to the “it’s not my job” mentality. And you’ve probably experienced “it’s not my job” in action in poor customer service centers, where you call with a problem with a product or service you purchased but cannot get anyone to fix the situation. Instead, you’re sent full circle to a bunch of people passing your problem onto someone else.

My family had an experience like this not too long ago when we ate at a newly opened restaurant. The establishment had hired lots of staff, but we still had to wait a long time for service. The staff were all new, and the left hand did not seem to know what the right hand was doing. Watching the dysfunction and serious lack of harmony was frustrating. In this case, it wasn’t an intentional lack of cooperation that drove us mad but more so the perceived lack of cooperation.

On the other hand, we all recognize exceptional customer service. In 2013 Zogby Analytics, in partnership with MSN, released its seventh annual customer service survey, which ranked about 150 brands by customer satisfaction. Amazon came out number one, and other companies listed included FedEx, United Parcel Service, Marriott, and Lowe’s Home Improvement. Amazon is a clear champion, with over 160 million customers worldwide, and delivers an amazing level of customer service. Amazon CEO Jeff Bezos has been a key architect in building an authentic customer-centric company. As part of a training session each year, thousands of Amazon managers, including Bezos, attend two days of call center training. The key incentive here is to have every employee experience not only listening to customers but also, and most important, understanding customers and their needs in order to successfully better the organization. In the same way, team leaders should periodically jump in the trenches to better understand what the rest of the team members deal with. Team leaders should also ensure that everyone understands what the end customer or stakeholder needs are and how best to deliver this as a team. Everyone should be participating and willing to cover for one another if needed. I have interacted with employees from many of these companies and never experienced a “not my job” attitude.

On the home front we can also sometimes fall prey to this issue. Fights over chores and who is responsible for what sometimes emerge in my household. I often find that after arguing over something small and silly, there is a sense of guilt and wrongdoing by the party saying “that’s not my job.” The reality is that if there is capacity and capability, one should chip in to help when possible and hope that others will reciprocate another time. A team mentality usually wins, and people never seem to forget that “unhelpful” moment. Payback can be a bitch!

THREE KEY THEMES

1. Appreciating Harmony

The term “harmony” is derived from the Greek word harmonia, meaning “joint, agreement, concord.” It is more often used in music but is also analogous to the way a team acts cooperatively. I strongly believe that I have a harmonious team working for me today. We all respect each other, especially when we have opposing views. We are totally open with the facts, and there are no elephants in the room (i.e., big issues we’re aware of but ignore). We all trust each other, and there is a genuine sense of belonging; by that I mean a reason for being there and a belief that, with our skills, we can each contribute and make a difference. This is what I believe helps create a team in harmony and a high-performance team.

There is complete harmony in the way Amazon serves its customer needs. Beyond having every employee experience working in a call center, they always view the customer as “the most important person in the room.”1 They are not satisfied unless they have 100 percent satisfaction ratings, and they are completely data driven (or based upon the success and failures of the customer experience). This single focus and vision helps keeps the Amazon team in complete harmony.

CNBC did a video profile on Costco titled “The Costco Craze: Inside the Warehouse Giant.” Costco is the second-largest retailer in the United States. In this video segment, you can sense the power and effectiveness of some of the teams at Costco. One team featured covered the head toy buyer and how he and his team embark on a yearlong odyssey to select the toys for the next holiday season. They sift through tens of thousands of prospective toys and narrow the selection down to around 1,200 and then a final group of 150. The harmony in the team and the process itself is obvious and is certainly a factor in its success. I also sense this with the teams I see every time I visit a Costco store, and I have been to multiple stores in New Jersey, Hawaii, and Montana. As I write this, Glassdoor.com reveals that 80 percent of employees would recommend the company to a friend, and over 90 percent of them approve of the CEO. Pretty amazing statistics for a company that has over 70 million members and 180,000 employees.

How harmonious do things appear to be in your work/life?

2. Knowing and Addressing Dysfunction

Dysfunctional teams or families often practice conflict and misbehavior that steadily embeds into the group. Root causes include poor communication around goals, people with challenging personalities, and people with different ideals and ethics.

Back in 2000 during the dot-com era, I was involved with an early-stage pre-revenue company that raised over $30 million from a group of sophisticated investors. I actually led the investment round and took a lead role. I liked the cofounders, and the team and the product were quite innovative and revolutionary for the times. We closed the deal and pumped in the money, and a few weeks later I was at my first board meeting. As we sat around the table, the lead director started off with a major announcement on a change in leadership. The CEO and cofounder was stepping aside to become the visionary, while the chief operating officer was taking on the role of CEO. My jaw dropped. Although there was a hint during our investment due diligence stage that a change might come in the future (i.e., a couple of years), I never expected it this soon. I was concerned. Two months later the new CEO presented his strategy and plan to the board, and my jaw dropped again. It was, in my opinion, aggressive, scary, and crazy. My initial concerns seemed validated instead of assuaged, and I felt betrayed by the investors and directors who sold us this deal. I felt sad, despondent, helpless, and responsible. What followed was eight months of conflict between the early investors and the new investors from this $30 million round. Dozens of arguments and palpable distrust resulted in a dysfunctional, split board. The root cause of the issue was that the interests of the board member investors were not aligned. The early investors were tired and basically went all out, a Hail Mary if you wish. The new investors were expecting a several-year gradual buildup of the business. The old investors controlled the board. The new investors could do little other than make their concerns known. Within one year over $30 million was gone, the jobs were gone, and the dreams were gone. I have never forgotten this very painful experience. The buck started and stopped with leadership and the board. Dysfunctional behavior resulted in a very unhappy ending of failure and the ultimate demise of this company.

Look who you surround yourself with, whether deciding on a new job, who you hire, or who you work with or for. Are the interests of key parties aligned? If there is any smell of distrust or dysfunction in the air—beware. The end consequences are often unhappy and unsuccessful!

3. Yin and Yang (Achieving Balance)

The theory of yin and yang originates from Chinese philosophy. It is used to describe how seemingly opposite or contrary forces are interconnected and interdependent. Examples in the natural world include light and dark, hot and cold, and fire and water. In the thinking process, yin and yang can often be looked at as positive (yang) versus negative (yin) thinking. The theory goes further into yin and yang actually being considered complementary and important in forming a dynamic system whereby the whole is greater than the parts. In the context of cooperative actions and effective teams and relationships, it is important to have different perspectives and views. The key is to ensure constructive dialogue and for the decision maker or makers to ensure that all parties are as comfortable as possible with the outcome.

One of my team members, who I will refer to as Sam, often has the complete opposite opinion to me. If we are dealing with an issue that is in what I call the gray zone (i.e., the answer is not black or white), I brace myself for the debate. Almost 9 times out of 10 I will lay out my thoughts and conclusions, and Sam will disagree. However, I have found that many times he is right. We have our battles, but we respect each other, and I always feel that we get a better outcome with decisions made, never mind the occasional frustrating debate. Sam is the yin, and I am the yang. Although in this case I have the ultimate decision, I have tremendous respect for Sam, and he is key to the decision-making process. I believe that we come to better decisions, despite some frustrating debates in getting there!

On a personal front, my wife Tara and I often battle on certain things. A good example is vacation planning. I always want to get my two cents in, but in the back of my mind I know that she usually makes the best and most practical suggestions. My tendency is to get a little deluded and impractical, especially when the kids are part of it. Once, she wanted us to take a cruise with part of her extended family. For some reason I always had a disgust and preconceived notion about cruise ships. On top of that, she wanted us to go on Royal Caribbean’s Allure of the Seas, one of the largest cruise ships in the world. With over 2,300 crew and around 6,000 passengers, I envisaged a cramped, city-like nightmare. Instead, I had one of the most enjoyable and fascinating weeks of my life in a surprising level of luxury—the ship was fantastic. Ultimately I end up deferring to her, but I can cause a little unrest in getting my ideas considered.

The important point here is that to ensure the best outcome, different perspectives need to be brought to the table and constructive discussion. Make sure there is a yin and yang present on your team, but manage the dynamics effectively.

APPLYING THE PARETO PRINCIPLE

The ultimate goal and benefit of cooperation is to achieve a better outcome or greater good than could be accomplished by going it alone. This requires leveraging the talents, insights, and perspectives of the pair or group of people involved and focusing on how to achieve the end goal and benefits. Often bureaucracy sets in, and people start to miss the big picture—they can’t see the forest for the trees. They get lost in minutiae and distracted by the less important or consequential aspects of the initiative. This can be eased by focusing on the 20 percent of information or actions that give 80 percent of the benefits. In workplace and team-related projects, this often means getting the biggest bang for the buck. Teams get inspired by progress, and some early wins can motivate all those involved. In a relationship this might mean prioritizing on the small things that really matter but often get put aside with the burden of daily tasks (for instance, a date night).

THREE THINGS YOU CAN DO TO IMPROVE THE LEVEL OF COOPERATIVE ACTIONS (WHAT’S IN IT FOR YOU?)

1. Create a Positive Environment

I have three simple recommendations on creating a positive environment. First, consider the physical environment. Second, consider the location. And third, consider the tone.

Physical Environment

I previously mentioned Lewin’s equation, which states that behavior is a function of the person and his or her environment. The term “environment” might encompass the natural or physical environment, social setting, learning environment, and informational environment. This recommendation is focused on the physical environment and the surrounding energy. Having worked for global businesses and spent time in Asia, I have always been fascinated by the 5,000-year-old system of feng shui (pronounced “fung schway”). In 2013 I had the pleasure of meeting R. D. Chin, a licensed architect and interior designer in New York. R. D. is a third-generation Chinese American and integrates his training in modern architecture with a knowledge of feng shui as practiced in China. Feng shui means “wind and water,” and its goal is to harness and balance the chi energy in your space. Chi is defined as the universal life-force energy.

When I met R. D., he came into my office and caught me slightly by surprise by saying that he’d like to start with a prayer. I thought it was a little strange in the office, but what the heck. It was a gloomy day, and we sat at the table together. R. D. spoke slowly and told me to “close the eyes and put my two feet firmly on the ground. Relax and just breathe; just breathe slowly, in and out, and relax our entire being. Clear the mind, and envision a clear blue sea and sandy beach. See the clear blue sky and feel the warm sand. Beautiful mountains surround us. Here we are just sitting and welcoming all the positive energy into us.”

I sat at the table for a few minutes of deep breathing, relaxation, and clearing of my mind. To end the prayer, R. D. rang beautiful-sounding Tibetan bells that seemed to ping forever. I was surprised at how relaxed I was and ready for the interview. I actually wished that I could start every meeting like this! One aspect I wanted to gain from R. D. was how we can leverage elements of feng shui in the modern world and improve our physical environment. His goal is to create harmony and balance, and he uses furniture, artwork, plants, and other furnishings to help enhance the flow of energy within a space.

R. D. likes to use a lot of live plants, fresh flowers, and water. A few years ago, he was hired to help design the offices of Standard Chartered Bank in New York. One stunning enhancement was a massive 500-gallon saltwater aquarium across the back of the trading floor. According to feng shui, both water and fish are money magnets—good for any superstitious traders! R. D. also constructed a three-story living plant wall in the connecting stairs of the Standard Chartered office.

R. D.’s one simple tip for creating a more harmonious environment is to put a vase with beautiful fresh flowers in a high-traffic area where everyone can see them. He assures me that you’ll typically find an improved positive vibe in the air.

According to behavioral research conducted at Rutgers, flowers provide us with a simple way to improve emotional health. The presence of flowers triggers happy emotions, heightens feelings of life satisfaction, and affects social behavior in a positive manner far beyond normal belief.

Consider putting some fresh flowers in your office or area and see how better things feel.

Another example of considering the environment and team interactions is to look at what the online retailer Zappos did with its new home in the former Las Vegas City Hall. The building is equipped for around 2,000 people, and the focus was now on form over function. Walls were knocked down, a roof deck was added, and parking was reoriented so that everyone was steered to walk through the main plaza every single day, even though the route to their offices was longer for some. The intent was to cause spontaneous interactions between people who might not see each other in a more traditional office environment. Founder and CEO Tony Hsieh refers to these interactions as “collisions.” He believes that collisions create value, and the more the better. I believe that many people hide in their offices or comfort zones, and value-adding opportunities are lost with less interaction among them and their colleagues.

Think about your physical surroundings at home and in your general and personal office space. Think about what might be done to create a more positive environment where you and people interact.

Location, Location, Location: Get Out and Have Fun

Last year my team organized a scavenger hunt down in the Village in New York City. We started off with a few drinks at a local bar and then proceeded on an organized hunt. The hunt involved witty, tricky questions and a couple of hours of running around the area doing all sorts of crazy stuff, all captured in photographs. We ended with dinner and a set of photographs we all agreed should be viewed once and then erased, permanently. Not quite as bad as the movie The Hangover but scary enough! As close a team as I think we were, that event just brought everyone closer. Staying glued to a conference room or office can be tiresome and draining. A team outing can help strengthen the trust and bond between members and improve ongoing cooperation. Often team outings fall down the priority list if people work long hours and have long commutes. They may also feel that they are spending enough time together already! But an outing in a nonwork setting can be really powerful.

On the home front, couples with children can find the home environment stressful and exhausting at times. A 2012 report released by the National Marriage Project at the University of Virginia proposed that date nights are an important way for couples to spend some much-needed time by themselves. Date nights can strengthen couples by providing an opportunity to communicate, strengthen their commitment to one another, relieve stress, and improve the quality of the relationship. For Tara and I, we just like to chat when the kids have gone to bed or have dinners out with close friends where we can all share the enjoyable and painful aspects of daily life along with dreams for the future. We also like to work on projects together. Many years ago we bought some land in Big Sky, Montana, and two years ago we went all out on a dream house there. We spend a few weeks a year in our dream house, and it’s our joint dream for the future—one day, we’ll hopefully be out there much longer. Whether or not that actually happens, we both enjoy dreaming about it, talking about it, and partly living it. It’s something wonderful we have in common.

Think about how often you make time to get a real break from the day-to-day together, and whether it is truly enough.

Tone of Environment

The tone or vibe surrounding a team can dictate success or failure. Ray, a friend of mine, sat in a meeting not long ago with his boss, some outside consultants, and several peers from his company. Ray led the meeting. Some of the material handed out was preliminary raw data with some charts attached. Ray’s boss entered the meeting looking as though he was in a bad mood. Within five minutes, he started to question the charts in a harsh tone. Ray tried to salvage the meeting and steer the group back to what was intended: a general brainstorming session on the raw data. He asked people to ignore the charts, which he knew were not helpful. But the boss wouldn’t let go, and his “tone from the top” destroyed the 90-minute meeting. The boss could not put aside the burden of the frustrations he brought in from another meeting, and dysfunction was the result. The boss also shot the nerves of everyone in the room. Ray was pissed and vented with his colleagues for days. As a leader, you need to know the devastating effects your tone can have on a meeting and the people around you.

Tone is a hugely important behavior. The impact and importance of tone will be covered in other chapters in this book.

2. Ensure That You Have Clarity around Purpose That Inspires Action

Several years ago, I was fortunate to attend a workshop by Jerry Weissman in San Francisco. Jerry is a renowned corporate presentations coach. He has worked with the who’s who of some of the best companies, including eBay, Intel, Netflix, Cisco Systems, and many others. He has worked on IPOs, product launches, board meetings, keynotes, and other critical meetings. The goal for his clients has always been the same. Tell a crisp, clean story; make sure the presentation is simple and uncluttered; show poise and confidence; and show you can handle tough questions. One of the most important things I learned from Jerry was how to deliver a strong message to your audience. His book, Presenting to Win: The Art of Telling Your Story, tells you how to focus on the benefits and not the features. It tells you to constantly ask the question: “What’s in it for you?” It shifts the emphasis to focusing outward and not inward, and on the needs of the person you are speaking to. For organizations to rally their employees, it is essential to be clear on the purpose not just for the organization, but for all of the employees. The same goes for a team working on a project. How will they ultimately benefit from the project at hand? For individuals seeking to work well together, it is key that they clearly understand the end goal and benefit for them.

Some other great input on the power of inspiring action comes from author Simon Sinek. His TED Talk, “How Great Leaders Inspire Action,” examines what he refers to as the golden circle and the question “Why?” He shared that most people think in the order What, How, Why. What’s your purpose, cause, or belief and how do you do it? Often however, very few people know precisely why. Sinek argues that power in inspiring action comes from reversing this order and starting with the “why?” This more effectively targets the brain area that controls decision making and behavior. Sinek uses a great example with the company Apple. If Apple said it made great computers that are beautiful and easy to use, they may sound like any other computer company. However, Apple starts with focusing on the why, by saying “everything we do, we challenge the status quo.” In doing so, everything Apple produces is beautifully designed, simple to use and user friendly; and Apple happens to make computers. A simple twist, but a vastly more powerful and inspiring message. As Sinek says, “people don’t buy what you do; people buy why you do it.”

A few years ago, I asked my team to look for ways to get more efficient. They were all busy and stretched, trying to get the basic work and deliverables completed. It was going to require extra hours and more overtime to review our processes and automate them. Naturally, this led to a certain amount of resistance. However, I explained to the team why they should do it and what was in it for them. First, they would learn and accomplish new things, improving their skill set and marketability; they can’t all expect to stay at the same place for the next 20 years. They have to grow. Second, it would help improve their productivity leading to less overtime hours in the future. It would also free up time to do other new and interesting things, such as continuing education and expanded responsibilities. They realized the benefit and took on the task. Over the next several years, the group became far more efficient and productive. Some leveraged the experience and challenge to take on bigger roles with another company. Ultimately, everyone benefited, including the company.

Once clarity in purpose is achieved, the chances of successful cooperation and actions are greatly enhanced.

3. Understand and Accept Your Role and Responsibilities

In deference to what I just mentioned about Sinek and his question “why,” understanding and accepting your role and responsibilities is important in a collaborative or team environment. Teams need to know who is doing what and how it all fits together. Although the “team leader” should decide who does what, there are different ways of choosing who is responsible for what. The leader may directly assign the tasks (direct); the leader may want to let the team decide how best to divide and conquer (delegate); or the leader may want to get the team participant’s views and then decide (consult). A lot of this depends on the mix and level of experience in the team and the overall dynamics. It is therefore important to know the skill sets and capabilities of each person relative to the task assigned. Also, to recognize that teams generally work better when people are stretched, so long as the goals are realistic. This usually forces innovation, collaboration, and learning, which enables the team to really learn something valuable from the experience and gain satisfaction. Completing simple tasks can get dull and boring pretty quickly.

Team issues at work have many parallels with issues in sports. Scottie Pippen, a former member of the Chicago Bulls basketball team, once said, “Sometimes a player’s greatest challenge is coming to grips with his role on the team.” One of the obvious problems is that certain roles have more appeal than others. Like when the kids on a soccer team all want to play striker (center forward) or goalie. Glamor roles get more attention than duller roles, but all are critical to success. In soccer, forwards can win you games, midfields can change a game, and defenders can win you championships. The same can apply to positions in baseball or football. Miami Heat coach Pat Riley once said “The key to teamwork is to learn a role, accept that role, and strive to become excellent at it.” A team leader’s goal is have the team members accept and embrace the role that they are given.

There are three critical success factors in getting team members to accept their role. First, make sure the role is clearly defined and that they know what is expected of them to help the team succeed. Second, make sure they know how much they are appreciated by their teammates, and especially the leader, for taking on the role. Finally, make sure that everyone on the team understands the contribution they make and takes pride in it, regardless of whether it is valued by people in other parts of the organization who may not fully understand or appreciate it. Getting people to accept a role often requires that you appreciate them. Rick Pitino, another famous basketball coach, once said, “Recognize the people who get less attention in the group because they’re not in the glamorous positions. Thank them publicly for their unselfishness and do it in front of their peers.”2 I can relate to this in the world of finance. Some parts of finance are often unloved or taken for granted, such as the controllership or tax side. It’s considered the less “sexy” side as compared to the strategic or planning and analysis area. But controllership is also a critical area where one major blowup or issue can severely impact the value of a successful company. I strive to show my appreciation to the whole of my team and make sure that even those in the less “sexy” areas are recognized for their roles and contributions.

Do you feel good about how you and your team understand and accept roles and responsibilities?

WRAP-UP

Most people know, or eventually find out, that you just will not do as well in work/life if you don’t cooperate well. A cooperative environment is more likely to be happy and successful than an uncooperative or dysfunctional one. It all starts with trust and from there leads to a clear understanding of goals, a recognition of one another’s skills, and a willingness to pitch in. Make sure there is a sense of harmony around you, with a sense of belonging and belief in each other. Know that dysfunction is simply a recipe for disaster. Either solve it or get out of the way. There are three key things to focus on for improving cooperation between people in work/life:

1.Establish a positive environment—the energy and surroundings, the location, and the tone.

2.Make sure the purpose is clear and that it inspires action. Make sure you and your team or partners appreciate what the end benefit is for everyone. Remember the importance of knowing why.

3.Everyone should be crystal clear about their respective roles and responsibilities and should accept and appreciate how they all fit together.

Individual commitment to a group effort—that is what makes a team work, a company work, a society work, a civilization work.

Vince Lombardi

NOTES

1.George Anders, “Jeff Bezos Reveals His No. 1 Leadership Secret,” Forbes, April 4, 2012, http://www.forbes.com/forbes/2012/0423/ceo-compensation-12-amazon-technology-jeff-bezos-gets-it.html. Bezos periodically leaves one seat open at a conference table and informs all attendees that they should consider that seat occupied by their customer, “the most important person in the room.”

2.Rick Pitono and Bill Reynolds, “Step 1: Build Self-Esteem,” in Success Is a Choice: Ten Steps to Overachieving in Business and Life, http://www.nytimes.com/books/first/p/pitino-success.html.
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Value #2

Consideration

Careful not to cause inconvenience or hurt to others. Synonyms: attentive, thoughtful, mindful. In the context of 4C2R, starts and ends with “effective listening.”

Most people do not listen with the intent to understand; they listen with the intent to reply.

Stephen R. Covey



There is no greater evil than men’s failure to consult and to consider.

Sophocles

THE NEED FOR CONSIDERATION

It was 1992 at a town hall debate with George H. W. Bush, Bill Clinton, and Ross Perot hosted by the University of Virginia, Richmond. Marisa Summers, a member of the audience, asked the candidates how the U.S. debt had affected each of their personal lives. Bush and Perot both stumbled through their answers. Bush said that he wasn’t sure he understood the question. He became defensive and declared that you don’t have to be personally hit by a recession to know what it’s like.

Then Clinton walked up to the edge of the stage and engaged in a conversation with Summers. He asked how the recession had affected her. Clinton related to what Summers was saying. He showed her that she had been heard and understood. He showed interest. It was an iconic moment.

On the contrary side, Bush did not answer the question. He deflected. He did not listen to what she was really asking. Clinton won that debate, and it became a turning point in the election and his ultimate victory. One bad listening moment likely cost Bush his chance for a second-term presidency.

I have struggled my whole life with the issue of too much talking and not enough listening. I just can’t seem to shut up. My mother told me that when I was a young boy I hardly spoke, and they actually thought there was something wrong with me. Then, suddenly, I started to talk, and I seem to have been making up for lost time ever since. I have had feedback on this area at just about every single place I have worked. I am often so busy making sure other people hear what I have to say that I simply forget to listen.

I am not alone. Listening effectively is something that very few of us do well. Studies have concluded that the average person listens at only about 25 percent efficiency. While most people agree that listening is important, most of them don’t feel a strong need to improve. Yet research has also found, and I believe most of us intuitively know, that effective listening will get us more information, increase other people’s trust in us, reduce conflict, and help us better understand how to motivate people. Effective listening is also effective leadership.

A good leader is a good listener. A good listener is usually popular. This applies just as much at home as it does at work. So, why can’t most of us get our act together on this, and how can we improve?

There are many articles available on the topic of bad listeners, and most of them boil down the problem to three reasons:

1.We are preoccupied with our own thoughts. We may be thinking about a completely unrelated matter or respond to what we think is being said, despite the fact that we are really missing what is being said! We might be distracted with a phone, TV, PC, or other device. Our brain feels overloaded.

2.We are selective or closed-minded. We like to be right, and we tend to ignore what we don’t want to hear. We may have a predetermined opinion and are biased in our thinking, or we may fear criticism and defend instead of listen. We may fear not being heard and interrupt with our own opinions.

3.We are not in the right mood and not paying full attention to the conversation. We are tired, impatient, in a rush, or in a bad mood. We may listen but then miss out on the subtle body language and clues about how the other person really feels about what he or she is saying.

The next time you talk to someone, look out for these three barriers to a good conversation and apply some of the corrective techniques discussed later in this chapter. On a personal note, writing this book and tackling this issue has become a turning point for me. It has allowed me to better understand what I can do to improve in this area. Simply slowing myself down and learning to breathe better have helped tremendously. Although I am certainly not perfect, I am much more conscious of the problem and working hard to get better.

SENSORY OVERLOAD AND THE CONSTANT DISTRACTION OF TECHNOLOGY

Sensory overload occurs when one or more of your body’s senses experience overstimulation from the environment. Examples include crowding, noise, mass media, technology, and information overload. Symptoms of sensory overload include irritability, overexcitement, poor eye contact, lack of focus, restlessness, difficulty concentrating, and angry outbursts. None of these are conducive to a good conversation! An October 2013 USA Today article stated that “college students are constantly glued to their smartphones: texting, tweeting and updating their statuses on Facebook. But that doesn’t mean it makes them happy. Intel Labs released a survey of 12,000 adults—18 and older—which found that 61% of young adults felt that technology was dehumanizing.” Another interesting excerpt stated that “some research links social media with increased anxiety and depression.”1

As I get on the bus each morning and settle down to my 30-minute snooze, I notice some fellow commuters around me churning through e-mails and/or texts and listening to loud music on their headphones. As I get off the bus and take a five-minute walk down Eighth Avenue in New York, I see people wading in and out of traffic with their headphones and music blaring. I see some people walking as if they are on remote control, phones in hand and texting as they go, almost oblivious to the people and cars around them. As I get into the elevator and head up the building to the 17th floor, I stand silently with people who are again listening to music. As I stroll to my desk, I see some of my team working away at their computers, again with headphones attached to their ears. People today are almost drowning in their devices and the chatter of phones, e-mails, texts, and music. Everyone seems to be in a state of sensory overload, and technology has been a root cause. Many of us are constantly checking e-mails, and I often see kids and adults texting at the dinner table. At the same time, we seem to be losing sight and sense of the natural things around us: the simple pleasures in life, such as watching a sunrise or sunset or listening to birds chirping away or, better still, absorbing the peace and quiet of our surroundings and letting our minds rest. Technology seems to be taking over our minds and our lives. We also seem to think that it is easier and better to communicate via text or e-mail instead of picking up the phone or walking a few yards to see a colleague or friend. Written communication is just not the same as a face-to-face conversation and can lead to misinterpretation, frustration, and anger if taken out of context. When I was growing up landline phones were a luxury, cell phones and PCs were nonexistent, and people made an effort to talk and listen to each other in person. I’m not suggesting that we go back to the dark ages, but I am suggesting that we consciously put down our devices at times and give our minds a rest or simply talk instead of using e-mail or text.

OFFICE AND PLAYGROUND EXAMPLES

At the beginning of this chapter, I included three synonyms for the word “consideration”: attentive, thoughtful, and mindful. At some point in our lives, whether as kids or adults, we’ve all likely come across people who ignore us, stare us down, are inflexible, or seem to prejudge us. These are people we consider to be inconsiderate. On more pleasant occasions, we come across people who show the utmost patience, engage in pleasant eye contact, and ask genuine, thoughtful questions—people who show an interest in us. These are the considerate ones.

SOME SHORT STORIES FROM KIDS AND ADULTS

Impatience

The Kids: I remember when I was a kid, my dad telling me that proverbial phrase “patience is a virtue.” I was always impatient. I hated waiting in long lines or being hauled off somewhere I didn’t want to go. When I wanted something special, like a toy, it seemed to take forever to persuade my parents to get it for me. Now I have to deal with what my dad went through with my own two boys. And kids seem even more impatient now than they did in my day. Putting up with the yelling, fidgeting, or constant whining when they are forced to do something they have no interest in can drive you nuts. There are numerous tips out there on how to teach patience to kids, but the most obvious and important one is for us to set the example. Children watch adults. If we repeatedly lose our patience with them, it reinforces that negative behavior. Being a parent is no easy task, and our patience can deplete very rapidly. Taking a deep breath and mentally forcing yourself to remain patient is not always easy but is one of the most important things you can do.

The Adults: I was at an offsite meeting at a Long Island hotel with a leadership team, and we were sitting through an afternoon of presentations. There were about 20 of us seated around a set of banquet tables in a ballroom fit for a wedding party of 200. A fire crackled at the back of the room. James, a team member, got up to give his presentation. He started to drone on and on, and within a few minutes my mind started to wander. I had ditched one of the hard chairs in favor of a couch. While James chugged away I scanned all the other blank faces, suspecting that my colleagues were feeling the same dull pain I was experiencing.

Out of politeness I sat and tolerated it, but after about 15 minutes my patience started to wane. Then all of a sudden our boss yelled out, “James—get to the point! Don’t read the slides! Tell us what we need to hear!” Everyone sat up in surprise. What our boss said was harsh but in some ways necessary. Letting James know that things weren’t working for the audience and where he should focus his dialogue: right. Letting impatience result in an angry outburst: wrong. Our boss’s harsh tone threw James off, and he left the room feeling embarrassed and frustrated. Had our boss used a constructive and gentler tone to correct the situation, the course correction and fallout would have been far more effective. Remember to always be constructive and use a positive tone, even if you get impatient when someone is talking to you.

Flexible versus Inflexible

The Kids: My 10-year-old son Wills has the uncanny ability to twist his body into all sorts of strange positions, one of which is to wrap both ankles behind his head. His body is immensely flexible. Several years ago, Wills brought home the book My Daddy Is a Pretzel by Baron Baptiste. The book introduces yoga and professions to young readers. As the book synopsis describes, it “covers nine yoga poses that show how the practice of yoga can relate to our everyday life, and encourages the readers to stretch both their bodies and their minds.”2 Wills loved yoga at the time, and it peaked my interest into the practice.

The Adults: Not long after this, my company offered an after-work yoga class. It was at a convenient time and held at the office. I signed up. I am not the most physically flexible person, and with my height of six feet three inches, managing my center of gravity can be a challenge. I fell in love with basic yoga. The ability to rest my mind, practice healthy breathing, and perform basic stretches felt rejuvenating. The National Center for Complementary and Alternative Medicine has some interesting facts on yoga. It says that yoga is the sixth most commonly used complementary health practice among adults.

A 2012 study indicates that 8.7 percent of U.S. adults, or 20 million people, practice yoga. For me personally, I have found that yoga has helped my physical flexibility, and the breathing, meditation, and focus techniques have helped my mental flexibility. Mental flexibility can help you adapt your behavior to achieve the best outcome. By increasing your mental flexibility, you can become a better listener, a better observer, a better thinker, and a better problem solver.

Good Eye Contact

The Kids: Most of us have probably said it to our kids or experienced it from our parents many times: “Look at me when I’m talking to you!” When kids don’t listen, we suspect that they are either guilty of something, shy, or just being disrespectful. The irony is that we may not realize that incomplete brain development can actually affect a child’s ability to make and sustain eye contact. Incomplete brain development can cause double or triple vision and in some cases can also be viewed as facing a threat. There are also a lot more complexities with respect to eye contact and children with autism or neurological issues. So, knowing this, let’s give young kids a break on eye contact. They are more likely to listen to you if they don’t have to suffer these discomforts or distractions.

The Adults: We make eye contact with people all the time, yet with some people I seem comfortable, and with others I feel extremely uncomfortable. Sometimes eye contact seems kind of creepy, especially when the other person tries to stare me down. People sometimes do this to intimidate, causing you to feel overly studied and uncomfortable. I come across kind eyes with that sort of special twinkle and then some eyes that are just dark and piercing. Eye contact provides information to the person you are talking or listening to. If you have too much eye contact you may seem aggressive, and with too little you may seem uninterested.

When it comes to listening to people and making eye contact, some researchers suggest looking at one eye for five seconds, the other eye for five seconds, and then the mouth for five seconds and keep rotating; others say just focus on one eye, usually the left one. The key is to avoid staring. Couple this with occasional body movements such as nodding your head or a few words of acknowledgment. Finally, if you are laser-focused on what the person is actually saying, your eye contact will likely end up being more subconsciously driven and natural.

Demonstrate you are interested and actively listening to someone by maintaining regular intervals of eye contact, but remember that constant eye contact can come across as intimidating.

THREE KEY THEMES

1. Being Fully Present

It was the winter of 1982, and I was on a flight to Miami to spend time in a new world, at least a new world for me. I was 24 years old, and I had just accepted a job in Freeport in the Bahamas. My flight connection in Miami was with Bahamas Air, and I boarded a small twin-propeller plane in the dark of night for a bumpy one-hour ride. My mind was full of apprehension, as I had no idea what to expect. As I got off the plane in Freeport, I could smell the warm, fresh, and salty sea air and see the palm trees lit up by the bright airport lights. Despite the long journey, my adrenalin began to flow. All I had been told by my new employer was that someone would be waiting for me at the baggage claim. As I grabbed my bags I saw a man approaching with my name scribbled on a sheet of paper, and I hailed him over. His name was Dave, and he greeted me with a thick Scottish accent. I could barely make out half of what he said to me. Dave was accompanied by a large Jamaican gentlemen who possessed another thick accent, but I made his name out to be Lenny. Lenny grabbed my bags, and we headed swiftly to a car outside. Lenny loaded the bags and settled into the driver’s seat while Dave sat in the back with me. Dave said that we would eat dinner before heading to the hotel. Nothing is far away in the Bahamas, and within 10 minutes we were at a restaurant. Dave and I wandered in, and I was excited to pick his brain on life in the Bahamas.

Then, one of the biggest faux pas almost happened in my life. Lenny followed us into the restaurant and sat down with us. I was surprised: why would our driver join us for dinner? I was about to say something when Dave and Lenny both opened up the conversation. I realized that Lenny wasn’t the driver. He was my new boss—not just mine but also Dave’s! I know that some readers may accuse me of stereotyping or worse, but it was a genuine mistake, and the early communication was what went wrong. I was distracted on my arrival, and despite the accent issues, I simply was not present! I cannot imagine what Lenny would have done to me if I had let on that I thought he was the driver. I never told him this story. He was a wonderful boss, and I learned a lot from him over the next two years. I hope he will forgive me for sharing this, should he read it.

Being present is all about being fully tuned in to the situation. It means paying close attention to what people are saying and asking them to clarify or repeat themselves if you aren’t sure what they are saying or if you do not hear them clearly.

People can often subconsciously sense (a sixth sense) when people are not fully present. Be present here and now—not in your head, not yesterday, and not thinking about something else, such as lunch.

2. Listening to Understand

When I get on the bus at the end of each workday, I put on my headphones and listen to my favorite mixed music playlist, including Lorde, Justin Timberlake, Maroon 5, and Capital Cities. It helps me wind down. I spend my time reading. Often 30 minutes goes by and I realize I am already through six or seven of my favorite tunes. The funny thing is, I never actually listened to them.

Listening is not the same as hearing. Hearing is one of our human senses and is the ability to perceive sound by detecting vibrations through the ear. Hearing is involuntary. Listening is a selective activity involving the reception and the interpretation of aural stimuli. Listening involves decoding the sound into meaning.

In the example above I could hear the songs, but my mind wasn’t focused on them, and they went by without me even realizing it. In technical terms, I was really listening in a passive sense, in which you have little motivation to listen carefully, such as when you watch TV or pretend you are listening when you are not.

The more important side of listening is in the active sense and listening with a purpose. This can actually take the same amount of energy as it does to speak. It requires focus and effort! Have you ever wondered about why we teach kids to read and write and learn how to speak properly, yet we rarely teach them how to listen? We teach executives how to enhance their public speaking, but we rarely teach them how to listen. Yet good listening is an essential part of being a good leader. If we speak poorly it is quickly obvious to others, but if we listen poorly it is sometimes less obvious to others. We can all improve our listening skills.

Barbara Walters is an example of a great listener and a great interviewer. One tip she has for crafting a good interview is that she leaves herself out of the topic of conversation. She’s also said that she carefully constructs her questions, and her follow-up questions often reveal the most. “Why did you say that?” You have to probe well.

Several years ago, I had the honor of visiting the U.S. Military Academy at West Point for a day and to spend some time with the cadets. First-year freshmen cadets are known as plebes, and they have certain restrictions on when they can talk. As I recall, the first-year cadets were restricted from talking and encouraged to listen. This actually helped them become better listeners. What fascinated me was the intensity of these cadets when you spoke to them. They seemed genuinely interested and engaged and were calm and quiet. They came across to me as some of the most intense listeners I had ever met in my life.

Effective listening involves hearing, sensing, interpretation, evaluation, and response. Remain calm when you’re listening. You need to concentrate on the person at hand, establish good eye contact, and pay attention to the person’s body language. You need to not be fearful of anything the person may say; summarize the message you believe he or she is giving you, and DO NOT interrupt. If you can remember only one thing, remember “shut up”! If you can train yourself to keep your mouth shut most of the time, you will ultimately become a better listener.

3. Effective Probing

In all my career of 30-plus years, one person stands out in my mind as being the absolute best at asking questions and unveiling lots of hidden facts. His name was Paul, and I worked for him at General Electric. Paul was a calm, mild-mannered person but was also confident and intelligent. He had an uncanny way of asking questions. In many cases when people ask a question, they are looking for the quick answer. We are all in a rush. Many of us like to think that we know more than we do. When probing, the minute we hear what we want to hear, we tend to accept it and move on.

Paul would ask a level-one question and then probe deeper with a level-two question and a level-three question. He would keep asking why, why, why. Often, the real answer to a problem isn’t what lies on the surface or what seems to be the most logical. In many cases it’s a deep-rooted issue that none of us are aware of or focusing on. Don’t assume that the first answer given is the right answer. Asking the powerful question “why?” forces people to think deep. It encourages them to peel back the layers of reasons or excuses and get to the root cause of the issue or problem.

Paul possessed a great deal of patience and genuine interest—practices that many of us find difficult to sustain. Probing deep can be daunting for some people and if done poorly can come across as confrontational or having a hint of accusation. You have to be conscious of how the “why?” question is asked, the tone of your voice, and the way you introduce the questions. Make it come across as nonconfrontational and collaborative—let’s solve this together. Some of you may remember the 1970s’ TV show Columbo, starring Peter Falk. The title character was a laid-back but highly skilled detective who was shabby and ostensibly absentminded. What made Columbo different was his polite investigative style and ability to dig several layers down to unveil the real facts.

There is an old saying, “garbage in, garbage out.” If you ask the wrong questions, you are likely to get the wrong answers. Asking theright questions is key to effective communication, listening, and learning. If you want to be an effective listener, ask more open-ended questions—that is, questions that have no fixed limit or answer. For example, “What else can we do to solve this problem?” Once you identify certain specific matters, you can then use funnel questions, like Columbo, to hone in and dig into more detail at each level—think about a detective’s line of questioning.

Probing questions are intended to help the parties think more deeply about the issue at hand. A simple “why, what, or how” can be very effective, as can several questions like this asked in a row. Good probing questions do not place blame on anyone and move your thinking from reactionary to reflection. They also encourage listening to someone else’s perspective, not your own.

APPLYING THE PARETO PRINCIPLE

People believe more in what they discover for themselves than what you could ever tell them. We talk way too much! If someone needs your attention, apply the simple rule of 20 percent talking and 80 percent deep listening. Use the talking time to clarify or probe. Be comfortable if there are moments of silence.

THREE THINGS YOU CAN DO TO IMPROVE YOUR LEVEL OF CONSIDERATION FOR OTHERS (WHAT’S IN IT FOR YOU?)

1. Slow Down!

This may sound simpler than it really is. I have two suggestions on why and how we should all slow down.

Perception of Time

We all know that we can’t live forever, and life is both precious and short. The last thing most of us want to do is race through life like it’s a competition. We want to enjoy and savor it. Yet rush, rush, rush seems to be the order of the day for so many of us.

Last year, I had two reunion weekends with different sets of friends. One was with my Bahamian BFD buddies who now live in Canada, and the other was with a lifelong friend down in Charleston, South Carolina. Each reunion lasted for two days, and we packed in lots of fun activities. I can recall both weekends and all the craziness that happened within them in great detail. They seemed much longer than they really were. The other 50 weekends in the year had a variety of fun, memorable events with the family and other friends, but many are just a blur. The weekdays also seem to fly by in a complete blur. The routine of the alarm clock, morning shake, kids rushing to school, my rush to the bus, and all the workdays seem like they just get lost in one another. Why is it that we perceive a day here or a day there as moving delightfully slow but perceive most days as moving crazy fast? One major reason is that we don’t always pay the same level of attention each day.

Time hasn’t changed. An hour is still an hour and a day a day. What has changed is our perception of time. Neuroscience research has highlighted that how the brain perceives time passing determines whether our days feel luxuriously long or short and harried. This is also something we have control over. By paying attention and actively noticing new things, we can slow time down.

There is an old saying, “The days are long, but the years are short.” And for good reason. In very familiar events, such as the morning commute, and then those days we get stuck in traffic, we bitch and moan about the hellish experience. But a few days later we can hardly recall the event. A neuroscientist by the name of David Eagelman concludes that this is because our brain isn’t taking in much new information. If nothing new is happening and there are no new events to look back on, you have little to remember at all. So, how do we deal with this issue of time racing by? Just try to notice things more, and this means focused attention on the here and now.

I recently stayed at a quiet resort in San Diego. After a leisurely breakfast outside on the terrace on a refreshingly cool, sunny morning, I decided to check out the spa. It was a spur-of-the-moment decision, and I was lucky to get a slot for an afternoon massage. I spent four or five hours in and out of the hot tub, steam room, sauna, and shower and then by a quiet outdoor pool. There were few clocks, and I lost interest in what time of day it was. All I wanted to do was soak in the feelings around me—the peace and quiet, the rushing hot water, the searing hot steam shower, and the dry heat of the sauna. By the pool, I soaked in all the surroundings with the chirping birds and lapping water. I closed my eyes and felt totally relaxed. I was at one with my surroundings. No cell phone, no checking e-mail or texting, just myself and the natural beauty and elements. I can still recall that exquisite afternoon and all of its fine details. If I had my phone and the associated distractions, it just would not have been as memorable an experience. I would have been distracted with the things I deal with most days.

What does this have to do with being considerate of others? Well, I have a win-win proposition for you to consider. One of the problems we discussed earlier was the challenge of being fully present in our conversations with people at work or at home. We struggle to get away from the crazy multitude of things going on in our heads. The multiple trails of thoughts, e-mails, texts, and other mind-numbing distractions. Slow down and focus more on the here and now. If you are in a conversation with someone else, ignore everything else and just listen. Keep practicing and reflect. You will not only listen better over time but will also be more cognizant about what is going on in your day and make each day more memorable. Finally, your brain will store more information and slow down the perception of how fast time is really passing. A win-win!

2. Learn to Breathe Properly

We all take about 20,000 breaths a day, but believe it or not, most of us do not breathe effectively. If you want to see a perfect example of breathing, take a look at a healthy baby. You’ll see the baby breathing gently and easily, from the stomach instead of the chest. You will see the rib cage expand and the stomach move softly and gently, in and out, all effortlessly. As we grow older, the stress and tension around us start to adversely affect the way we breathe. If we get nervous, we tend to take short sharp breaths to help prepare for whatever fear we face. Prolonged stress causes us to breathe more constantly like this, and we end up only using about a third or a half of our lungs. This leads to a poor exchange of oxygen and carbon dioxide in our bloodstream, depriving our cells and organs of vital gases. The result can cause us to experience panic attacks, dizziness, and fatigue. Hyperventilating can also lead to anxiety and a sense of being out of control. A proper intake of oxygen is key to a healthy life. Proper breathing comes from our stomach and also our diaphragm, with a relaxed intake of air. Proper breathing elevates our mood and improves our mental capacity and our stamina.

Tim Bish, of Tim Bish Wellness in New York City, is my yoga instructor. He makes an important connection between breathing and consideration for others. As Bish writes,

In addition to using the breath as a tool to relax and become grounded, it can also be used as an internal monitoring system. Noticing the depth or quality of the breath throughout your day can provide insight into how you manage your energy. Checking in on your breath throughout the day will illuminate some of your deep-seated habits. Do you sigh a lot? Are your breaths short and quick? Do you engage your neck muscles while breathing? Do you flare your nostrils?

These tools can be applied to others as well, and can be very useful when working with a team. If you notice a member of your team demonstrating any of these patterns it is safe to say that they are probably feeling stressed, even if not consciously. Taking a deep breath before speaking to such individuals engages mirror neurons and suggests deep breathing on an unconscious level. You can also begin to speak slowly and with a soothing tone, and you will have begun the process of dismantling your team members’ stress response, which will benefit the whole group.3

Yoga and Breathing

Some people dismiss yoga as too touchy-feely or lacking in physical rewards. I couldn’t disagree more. First, you don’t have to take yoga to bend yourself all over the place like a pretzel. At the very least, take up basic yoga just to learn the breathing process, simple flexibility exercises, and meditation. Meditation and breathing (through your nose) are very important parts of yoga. Meditation is a way to get calm, quiet, and focused and will help you slow down. It trains your mind to relax and stay positive. You can apply the techniques you learn for meditating just a few minutes each day. It will help you feel more centered, balanced, and in control. Breathing is one of the most important parts of yoga. Belly breathing allows you to focus on filling your lungs to the max and helps counteract any shallow, stressed-out breathing. Alternate nostril breathing can help you feel more balanced and calm. Practicing this just a few minutes before a big test or presentation can help you calm your nerves.

Bish considers yoga as “‘life practice,’ a very real workshop where we consciously place ourselves in stressful situations and work to expand our capacity to remain steady and even.”4 Bish also marks yoga as serving the purpose of a “consciousness gym”:

When we go to the gym and lift dumbbells we strengthen our muscles. Later when we are moving throughout our day those same muscles don’t care if it’s a dumbbell, bag of groceries, or our 3-year-old; the strength we built is waiting and ready. The same is true with our mental flexibility and self-awareness; we expand our ability to be steady, calm, and mindful while practicing on our mat, and then those skills come along with us everywhere we go.5

There are numerous articles available on the Internet on how to improve breathing techniques, but my recommendation would be to try out a yoga class and learn the simple basics. Then practice occasionally in your own time.

3. Speak in Such a Way That Others Will Listen

We’ve addressed the challenge for you to listen better to others, but how do you deal with someone who is not a good listener? How do you get them to listen more effectively to you? When we speak to our boss, colleagues, customers, or spouse, research suggests that they pay attention to less than half the conversation.

So, what can we do to help change that? Here are 10 tips.

Remember the 30-second rule. In the first 30 seconds or less you will make your first impression. Make every effort to appear friendly, confident, open, and approachable rather than angry, fearful, or distant.

Own your message. If this is about your opinion or how you feel, say so. Use “I” not “you.” “You” has a hint of blame.

Use silence. Many people get uncomfortable when things go silent, myself included. But it gives time for people to reflect on what you are saying. Talking nonstop can be a huge turnoff and can also be irritating. Pausing shows confidence and helps gain focus and attention, not divert it. This takes practice and some guts!

Be conscious of your stance. Your voice comes from your whole body, not just your mouth. My coach Rose is also a vocal coach. When you stand, it’s very important to have both feet planted firmly on the floor, a hips-width apart with your weight evenly distributed. Another coach once told me that if you bend a knee and stand lopsided, it can make your thinking process unsteady and lopsided. Based on past practice, I feel that this is sometimes a fact. If you are seated at a table, sit up straight with your back firmly against the chair and your feet firmly planted on the ground. This stance will help you feel grounded and will calm you and allow you to breathe easier, which will also help amplify your voice.

Vary your tone and record yourself. When I speak, I sometimes drone on and on and on. Voices can either engage us or turn us off in an instant. The key is to talk in a range of tones. If you don’t, people will eventually tune you out and miss something important that you may have to say.

As part of writing this book, I recorded many interviews that I conducted. When I played them back and heard myself talk, I was horrified. I was embarrassed to hear myself droning on, interrupting, and doing all sorts of other nonsense. Here I was interviewing people for stories and content, and I was not being a good listener. Often, we have no idea how bad we really are. It was a wake-up call for me, and I consciously made an effort to improve. As months went by, I could hear myself improving by speaking with a clearer tone, spending less time talking and more time listening. I encourage you all to take out your smartphone and ask someone if you can record the conversation you have with them, whether in a team meeting or whatever. Then play it back and judge for yourself how good a job you did at listening. Again, think 80-20 rule.

Watch the person(s) you are talking to. Some of my colleagues speak very loudly, and I squirm if we are in a public space and I feel that their loudness is annoying and embarrassing. Watch people’s reactions when you speak to identify potential problem areas. If they fidget and look as though they want the conversation to end, then respect the situation and finish up quickly. Don’t drone on. They will lose interest in what you are saying and, worse still, may get irritated with you.

Repeat key points when necessary to those who are bad listeners. With some bad listeners, you have to be patient. You have to repeat your key message to them on several occasions in a subtle but effective manner. Gentle reinforcement will eventually sink in and have effect.

Use names. One of the most important things you can ever say to a person is his or her name. This shows respect, and people are more likely to listen when the message is clearly aimed at them.

Be congruent with your message. Make sure your body behavior parallels what you are saying. If you are passionate or in disbelief about something, look like you really mean it. People get confused when there is a disconnect between your body language and what you are actually saying.

Show interest in others and make it a two-way conversation. Keep the conversation balanced and two-way. Let the other person have the opportunity to respond while you listen. People are more likely to remember a mutually engaging conversation. Reciprocate with the gift of listening.

WRAP-UP

There are three key things we should focus on to improve our listening skills and our sincere consideration for others:

1.Slow down! Focus on the here and now.

2.Learn to breathe properly. Take a basic yoga class and learn the principles of proper breathing and meditation.

3.Speak in such a way that others will listen. Someone I know summed this up nicely in the context of executive presence, which is all about:

a.What you say.

b.How you say it.

c.How you look.

d.How you act.

We have two ears and one mouth, so we should listen more than we say.

Zeno of Citium, as quoted by Diogenes Laertius

NOTES
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Value #3

Compassion

Someone who shows kindness, caring, and a willingness to help others.

Self-absorption in all its forms kills empathy, let alone compassion. When we focus on ourselves, our world contracts as our problems and preoccupations loom large. But when we focus on others, our world expands. Our own problems drift to the periphery of the mind and so seem smaller, and we increase our capacity for connection—or compassionate action.

Daniel Goleman, Social Intelligence: The New Science 
of Human Relationships

WHAT IS COMPASSION?

Almost two years ago, Tara and I were enjoying good food and wine with our extended families, among them her sister Sharon and her husband Jim. Jim was in his mid-50s, a big golfer and hiker. He had been experiencing arthritis and some swallowing problems. Sharon wanted to update us on his diagnosis. Then the bombshell dropped. Jim had early onset amyotrophic lateral sclerosis (ALS), often referred to as Lou Gehrig’s disease. They had no idea how long he had to live, but the disease seemed to be progressing fast. We were dumbfounded: a death sentence for a father with two young girls. The room became eerily quiet as we cried and digested the news.

A year or so later, my extended family traveled to Portland, Maine, to join Jim in a “Walk to Defeat ALS.” He was wheelchair-bound but in good spirits. It was a bright sunny day, and we joined hundreds of people of all ages in a walk around a beautiful lake.

What was so amazing, though, was what Jim’s daughter Sarah had organized. She rallied together over 200 people, some of whom were complete strangers, to walk under her banner “Red Trekkers,” raising over $20,000 for ALS research and sufferers. Jim both smiled and cried. Despite his condition, he was a proud, happy dad.

Sadly, Jim passed away two months later. However, the day of the walk was memorable for many. Hundreds of people showed true compassion: the desire for another’s well-being and making an effort to help in some simple way, in this case walking in solidarity for a good cause and being there with Jim.

Having shared that very personal event, I am embarrassed to say that compassion is not always at the top of my mind when I think about my work or daily life. It seems more in mind when I think about moments of tragedy or involvement with charitable, religious, health-related, or social organizations. It also seems to be a taken-for-granted part of many family relationships. I asked several random friends and associates to give me examples of a recent compassionate act they had committed. It was interesting to see that this was not an easy question to answer. Many struggled to think of compassionate acts, largely because they were thinking of something large and noteworthy. What I took away from this is that when we think of compassion, we shouldn’t limit its expression to big acts but should think more in terms of small everyday acts as well. More on this later.

“Compassion” isn’t a word I hear spoken a lot by leaders in the workplace. Maybe this is because leaders feel that they have to look strong and aggressive, and compassion is often viewed as a soft and more sensitive act. Yet there are many studies that point to just how important compassion is to happiness and success in both our work and daily lives.

Arthur Schopenhauer was a 19th-century German philosopher best known for his 1844 book The World as Will and Representation, in which he claimed that our world is driven by a continually dissatisfied will, continually seeking satisfaction. Dr. Timothy Madigan, a U.S. editor of Philosophy Now magazine, wrote an article in which he stated that Schopenhauer argued that empirical investigation shows there are only three fundamental incentives that motivate human actions:

•Egoism: The desire for one’s own well-being.

•Malice: The desire for another’s woe.

•Compassion: The desire for another’s well-being.

“Man’s three fundamental ethical incentives, egoism, malice, and compassion,” according to Schopenhauer, “are present in everyone in different and incredibly unequal proportions.”1

Compassion is the highest stage of caring, of which there are arguably four levels:

1.Apathy: No caring at all.

2.Sympathy: This focuses on awareness.

3.Empathy: This focuses on experience.

4.Compassion: This focuses on action.

Empathy and Compassion

Empathy is the ability to put yourself in someone else’s shoes and essentially experience or feel another person’s situation and emotional state. Compassion goes a step beyond being empathetic with a desire to actually help alleviate the suffering of that person. It requires some form of action.

Emotional Intelligence and Compassion

Amazon currently hosts over 185,000 books on success, 38,000 on happiness, almost 17,000 on emotional intelligence, and over 5,000 on compassion. Emotional intelligence is a trait closely linked to empathy and compassion. Some psychologists have conceptualized the term “emotional intelligence,” also referred to as “EI” or “EQ,” as a personality trait based on the ability to identify, assess, and control the emotions of oneself, of others, and of groups.

Daniel Goleman, a well-known author and psychologist, has put the topic of EQ firmly on the map as a critical area of focus for business and leaders. Goleman views EQ as a set of five constructs and related emotional competencies that can be learned:

1.Self-awareness and knowing one’s emotions,

2.Self-regulation and managing emotions,

3.Social skill and handling relationships,

4.Empathy and recognizing emotions in others, and

5.Motivating oneself, or emotional self-control.

EQ and IQ have absolutely no correlation. You can be incredibly intelligent and emotionally inept. Goleman’s book, Emotional Intelligence, is now in its 10th anniversary edition.

It’s important to note that individuals who possess a higher degree of EQ are not better or worse people because of it. In an article penned for Psychology Today, Tomas Chamorro-Premuzic, PhD, offers a strongly worded editorial. Calling the spirit of the American self-help industry “self-indulgent, narcissistic, and deluded,” Chamorro-Premuzic comments that “human beings have not been designed to suppress negative emotions at the expense of maintaining unrealistic positive self-views all the time.” Moreover, Chamorro-Premuzic points out, “high EQ, like high confidence, is adaptive in some environments but counterproductive in others. Likewise, there are many advantages to lower EQ, such as higher alertness to potential threats, the ability to focus on negative feedback, and higher levels of creativity.”2 Our biological predispositions and early life will often affect our levels of optimism, pessimism, worry, anxiety, and calmness. This can impact our EQ. It can’t be in the sweet spot all of the time. However, EQ is an essential precursor of compassion.

Why Is Compassion So Important?

The professional services company Workday has a very interesting two-minute YouTube clip called “People Are the New Bottom Line.” The message in this video is that most companies are too numbers-focused. They focus on the “what”; for example, what to buy, what to invest, and what the return on investment is. Yet business is not just about “the whats” but more important “the who.” Who is selling, who is developing your talent, who are the next leaders, who do you have to invest more in? “It’s not until you know what’s going on with your people that you know what’s going on with your company,” the video proclaims.3

Compassion is an important attribute for leaders. Recent research suggests that leaders who exercise compassion produce passionate, loyal, and dedicated employees who are happier, more engaged, and less stressed. A 2006 study by Accenture, a management consulting and outsourcing services company, of 251 executives in 6 countries concluded that while intelligence is important for career success, it’s a matter of how you are smart. The study found that the key elements of emotional intelligence were better predictors of who will succeed and who will not. Another study of more than 300 top-level executives from 15 countries showed that emotional competencies distinguished the stars from the average.

In summary, it’s more often than not all about the people. With people, you are undoubtedly going to have the challenge of managing human emotions, and with that you are going to have to understand the importance of cultivating compassionate behavior.

Mike, who heads up the corporate social responsibility team at a company on the East Coast, asks, “Why is it that people are more typically measured on their subject matter skill set and not their social or emotional skill set? What does this imply about our culture and values? Not rewarding or recognizing enough about behavior?”

Mike continues, saying that “empathy and compassion should be core to the strategy of any business. How do you make this case? In a very rational way it makes you in tune with the people you work with. It makes you get the most out of them, if you can understand and respond to their hopes and aspirations. People respond to different drivers, and if you have keener insight into what drives them, you will know the levers to get more out of them. Also, competitors—the more you know about their goals and aspirations, the more it will help you understand how to address competitive threats. It’s key to having insight into your team, your customers and others.”

Rose Andrez, my coach, says that “compassion is ‘so missing’ in the workplace. We need to look at it as a strength of character and not being soft.” Howard Schultz of Starbucks is a chief executive officer (CEO) who openly talks about the importance of compassion. His view is that “people aren’t interested in how much you know—it’s how much you care.” Herb Kelleher, the former CEO of Southwest Airlines, also fostered compassion and empathy within his company. He was known to take a personal interest in even the smallest events in people’s lives.

Joan, the head of human resources at a midsize company, says that “having empathy and compassion brings fairness to the equation. It’s not about sympathy—it’s about empathy and allowing you to understand the facts. It feeds into your judgment and decision making. Most leaders are weak at this.”

SOME SHORT STORIES FROM KIDS AND ADULTS

The Bystander Effect and Compassion Fatigue

The Kids and Adults: When I was 16 years old, I was very fortunate to be invited on a trip with a school buddy of mine to India. His father was going there on a business trip and kindly invited me to come along. It was 1974, and my friend and I landed in Bombay on a sweltering hot, sunny morning. We were met by some colleagues of my friend’s father, and we made our way through the airport. The minute I walked out, I saw hundreds of people lingering in the area, many of them young children. I had never traveled outside Europe before, and this real-life experience was very foreign to me. We were surrounded by people who were barely clothed and reaching out to us with their hands, begging for food or money. I wanted to reach back to help and offer what I had in my pocket. Suddenly our Indian hosts intervened, speaking sternly but softly and driving the people away. The hosts turned to me and said don’t give anything. “If you give, then more will come and it will get out of control.” I felt saddened and in a dilemma. I wanted to give, but I was warned not to give.

Five days a week, I venture in and out of New York City to my office. As I pass by Times Square and Eighth Avenue, it is not uncommon to see people sitting with cardboard signs and messages begging for help. I watch as many people walk by, oblivious or actively pretending to be oblivious. Some people may view the homeless as con artists seeking to make a buck off other people’s guilt. Others may think, “If I give a nickel to every homeless person I meet in New York City, I’ll go bust.” Others still may say, “If I give money, it will likely go to booze or drugs,” or “Why can’t some of these people get a job, even if it’s cleaning the streets?” A few do give, and I’ve seen some people sit down and chat with the homeless, showing some interest in their predicament. The point is that many people simply ignore the homeless and walk on by. Like with my hosts in India, these people suffer from compassion fatigue. Compassion fatigue is also known as secondary traumatic stress and is characterized by a gradual lessening of compassion over time. This is common among individuals such as nurses, psychologists, and first responders who work directly with trauma victims and are constantly bombarded with heartache, sadness, and/or guilt. It is caused primarily when the body is unable to release stress. However, as with the example of the homeless, or even someone worn down by aiding a sick or aging family member, anyone can be affected. Stress-reduction practices such as taking a break from your work or the affected environment and engaging in regular exercise, recreation, and breathing exercises are all known to help reduce stress associated with compassion fatigue.

Selfishness

The Kid and the Adult: Selfishness reveals itself in patterns of behavior rather than in a single act. We all have selfish needs and tendencies, but managing them when associating with others is important. Forty years ago I knew a teenaged boy named Louis. Louis had parents who took him and his brother to a beautiful apartment they owned in Cagnes-Sur-Mer near Nice in the south of France for the summer holidays. He was buddies with a crazy American kid called Chris, who zipped around the neighborhood on a moped. In France, it seems a rite of passage for all young teenagers to get mopeds. Louis’s father hated motorcycles and was not supportive when Louis asked if he could have one. That summer Louis was determined to change his mind, and he spent four weeks whining, pleading, and behaving like an outright brat, all to wear his dad down and get one. Why? Because he wanted to hang out with his friend Chris and have the freedom to do what he wanted. Yep, for Louis it was all about him, him, him. He made his life and his dad’s miserable. In the end, his dad succumbed and Louis got the moped. Louis felt an element of guilt for sure, but as a result his brother also got a moped, and they had several years of fun mucking around with Chris. In hindsight, though, Louis behaved like a total ingrate and a selfish, spoiled brat.

That kid, Louis, was actually me (Louis is my middle name). I feel compelled to confess that I have been selfish for a large part of my life. I sometimes wonder why. Is it genetic? I am one of five kids and am the second youngest. My mother is Dutch, my father was English, and I grew up in a formal, conservative, and loving family and was a somewhat spoiled kid. I was always mummy’s (mommy’s) boy and needed her support in my preteen years. Of all my siblings, I am guilty of being the most self-centered and selfish, and I don’t know why. On a scale of 1 to 10, 10 being bad, I may fall into the 7 or 8 range. I have a certain stubbornness about me and a desire to get what I want. Do I feel good about it? The answer to that is “no,” but I often have difficulty stopping myself. The desired answer for combating selfishness, for myself and many like me, is to just be a little more accepting and accommodating to others. We don’t have to win every battle. I will say that I believe I am changing for the better as I think more about what matters in life and also as I write this book. I can genuinely say that there is hope for all of us who struggle with selfishness!

THREE KEY THEMES

1. Managing Ego

David was recently recruited to become president of a company. He was running the bulk of the business and came with many years of experience. The employees were excited about learning from David. However, after a period of time, people began to notice David behaving strangely in meetings. During discussions he would interrupt, take over the conversation, and then provide a monologue on how he had done something similar, (“on a bigger scale,” he made sure to note), and he knew all the answers. If you said something, he would constantly top you with a bigger story about himself. What people realized after a while was that it was all about David. No one else’s input seemed to matter.

Have you ever had a boss or colleague seem to take things personally when you disagree with their ideas? Or who dismisses someone else’s idea just because they didn’t come up with it first? Have you ever felt someone craving for more respect and recognition from people around them? Have you ever seen someone who has to showcase their “brilliant idea”? I think it’s safe to say that almost every reader of this book will have come across one person in their life like this or even felt guilty of such actions themselves. These and the example raised with David are all signs of egotistical behavior. Unchecked egos are revealed in people who require excessive admiration and have a sense of entitlement and a grandiose sense of self-importance.

Ego is an obstacle to compassion.

We can all have a bout with ego once in a while; it’s part of being human. We just have to watch how prevalent this sort of behavior can become. It may be due to how we were raised or other events in our lives. We may have been spoiled brats or are simply overcompensating for a lack of confidence. What we have to recognize is that others will notice this more than the culprit. To best manage your ego, (1) choose your words wisely; (2) don’t take things personally; (3) hold your tongue, as your ego loves to make itself right; and (4) learn to get comfortable with yourself. Remember what we discussed in Chapter 1 on self-awareness.

2. Putting Yourself Aside

Nelson Mandela grew up in South Africa herding sheep and cattle. He was the son of a village chief and was therefore fortunate to receive a good education. Mandela refused to accept the injustice and inequality of apartheid. He sought a democratic and free society living in harmony and with equal opportunity. He suffered almost 30 years in a prison fighting for that belief and cause. Released at age 71, he went on to become the first black president of South Africa and a man who created an enduring legacy through multiple foundations. Mandela brought intellect and his heart to solving a nation’s problem. He put his life aside to fight for the rights of his people.

In 2008 TED.com gave writer Karen Armstrong its prestigious Ted Prize, which is awarded annually to an extraordinary individual with a creative and bold vision to spark global change. Armstrong said, “I wish that you would help with the creation, launch and propagation of a Charter for Compassion, crafted by a group of leading inspirational thinkers from the three Abrahamic traditions of Judaism, Christianity and Islam and based on the fundamental principles of universal justice and respect.”4 The plan was to engage diverse religious communities and the public to collaborate and write a Charter for Compassion, with the Golden Rule at its ethical core: “Do not treat others as you would not like them to treat you,” or in its positive form, “Always treat others as you would wish to be treated yourself.”

Armstrong points to leaders such as Mahatma Gandhi, Nelson Mandela, and Martin Luther King Jr. as examples of compassionate thinkers and leaders who put themselves aside. I recommend that you take a look at the website www.charterforcompassion.org.

In times of tragedy, selfless acts become more apparent. The selfless acts and lives sacrificed to help others on and after the September 11, 2001, attacks is just one major example. Compassion flowed around most parts of the world more than ever.

E. O. Wilson was a specialist in myrmecology, also known as the study of ants. He became known as the “father of sociobiology.” E. O. also studied the nature of altruism, or selflessness, in our species. His formulation was that for an individual it is better to be selfish, but for a group it is better to be altruistic (less selfish); in doing so, they will outperform a bunch of selfish people in a group. The topic of altruism versus selfishness has been an eternal theme in religion and literature and remains controversial in a number of areas, such as the concept of selfish genes. From the perspective of this book and the area of compassion, I merely suggest that it may be fine to be selfish to yourself as an individual, but when there are others involved, be it a family, a team, or a large organization, we need to be conscious of being more selfless than selfish.

3. The Importance of Self-Compassion

In this highly competitive world, it is hard not to beat ourselves up once in a while for failing to reach certain goals. Often people think to themselves, “Am I as good as they are? Am I good enough?” Millions of people take prescription drugs each day just to cope with daily life and manage issues such as stress, anxiety, and depression. Much of this has to do with the way we feel about ourselves, which is often not in the most positive light. We can be our own worst enemy and judge when it comes to assessing our performance in life. We will often complain about our boss, work, or life in general just to try to shift the blame somewhere else. The problem is that by being so harsh on ourselves, we lose our self-confidence and self-esteem. Kristin Neff, PhD, is an associate professor at the University of Texas, Austin, and author of Self-Compassion: Stop Beating Yourself Up and Leave Insecurity Behind. Neff says that the answer to this problem is to stop judging and evaluating ourselves altogether. Simply accept ourselves with an open heart. Treat ourselves with the same kindness, caring, and compassion we would show to a friend or someone else in this situation. Neff says that “self-compassion is a powerful way to achieve emotional well-being and contentment in our lives, helping us avoid destructive patterns of fear, negativity, and isolation. More so than self-esteem, the nurturing quality of self-compassion allows us to flourish, to appreciate the beauty and richness of life, even in hard times.”5 It is as important to be compassionate to ourselves as it is to be compassionate to others.

APPLYING THE PARETO PRINCIPLE

In the United States, 2012 census data indicates that over 80 percent of people age 25 or older graduated high school, but only about 30 percent had obtained a bachelor’s degree. Other data suggests that the share of wealth held by the top 20 percent of Americans is roughly 85 percent. I would further suggest that under the Pareto principle, the fortunate 20 percent most likely focus 80 percent of their time on themselves (selfishness) and 20 percent of their time on others (selflessness). I’m not suggesting that we can’t be selfish at times, because that’s part of human nature. What I am suggesting is that we think about increasing the proportion of time we focus on others and decreasing the amount of time we focus on ourselves. Numerous studies, including those cited in Adam Grant’s best-selling book Give and Take, suggest that we will actually get more happiness and success out of life if we think more about giving (or helping others) than taking.

THREE THINGS YOU CAN DO TO IMPROVE THE LEVEL OF COMPASSIONATE INCLINATIONS (WHAT’S IN IT FOR YOU?)

1. Cultivate Compassion Daily

The Dalai Lama once said, “If you want others to be happy, practice compassion. If you want to be happy, practice compassion.”

There are many EQ tests available online and used by businesses to screen job candidates. Goleman has developed several tools, including the Emotional and Social Competency tool. Some tests are free, and others are fee-based. I would recommend trying one just to get some gauge on how high or low your EQ is.

The more important thing to do, however, is to start actively thinking about and practicing compassionate acts. As I researched this area, I wanted to recommend something simple, practical, and sustainable. The following are my five recommendations.

(i) Think about Compassion at the Start of Every Day

As you start your day checking out e-mails or drinking coffee, spend a few minutes to think about your interactions with other people today. Despite any pressures or stress that may be occurring (yes, that happens!), think kindly of others.

(ii) Focus on What You Have in Common More Than on Differences

Often we get into an argument or confrontation with others and end up arguing about small things and losing sight of the big picture. Instead of focusing on the differences between yourself and others, try focusing on what you have in common. Think about the person, whether it be a spouse, friend, colleague, or stranger. Just like you most likely are doing, that other person is seeking happiness in his or her life, trying to avoid suffering in his or her life, or seeking to fulfill his or her needs in life and learning about life. Think about what may be going on in the other person’s head, not just in your head. Assuming that 80 percent of humans generally have good intentions toward others, there is often a lot more common ground between us than we might typically think.

(iii) Engage in Simple Acts of Kindness Every Day

Practice doing something small each day to help ease the suffering or pain of others. This could be something as simple as a genuine smile (we can all spot a fake!), a kind word or complement (again, we can all spot a fake), offering to help someone with a chore, or just spending time to talk about a problem. More often or not, it is simply about being more cognizant, responsive, and genuinely helpful. It may require more conscious thinking initially, but over time it will become more subconscious and natural.

(iv) Handling Those Who Mistreat Us

OK, the world is not always rosy out there, and many of us are mistreated every day. It could be a nasty boss or a nasty person anywhere. My wife once told me a great quote by Regina Brett, author and Pulitzer Prize finalist: “If we all threw our problems in a pile and saw everyone else’s, we’d grab ours back.” Many people ignore, or will not properly address, the stress, anxiety, self-absorption, and lack of empathy in their lives. This means that we will likely face this issue every single day. While we can take action to be compassionate ourselves, we cannot force others to do so. What you can do is try to understand the mood or state of mind of that person and what suffering he or she must be going through to treat you badly. Understand that the action was most likely not even about you but more about what the person is going through. The best thing we can do in a situation like that is to ease back, remain calm and detached, and reflect on the person and why he or she is mistreating you. Many of us have said things to others that we regret, and they are often the knee-jerk emotional responses, whether written or said. The old phrase “sleep on it” is the way to go; let the subconscious mind help work through alternatives before rushing to an immediate course of action. Pick your battles and consider what is worth arguing or fighting for and what is not. Try to overcome an urge to punish or seek revenge and instead try to forgive. If this is an issue that you just can’t reach agreement on, then one of the parties has to disengage, whether or not you still disagree. Fear and stress often get the better of us. Stress can kill empathy and compassion. Think also about actions previously discussed on stress management. The upside for the compassionate will be a more fulfilling and happier life, and the downside for the uncompassionate will be a sadder and less fulfilling life, irrespective of how much money or other superficial things they may have. This tip may be easier said than done, so practice this in small doses!

(v) Consciously Reflect on Your Compassionate Acts Daily

Take just a few more minutes before you go to bed to reflect on your day. Think about how you did versus the goal you set in the morning. Did you effectively manage any stress or anger and avoid taking it out on people around you at home or at work? Think about the people you met and talked to during the day and how you treated each other. This can be done in conjunction with Martin Seligman’s Three Good Things Exercise that I explained in Chapter 1. Try to identify one act of compassion you feel good about each day.

2. Focus on Your Emotional Intelligence and Factor It into Your Judgment and Decision Making

In 1997 a man walked into a coffee shop in Washington, D.C., and shot and killed three young employees. One was 18 years old and had only been on the job for a week. It was his first job. The other victims were 21 and 25 years old. The coffee shop was a Starbucks, and CEO Howard Schultz got the call while on vacation in New York. What Schultz did next, according to numerous articles on the event, said a lot about his character. He got on a plane and headed straight to D.C. He did not call his public relations people or lawyers. One article, titled “A Lesson from the Broken Heart of Starbucks’ CEO,” reported that “When he [Schultz] arrived, he spoke with the police, then proceeded to the store to get the addresses of the three murdered Starbucks employees. He went to each of their homes, told their families he was sorry and shared in their tears. Schultz’s heart was broken. He showed courage by expressing the grief he felt.”6

Other CEOs or leaders might have tackled that incident differently by calling the lawyers and managing the public relations crisis in a more corporate thinking manner. Schultz, on the other hand, clearly factored his empathy and compassionate thinking into his judgment and decisions that day.

Richard Branson says that delegation and compassion are the keys to running his Virgin empire, which earns over $20 billion in revenues. Branson said in an interview on his blog, “I admired Steve Jobs, although he was completely different from me. He used to shout at employees that made mistakes. He did not delegate much, and broke all the rules I believe in. Somehow it worked for him. Apple is one of the best brands in the world.”7

Branson delegates well, which allows him plenty of time for charitable causes.

He also believes that criticizing people is counterproductive and that a good leader should praise people for their best efforts.

A recent research study by Dr. Jamin Halberstadt with a psychology group in New Zealand reported that “an analytical approach to decision making can mask what might have been the correct emotional response.”8 The report goes on to say that people can and do frequently rely on their subjective feeling states for quality judgments. To some extent this is because subjective, emotional responses are hard to put into words. Practicing compassion and then using your head, gut, and heart in what you believe is the optimal way will likely lead to better decision making.

3. Feed Your Compassion By Getting Involved in a Cause Greater Than Yourself

It was a refreshing sunny morning in 2009, when I rose and took a walk around the grounds of a village in rural Rwanda in Africa. As I looked around, I could tell why the country was sometimes referred to as the “land of a thousand hills.” The lush, beautiful countryside was awash with hills everywhere, and every square foot seemed to be filled with fruit trees or some form of vegetation. Everywhere you went was remarkably clean. The people I met were curious and friendly. It was hard to believe that the Rwandan genocide had occurred only 15 years earlier in 1994. Almost 1 million people, or 20 percent of the population, were systematically murdered over 100 days.

That evening, I sat with a small group of people and listened to a young man, then around 20 years old, tell his story. He talked about lining up with his family and others in the hills as people were hacked to death one by one. He talked about his lucky break and escape, life on the run, and his long fight for survival. We sat in stunned silence and just listened.

With a population of around 10 million people, 30 percent of them are now under the age of 18 years old. One of the leading issues lingering throughout Rwanda today is a high number of orphaned children and vulnerable youths.

In 2006, my company, which has around 300 employees globally, got involved in a philanthropic project in Rwanda. It was the vision of my CEO’s wife and involved building a village in a rural area about an hour’s drive from the capital city of Kigali. Today the village, which is called Agahozo-Shalom Youth Village (ASYV), houses and educates 500 students of high school age. The first class of students consisted mainly of orphans from the 1994 genocide, and now the ASYV includes other orphans and vulnerable children from all over Rwanda. As part of our corporate social responsibility (CSR) effort and since 2006, hundreds of people, including employees, family members, and friends, through a pro bono volunteer network have contributed their time, resources, and passion to help turn the idea for the ASYV into the incredible reality it is today. They have helped in numerous ways, from assisting with the initial strategic plan for the village to serving on countless organizing committees to engaging in many skill-based volunteer trips to Rwanda. In fact, more than 60 employees and family members have traveled to Rwanda to perform skill-based volunteer projects, including working on issues such as setting up IT systems, installing a wireless network across the entire campus, installing computer labs, setting up accounting systems, painting buildings, and providing capacity-building leadership training. The joy of seeing kids who’ve experienced tremendous personal and national tragedy have the opportunity to feel safe and secure, get an education, and experience happiness and a real chance at life is hard to really express in words. Our employees have raised almost half a million dollars since 2007 by running marathons and other races under the banner “Race for Rwanda.” Each employee has experienced new meaning and joy in their lives because of the cause they are supporting and the people they are helping. I had the honor of going back to Rwanda in 2013 to see the first class graduate from the ASYV high school. The whole village was proud and excited, and we were honored to have the president of Rwanda attend and to have the event broadcast on TV. But what amazed me most was the change in some of the kids who arrived shy, nervous, and traumatized from their early life; they were transformed into proud, confident, and happy young adults ready to help Rwanda and its people. The compassion from every donor, helper, and person working at or involved with ASYV has had a genuine positive impact on children and a nation, and the feeling is wonderful.

Some companies may struggle with finding the right sort of CSR initiative to get involved in. I am also an adviser to a group called MIT IDEAS Global Challenge (IDEAS), which is part of the Massachusetts Institute of Technology’s public-service sector. IDEAS “offers a window into innovation at MIT and invites students, faculty, staff, alumni, and their collaborators to identify and address community development challenges through innovation and collaboration in communities around the world.”9 It essentially helps young, bright MIT students get involved in global social projects. One example is a group that came up with a product called Love Grain, seeking to leverage teff, an ancient grain from Ethiopia that is gluten-free and tastes good and feels good. The goal is to support the livelihoods of smallholder farmers around the world and bring healthier products to market. These sorts of projects also offer opportunities for non-MIT people to get involved. There are many initiatives out there that could benefit from business mentoring and support.

Many of us are engaged in community and other projects in our personal life, but incorporating this into your workplace can increase engagement and meaning at work. Forbes has run several articles on the key reasons companies should embrace CSR. Besides being a potential source of innovative ideas, CSR can also engage your customers and, even more important, your employees. In a survey by the nonprofit Net Impact, 53 percent of workers said that working at “a job where I can make an impact” was important to their happiness, and 72 percent of students about to enter the workforce agreed. Most would even take a pay cut to achieve that goal. Research conducted by the Cone Millennial Cause group and detailed in The 2020 Workplace found that 80 percent of a sample of 1,800 13–25-year-olds wanted to work for a company that cares about how it impacts and contributes to society. More than half said that they would refuse to work for an irresponsible corporation. Today, there are roughly 80 million millennials, or members of Generation Y, in the United States. Millennials are people who were born between the early 1980s and 2000. According to research reported in The 2020 Workplace, by the year 2020, millennials will make up 50 percent of the workforce.

Bring empathy and action together to embody compassion. Getting your workplace involved in some form of CSR or community impact–related project can be a tremendous way to increase engagement and drive compassionate acts and behavior.

WRAP-UP

Of all the six key values discussed, compassion is also the most uniquely human component. Compassion brings us perspective, which we need to feed into our judgment and decision making in order to make the best decisions for people who surround us. People are the greatest asset in our lives, whether family, friends, colleagues, customers, or strangers; it is not the money or the things that matter in the end or that bring us real happiness. There are three key things to focus on for improving compassion in your work/life:

1.Cultivate compassion in your life at the start of, during, and at the end of each day. Practice, practice, practice. Reflect, reflect, reflect.

2.Factor your emotional intelligence into your decision making. It’s about EQ, not just IQ.

3.Get involved in something much bigger than just yourself, that has some form of community impact. Be more selfless and less selfish.

We all have different character traits, and that’s what makes us unique. Compassion is a key character trait. John Wooden, a famous American basketball coach, once said, “Be more concerned with your character than your reputation, because your character is what you really are, while your reputation is merely what others think you are.”10
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Value #4

Courtesy

The showing of politeness in one’s attitude and behavior toward others.

No one is more insufferable than he who lacks basic courtesy.

Bryant H. McGill, Author

PERSPECTIVES ON COURTESY

On a typical workday, I head over to my bus stop in suburban New Jersey and patiently wait in line with fellow commuters for the next bus to arrive. We board silently. Thirty minutes later off we get, merging with a throng of other commuters exiting the Port Authority Bus Terminal in midtown Manhattan. The energy level in the city rises noticeably from the more tranquil suburbs, and the pace just naturally picks up. Almost everyone is moving fast, as if they are on some urgent mission. A few stragglers or slow walkers interfere with the motion, causing a slight mental irritation similar to that of a car driver in a rush who’s stuck behind a slow driver who is not. On a typical workday, over 3 million people populate the island of Manhattan. I head into Starbucks for my coffee and enjoy the genuinely polite service. People hold the door open, politely. At lunch, I head over to Just Salad and encounter a similar experience. Every once in a while I see a rabid-like person walking down the street screaming his or her head off at the world or see an altercation between drivers in some form of light road rage. Given the massive number of people crammed into such a small area, I am somewhat impressed at the general level of politeness.

In 2006, Reader’s Digest in Canada performed the “Global Courtesy Test.” The magazine ranked 36 cities, performing three tests. One involved walking into 20 public buildings behind people to see if they would hold the door, another was buying small items from 20 stores to see whether the sales assistants said “thank you,” and the third was dropping a folder full of papers in 20 busy locations to see if anyone would help pick them up. Interestingly, New York City came in at 1st place as the most courteous city, with an 80 percent score! London came in at 15th place with a 57 percent score, Hong Kong came in at 26th place, Moscow came in at 31st place, and Mumbai, India, was in last place, with a 32 percent score. New Yorkers may have a reputation for being big-headed, but they are big-hearted too. The continent that most consistently lacked courtesy was Asia, where many people apparently don’t include door holding in their notions of courtesy.

An article posted by BBC News in 2007 titled “Politeness ‘Missing from Society’” pushed for Britain to do more to promote good manners. Louise Casey, a government adviser, said that politeness was now missing “right across society” and that schools, companies, and the media all had a role to play.1

P. M. Forni, a professor of Italian literature at Johns Hopkins University in Baltimore, has long spoken and written about civility in society. Interestingly, Forni believes that society has become less civil in some ways and more accepting in others. Certain forms of civility are becoming obsolete, such as those gentlemanly behaviors often portrayed in the Hollywood classic movies. Tuxedos replaced by jeans and hoodies. Elegant ballroom dancing replaced by rap music in dance clubs. Today when boarding a busy subway in New York, we often see men sitting and women standing, largely a result of the evolution of “gender equality” and behavioral attitudes. Having said that, vastly more men view women as their intellectual and professional peers at work today than they did 50 years ago.

However, according to research, Forni says that two-thirds of those surveyed believe that incivility is a major problem in the United States, and 90 percent feel that incivility has negative consequences on the nation.

Rudeness

Rudeness, according to Forni in his book The Civility Solution: What to Do When People Are Rude, is disregard of others. Rudeness diminishes and demeans. It is a way of controlling people. Rudeness adds to stress, erodes self-esteem, poisons the workplace, and is bad for all kinds of relationships.

We’ve all likely had some memorable experiences of rude behavior when we were either the culprit or on the receiving end. We may have been rude to an airline employee when our flight got delayed or yelled at another driver for being too slow. We might have had a boss, colleague, friend, or spouse blow up at us for a minor mistake, making what we think is a mountain out of a molehill. Rudeness is rampant, and it’s on the rise. Television and movies often seem to portray rudeness and violence as the norm. The movie The Wolf of Wall Street uses the f-word over 500 times, or 2.81 times per minute.

Christine Porath and Christine Pearson are authors of the book The Price of Incivility. They polled thousands of workers over 14 years about how they were treated on the job. Ninety-eight percent of worker participants reported experiencing uncivil behavior, and in 2011, 50 percent said they were treated rudely at least once a week—up from 25 percent in 1998. The costs of this bad behavior chip away at the bottom line. Nearly everyone experiencing incivility responds in a negative way, often overtly retaliating. People are less creative if they feel disrespected, and many employees just get fed up and leave. About half of them deliberately decrease their effort or the quality of their work is lower.

Forni says that the problems of rudeness come from several major causes, including:

1.Insecurity. People with low self-esteem will sometimes become hostile or defensive, especially if they feel threatened.

2.Stress or being in a rush. Pressure can overwhelm our polite sensibilities and prompt nasty interactions.

3.Anonymity. We are not as inhibited online; the Internet has made it easier to be rude and abusive without exposing ourselves.

4.Less concern about social approval. Many of us have become more isolated and fragmented from our neighbors or work associates than in the past; with this, there has been less incentive to play nicely in the sandbox. In the old days, the last thing you wanted was to have the neighborhood know about your bad behavior because there would be a price to pay.

While there has certainly been a shift toward increased rude behavior in our society, on a positive note our country seems to be more civil when it comes to race and our treatment of those less fortunate.

OFFICE AND PLAYGROUND EXAMPLES

Hopefully we have all experienced, at some time in our lives, a friendly, polite environment where people are appreciative of each other, inclusive, and approachable. Whether that be a school where we send our kids or a workplace that others would envy, this symbolizes a courteous environment. On the other side, we are all likely familiar with rude, lazy, nasty, obnoxious people and environments where none of us want to remain or tolerate for a long period of time.

SOME SHORT STORIES FROM KIDS AND ADULTS

Inclusive and Approachable

The Kids: It was a sunny afternoon at the school playground, and you could hear the sounds of happy children running and playing as the birds chirped to each other. Jack was a shy, lonely 10-year-old who had trouble fitting in and making friends. As he strolled quietly through the playground, he saw a group of kids playing bocce ball. They invited Jack to join them. Jack was thrilled. Five minutes later, a popular kid called Joe walked by and asked if he could join. The kids turned to Jack and said he needed to leave, as they wanted Joe to join them. Jack left the group feeling sad, hurt, and sorry. How could they do this to him? One minute they were happy to include him, the next they discarded him like a piece of garbage. In some ways, it felt more painful to him to have been included and then rejected than if he hadn’t been included at all. What would you have done if you had been one of those kids? Would you have stood up for Jack or done nothing? This type of situation happens a lot with kids. The cool and outgoing kids hang out together, and the less cool and shy kids get segregated and often feel hurt. Failing to include people and reach out to those who are shy is just plain mean and bad mannered.

The Adults: I go to several business conferences each year. Most times, I go on my own. At a recent conference in Boston after a long day of sitting around listening to people yack on various topics, I headed down to the main ballroom at the Marriott Hotel for the networking hour. I grabbed a beer and started picking at some of the food. I could see numerous people shuffling around the room, some looking comfortable and others sipping their drink nervously.

At this conference, like many, there is often a look of pain in many people’s eyes at the thought of having to strike up a conversation with somebody. I usually make an effort to talk to those people and help put them at ease. As a young kid, when I was at boarding school I somehow managed to fit in with both the cool kids and also those they referred to as the nerds. I certainly didn’t view these kids as nerds; they were generally the more interesting and fun people. For some reason, I have always viewed myself as sociable and approachable. It is a genuine sign of courtesy for those people who are outgoing and sociable to make an effort to approach those who are not and make them feel included and comfortable.

THREE KEY THEMES

1. The Handshake

I grew up in a fairly conservative English family. My dad was not a big hugger. When I was around 12 years old he started shaking my hand, and I missed that fatherly hug. I found it a little too formal for a family greeting! The handshake ritual, however, was good practice for meeting and greeting people who are not family members.

Each day at The Elisabeth Morrow School in Englewood, New Jersey, several greeters are stationed at the school entrance to meet and shake hands with the middle school and elementary school students as they arrive for class—a simple act but an important gesture that reinforces a very important tradition in etiquette and courtesy.

The handshake is generally thought to have developed as a gesture to show that neither person is carrying a weapon in his or her right hand and that they both come in peace. Body language is crucial in every aspect of human interaction, and a handshake expresses a willingness for equality and balance.

In an episode of the 1990s sitcom Seinfeld, the comedian Jerry Seinfeld agonizes that we “as human beings, need more training in our basic social skills.” He explains in one bit:

Handshakes are the worst, there’s absolutely no guidelines for handshakes. Too long, too weak, sometimes they give you the three-quarter handshake just the fingers, early release, late release. Sometimes people will dispute your release. You let go, they’re hangin’ on. I have actually said to people, “Hey the handshake is over!” Too many pumps, coming in too high, too sweaty, coming from too far away. Sometimes a guy will give you a strong grip, late release, and pull you in for the too close. To him I say: “That’s three strikes, you’re out!”

Comedy aside, a firm handshake makes a good first impression. In 2000, a University of Alabama study found that there is a substantial relationship between the features that characterize a firm handshake (strength, vigor, duration, eye contact, and completeness of grip) and a favorable first impression. Jill Bremer, a professional image consultant and coauthor of It’s Your Move: Dealing Yourself the Best Cards in Life and Work, says that “Handshakes are the only consistent physical contact we have in the business world. They happen first, so they set the tone for the entire relationship.”2

The result of the 2004 Australian federal election is frequently reckoned to have hinged on a single handshake. John Howard, the incumbent prime minister, was expected to lose. Howard met his opponent Mark Latham in a radio studio a few days before polling. Latham shook Howard’s hand in a very aggressive manner, pulling him close and staring him down. Footage of the handshake spread like wildfire, portraying Latham as a bully. Latham lost the election in a landslide, and opinion polls suggested it was that handshake that cost him the election!

The proper handshake should be firm with an energy that communicates sincerity, strength, and professionalism, says Dianne M. Daniels, a certified image coach and author of Polish and Presence: 31 Days to a New Image.

Tips on a good handshake include making sure your right arm is extended with thumb straight up and hands are web-to-web, and then give it two pumps. Avoid limp, sweaty handshakes as much as possible. Finally, be sensitive to foreign customs. For instance, in China where a weak handshake is preferred, people shaking hands will often hold on to each other’s hands for an extended period of time.

Remember, people make an immediate judgment about your character and level of confidence through your handshake.

2. Global Etiquette

Several years ago my company opened an office in Tokyo, Japan. We wanted our employees to be aware of Japanese customs and brought in a Japanese expert to talk about dos and don’ts in Japan. As a Westerner who has traveled around the world extensively, I was still surprised at how little I knew about certain cultures. The Japanese are warm and welcoming people whose unique culture can be both frustrating and enlightening in its complexity and contradictions. It is a highly structured and traditional society. There is great importance placed on loyalty, politeness, personal responsibility, and everyone working together for the good of the larger group. Lonely Planet has some tips for travelers to Japan, such as removing footwear in homes, restaurants, and many other places, as well as the complexity of bowing politely and correctly. Japanese manners dictate that you match your hosts in terms of alcohol consumption and never pour your own glass! Other tips include: do not feel the need to chatter, as silence is natural; do not stand close to a Japanese person, and avoid touching; and prolonged staring is considered rude.

Other examples of global nuances regarding business etiquette include the following:

•In India, punctuality varies according to where you are—check the local custom before you arrive. Also, Indians do not like to say no to a request. If they are unable to do something, you are unlikely to get a direct refusal.

•In Canada, drinking alcohol is not usual during business lunches. Stick to water unless your host suggests otherwise.

•In China, using only a forefinger to make a point is an empty gesture. Making a point requires the whole hand.

•In the United Kingdom, small talk is an essential preamble to business talk.

•In Thailand, don’t touch or pass anything over a person’s head, as in Thai culture the head is sacred.

We live in a very global economy and environment. When traveling overseas, we are well advised to do some research on local etiquette and customs so we don’t embarrass ourselves or accidentally insult someone.

3. Body Language and Tone of Voice

When I travel with my family on vacation, I like to leave in good time. I’m always the one who wants to get to the airport 90 minutes before we depart, and I worry about leaving plenty of time for the drive to the airport. My wife, on the other hand, likes to get to places at the last minute. Tara’s goal is to get to the airport, move through security, and stroll to the aircraft with five minutes to spare. Little room for any contingency. So, traveling together can be stressful, especially if we leave late. More often than not an argument arises during this process, and after a brief exchange I sit silently with deep, heavy sighs and a look of annoyance. My body language says it all.

When we think about communication, we often think of words. When we talk with someone, we exchange about 200 words per minute. However, about half of our communication is nonverbal, made up of gestures, posture, facial expressions, eye contact, and the use of personal space. Body language is an important part of our communication process and can say a lot about how polite and courteous we are. If our words and gestures don’t match—that is, if we are incongruent—we may come across as untrustworthy. Also, if we use a scolding finger while telling someone they are not to blame, our nonverbal message will trump the verbal one. Actions speak louder than words. Humans can produce over 250,000 facial expressions, over 5,000 distinct hand gestures, and over 1,000 different postures. Over 80 percent of what we take in and interpret around us is visual through the eyes. The effectiveness of our communication is based 55 percent on our body language, 38 percent on the tone of voice, and 7 percent on our words. Therefore, as we consider our courteous behavior, we should take careful note of our body language and the tone of our voice! Is our tone angry, harsh, firm, friendly, or soft? Tone can also apply to writing and messages you send. Smiling is one of our most basic facial expressions, and we can tell the difference between a real smile and a fake one. Our posture can communicate emotions and opinions, with a relaxed look suggesting approachability and a closed, defensive look giving the message to stay away. Slouching, stuffing our hands in our pockets, or folding our arms defensively suggest aggressive unease. We also have to be conscious about personal space. When someone comes too close to us, it can make us uncomfortable. The area about 18 inches from our body is considered our personal space and, in some cultures, not to be intruded without permission. In Europe, for instance, the Italians and French are very close in the personal space, hugging each other constantly, whereas the Asians are more distant. Also, when we are forced to allow people into that zone, such as on a busy elevator, we typically remain silent and avoid eye contact. Our body language is an important part of how we communicate and says a lot about us. Being congruent (coming across as genuine) and respecting other people’s personal space, along with using the right tone of voice are critical components of polite behavior.

APPLYING THE PARETO PRINCIPLE

We are human, and because we are human we will sometimes make mistakes. Those mistakes will undoubtedly include moments of rude or nasty behavior. The key to applying the Pareto principle in this area is to make sure that we are polite and courteous at least 80 percent of the time. For the remaining 20 percent, where we might slip up, let’s at least acknowledge, reflect, and apologize when apologies are due. Failure to focus and address our rude or obnoxious actions, even if just occasional, may hurt our credibility and future success. Conscious awareness is an important step toward behaving like a decent person.

THREE THINGS YOU CAN DO TO IMPROVE THE LEVEL OF COURTESY (WHAT’S IN IT FOR YOU?)

1. Remember the Basics and Use Common Sense

I was in a restaurant the other day and spent some time gazing at what was going on around me. I noticed a table across the way with a nice young couple and their two kids. The two kids were drawing, and mom and dad were both texting away on their phones. Many people don’t seem to want to talk anymore; they have become obsessed with their mobile devices and online chatter! Something similar happened at our dinner table at home, with my young nephew texting his girlfriend in the middle of a family dinner conversation! Finally, in our weekly management meeting, I often see the hand of one of my colleagues inch slowly toward his phone in a discreet effort to check e-mail in the midst of a presentation. Texting while someone is talking to you, whether face-to-face or in a meeting, is really rude, yet it seems to be happening more and more! So if that, along with swearing, is a norm and with many cultural differences, what are some of the common courtesies we need to pay attention to? Not all of us were taught the same rules of etiquette. Families have different attitudes regarding courtesy. What drives people nuts, though, is when people simply don’t use common courtesies and common sense when dealing with others. What we do in our own home is our business, but in the outside world, how we behave is our choice, and poor behavior will more often than not work against us.

Joy Weaver is a renowned etiquette expert and the author of Just Ask Joy: How to Be Socially Savvy in All Situations, a book highly endorsed by author and speaker Zig Ziglar. Here is a list of simple common courtesies compiled from Weaver and others that are overlooked on a regular basis or are of more serious note:

•Being late is unacceptable. Be on time! Responsible people are on time. Being late is highly noticeable, and bosses often take note. Also, a boss who is habitually late sets a poor standard for others, and this can lead to contagious bad behavior.

•Texting or e-mailing when someone is talking to you. Just plain rude!

•Habitually interrupting people. When you interrupt someone, you are suggesting that your time and ideas are more important than everyone else’s. A rare offense is excusable, but a habit is a problem.

•Swearing. Everyone has their own unique way of speaking, and we all occasionally swear. Just be conscious of who is around you and the prevalence. Swearing in public when you are surrounded by young kids is not appropriate.

•Speaking too loudly. Some people either have poor hearing or just love to be heard. But listening to a loud nearby conversation you are not part of is just plain annoying.

•Coughing and sneezing without covering your mouth. Yuck! For kids and adults. Cover your mouth with your left hand—it’s your personal hand. Your right hand is your social hand. No one wants to shake a hand full of cough germs!

•Not saying “thank you” when warranted. I see this often with kids but also with adults. A simple verbal thank-you is better than nothing. A few words to show gratitude can also put someone in a good mood or, at the very least, keep them out of a bad mood. Express gratitude often for even the smallest of things.

•Failing to RSVP when asked. Simply impolite.

•Picking teeth with a toothpick in public, chewing gum loudly, or crunching ice in a meeting or around others. All are annoying and rude actions.

•Poor table manners. I think most of us know good table manners; we just have to consciously apply them.

•Failing to turn the ringer off your phone when appropriate, such as at a wedding, a big presentation, the theater, or in the middle of a school play—yes, what a dope! Again, use common sense.

•Don’t boast. If you want to share some good news, that’s great, but people who boast are not impressive. Everyone will think you are a jerk.

•Failing to check e-mails and voice mails on a timely basis.

•Impersonal use of e-mail on a topic where an in-person meeting or phone call would be more appropriate. Also, “replying all” when there is no need to and cluttering other people’s e-mail with junk is annoying.

•Workplace rage. Last but not least, an outbreak of workplace rage is highly unpleasant and risky behavior. Akin to road rage, which is a result of intermittent explosive disorder, aggressive or angry behavior in the workplace is a complete no-no. Such behavior may include rude gestures, verbal insults, or implied or direct threats. I once saw two assistants get into a fight at a large public company. Fist punches were thrown, and a filing cabinet was knocked over. The police arrived, and people were fired.

Other examples include public reprimands, giving people the silent treatment, insulting people, undermining credibility in front of others, workplace discrimination or bullying, speaking with a condescending tone, making accusations about professional competence, not giving credit where credit is due, and talking about someone behind his or her back.

Weaver says that “We must examine our own common courtesies and work on changing ourselves to be the very best that we can be. We must set an example for others and teach our children common sense.”3 Finally, few successful businesses really want to promote a rude slob. Few men or women want to partner up with a rude slob. Few families want their kids hanging out with rude slobs. Again, all this requires some conscious awareness and a simple desire and effort to set an example, focus, and improve.

2. The Value of an Apology

I usually get home around 7:00 p.m. on a typical workday. At that point in time, my wife has driven over 60 miles in suburban traffic with the school commute, taken the kids to some sporting or other event, fed them dinner, and is in the middle of trying to get my youngest son to do his homework or practice the cello. Basically, I’m like a fireman walking into a five-alarm fire. It doesn’t take much to get an explosive reaction and a frustrating exchange of words. Sometimes the idiot in me can’t resist, and I say something stupid, setting off a nonsensical argument. Now, if I’ve had a bad day also, that’s a recipe for disaster. Sometimes I start something off and realize that a simple apology is the answer, but then I stubbornly refuse to go there out of some personal pride. This leads to a cooling-off period and an eventual calming down, and we are all happy again. We all make mistakes. None of us are perfect. So why is apologizing so bloody difficult to do?

Dr. Robi Ludwig, a psychotherapist, says that “Most of us like to be the recipient of a heartfelt apology, but giving is different from receiving, isn’t it?”4 Saying “I’m sorry” is a challenging endeavor, largely because no one likes to admit they are wrong and it’s simply not fun. Sometimes too much pride or viewing an apology as a sign of weakness can get in our way. As Ludwig notes, “Apologizing can make some people feel vulnerable, or feel like they are in danger of losing their power and status.”5

A 2010 New York Times article titled “Why Is It So Hard to Apologize Well?” by Lisa Belkin covered the weak apology by BP chief executive Tony Hayward for the destruction caused by his company’s oil well in the Gulf of Mexico. Hayward said, “I am very, very sorry that this accident occurred, very sorry, … And I do believe that it’s right to investigate it fully and draw the right conclusions.”6 But we heard this: “I am sorry it happened, sure, but I am not saying that it was anything we could have prevented.” He also said, “This is a complex accident, caused by an unprecedented combination of failures.”7 In other words, it wasn’t our fault. Jennifer Robbennolt, a professor of law and psychology at the University of Illinois, calls this kind of statement a nonapology apology, which is worse, she argues, than no apology at all. Apologizing might open the door to guilt for most of us, but for nonapologists it can open the door to shame instead. Nonapologists fear that by apologizing, they are assuming full responsibility and relieving the other party of any culpability. By refusing to apologize, nonapologists are trying to manage their emotions. They are often comfortable with anger and emotional distance. Opening up with a genuine apology can, however, be incredibly therapeutic and empowering for nonapologists.

So what does a successful apology sound like? It sounds like an expression of regret and an assumption of full responsibility. Apologizing also helps to put forward a plan for preventing a similar mistake in the future.

3. Knowing When to Walk Away

I was walking into the Port Authority Bus Terminal the other day around 6:30 in the evening. It was dusk. As I walked in, I saw an argument going on outside between a man and a cab driver. I didn’t catch the specifics, but it was a nasty, intense-looking situation, the type of argument you feel uneasy about and want to purposely keep your distance from in case fists start flying or guns start blazing. There were numerous f-bombs flowing between the two of them. The man walked away but then after going five yards decided to return. The cab driver was stuck in traffic at a red light. The two of them went at it again. The man walked away once more but then turned back yet again to continue the argument. I braced myself for the worst. Both men were in a heated battle over something, I know not what. The issue is that neither of them looked like they were happy after the argument, and neither of them looked like they were going to walk away—a lot of hot air and irritation that could have ended in a physical fight or worse.

We’ve all probably had a heated argument with someone at some point in time and often over something insignificant. Many of us may have had painful relationships or arguments with significant others or people we thought were friends. Voices get raised, and obnoxious behavior sets in. People around us squirm. The same thing can happen in an angry e-mail communication going back and forth with accusations that just seem to be getting out of control. We may have also worked for a miserable boss who was constantly rude or just treated us badly. Whether it’s a sporadic encounter or a dead-end relationship, we have to learn when to walk away. Walking away may be just a temporary thing (such as sleeping on it overnight and clearing the mind from any overreaction) or a permanent thing (such as finding another job or relationship), depending on the severity of the circumstances. Sallie Felton, a life coach and author, says that “Knowing when to walk away is wisdom. Being willing to walk away is courage. Walking away with your head held high is dignity.”8

WRAP-UP

There are three key things to focus on to improve courteous behavior in our work/life:

1.Remember basic courtesy, and use common sense.

2.Get comfortable making apologies when apologies are due. Don’t view an apology as a sign of weakness; view it as therapeutic and empowering. We all make mistakes, and we all want to try our best to forgive.

3.Know when to walk away. Don’t get caught up in an ugly situation. Take a break and reassess with a clearer mind.

Finally, we cannot isolate ourselves from other people’s bad behavior, so remember this quote from Kahlil Gibran, a Lebanese artist: “The real test of good manners is to be able to put up with bad manners pleasantly.”9
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Value #5

Respect

A feeling of deep admiration for someone or something, elicited by the other’s abilities, qualities, or achievements.

I speak to everyone in the same way, whether he is the garbage man or the president of the university.

Albert Einstein

RESPECT: IT’S SOMETHING WE ALL CRAVE!

Paul David Hewson is a philanthropist. He was granted a knighthood by Queen Elizabeth II and was named by Time as Person of the Year, along with Bill and Melinda Gates, in 2005. Better known as Bono, the lead singer for the rock band U2, Hewson has become one of the world’s best-known philanthropic performers and a leader in the fight against poverty.

In 2011, the digital news website International Business Times (IBT) selected and profiled individuals for a feature called “The World’s Most Respected People.” The IBT included Nelson Mandela, Bill Gates, Warren Buffett, Richard Branson, Steve Jobs, Oprah Winfrey, Bono, and others. You may or may not agree with IBT’s choices, but a global study by the Reputation Institute confirms that people respect leaders who participate in philanthropic activities outside of their own celebrity.

However, I like to think of this value at the more common, everyday person level.

What does every person want? Respect! Whether it’s a mother, father, spouse, family member, employee, customer, supplier, stranger, friend, foe, or whoever, they just want respect!

In the workplace, the best results are achieved through one of the most basic human behaviors: the showing of respect. Organizational change expert Paul Meshanko, author of The Respect Effect, has studied how the human brain responds in various workplace situations, and his conclusion is astonishing. People perform at their highest level when treated with respect. Conversely, when an employee is emotionally attacked by disrespectful behavior, he or she shuts down.

The Corporate Executive Board (CEB) performed a study of 50,000 employees in the second half of 2012 to look at the major reasons people choose to leave their jobs. The top three things employees were looking for when seeking a new job were (1) stability, (2) compensation, and (3) respect. Brian Kropp, a managing director at CEB, said that everyone is looking to be recognized and respected for their individual contribution.

In 2013, Forbes published the article “‘I’m Outta Here!’ Why 2 Million Americans Quit Every Month (And 5 Steps to Turn the Epidemic Around).” Three of the top reasons cited in the article were employees don’t like their boss, there was a lack of empowerment, and there was a lack of recognition, all of which have some relation to respect. Lack of respect is also a major root cause of divorce. An article published on Examiner.com by Dawn Michael, a marriage counselor, in 2011 said that the three silent killers of a marriage are “the loss of respect for one another, no longer showing appreciation towards each other, and showing little to no affection towards one another in the marriage.”1 Again, respect is a major issue in personal relationships.

So, why is it so hard to give people the respect they deserve? First of all, it helps to know what is needed to show respect. Paul Meshanko’s “12 Rules of Respect” make surprisingly good sense:

1.Be aware of your nonverbal and extraverbal cues.

2.Develop curiosity about the perspective of others.

3.Assume that everyone is smart about something.

4.Become a better listener by shaking your “but.”

5.Look for opportunities to connect with and support others.

6.When you disagree, explain why.

7.Look for opportunities to grow, stretch, and change.

8.Learn to be wrong on occasion.

9.Never hesitate to say you are sorry.

10.Intentionally engage others in ways that build their self-esteem.

11.Be respectful of time when making comments.

12.Smile!

OFFICE AND PLAYGROUND EXAMPLES

On the Internet, an unnamed school posted some ways to demonstrate respect. These included keeping unkind thoughts to yourself, listening, speaking kindly to teachers and others, playing fairly, and waiting your turn. Respect is also about taking a genuine interest in others, not bullying, and avoiding mean gossip.

SOME SHORT STORIES FROM KIDS AND ADULTS

Bullying

The Kid: When I was 13 years old, my parents sent me off to a boarding school in England, about 100 miles from home. It was in a beautiful small town set in the countryside, with most of the school buildings spread out across the town. There were about 500 students, all boys. One of my early friends there was Tom. Tom had no siblings and was a smart kid but lonely. He was a good kid from a nice family and was kind, thoughtful, and generous. We had a lot in common and became really close friends. After a while, several kids we knew started to make comments about us. Mean, nasty, and demeaning comments. It started to fracture my friendship with Tom. I wanted to fit in, and the verbal abuse was bothering me. I told Tom we could no longer be friends. Both of us cried.

Why did the bullies target us? Jealousy, I suspect. I was the coward in this situation. I gave in to the others and ended a good friendship to save face and fit in. I did not feel proud about myself. I didn’t dare tell my parents what happened. The only positive note is that Tom and I did reestablish our friendship a few years later, and we’ve remained friends ever since.

The Adult: Even big guys can get bullied. In 2014, the New York Times ran the headline “‘A Classic Case of Bullying’ on the Dolphins, Report Finds.” The article discussed bullying within the Miami Dolphins, an NFL team. For example, the article reported that players “simulated sexual acts as they taunted a teammate about his sister” on the practice field. Numerous other mean acts and instances of abuse took place. Most distressingly, the players “apparently considered this behavior part of the job. In the wake of it, a young player, Jonathan Martin, quit the team and debated giving up his career, feeling such psychological duress that he said he considered committing suicide twice.”2 It took an extreme case in a macho sport to bring bullying of adults back to national attention.

U.S. government statistics for 2008–2009 indicate that 28 percent of kids in grades 6–12 experience bullying. A 2010 WBI–Zogby International survey indicated that 35 percent of workers experienced bullying firsthand, 62 percent of bullies are men, 58 percent of targets are women, and women bullies target women in 80 percent of cases. Bullying is also four times more prevalent than illegal harassment.

Stopbullying.gov has some good tips for kids that can apply to all ages:

•Stop and think before you say or do something that could hurt someone.

•If you feel like being mean to someone, find something else to do. Play a game (do some sports), watch TV, or talk to a friend.

•Talk to someone good that you trust. They can help you find ways to be nicer to others.

•Keep in mind that everyone is different. Not better or worse. Just different.

•If you think you have bullied someone in the past, apologize. Everyone feels better.

Other tips include being careful about what you say or post online. So, what can we all do? We can intervene if we see harassment or bullying take place, and if we can’t nip it in the bud, we should report it. There is no room for bullying or harassment anywhere.

Gossiping

The Kids and the Adults: Everywhere I go nowadays, whether it’s the doctor’s office, the dentist, my barber, or any waiting room, I seem to be surrounded by gossip magazines.

Go to just about any online news site and we find links to some form of juicy gossip. Gossip is everywhere, and many people seem to be obsessed with it.

There is a comfort to gossiping. A few spiteful words shared in confidence can give many of us such a boost. Laurent Bégue, a social psychologist, claims that about 60 percent of conversations between adults are about someone who isn’t present. He goes on to state that “most of these are passing judgment.”3

We all know that it’s often wrong to gossip, and few people want to seem malicious. So why do we indulge in this guilty pleasure? Gossip builds social bonds, because shared dislikes create stronger bonds than shared positives. We also like to gossip when we feel unfairly treated. It’s one thing to gossip about people you don’t know, but gossiping about coworkers, friends, or family isn’t harmless and can be hurtful. Often it is highly disrespectful. The best advice is to think twice and try not to get caught up in gossip or spread it. Say or think something positive instead. This may be easier said than done, but give it a try!

THREE KEY THEMES

1. Bringing Out the Best in People

A former personal trainer of mine, Ben, loved to write. He was always telling me about his work. I could tell that he had a hidden talent that was being deprived by his current line of work. After three years, I convinced him to think about taking a chance and going out West to focus on his passion. Ben ditched his job, moved to Los Angeles, and started doing stand-up comedy. He is now working on the movie production of a script he wrote several years ago. Ben’s hidden talent is now unhidden. Oscar winner Natalie Portman was a semifinalist in the Intel science competition while at Syosset High School on Long Island; she then went on to study neuroscience at Harvard—who would have guessed? Most people have some sort of hidden talent. That is why it is important not to prejudge people, especially those who work for you. A Harvard Business Review article titled “Managing Yourself: Bringing Out the Best in Your People” by Liz Wiseman and Greg McKeown says that “Some leaders drain all the intelligence and capability out of their teams. Because they need to be the smartest, most capable person in the room.”4 I think it is fair to say that we’ve all probably met people like this, and it’s not fun. It feels like they don’t respect the people around them. Wiseman and McKeown wrote a book titled Multipliers: How the Best Leaders Make Everyone Smarter. They talk about five types of “Multipliers” and “Diminishers.” The Diminishers are essentially those types of people who hoard and underutilize resources (create boredom), tyrants who suppress people’s thinking and capabilities (scare people), know it all, make abrupt decisions without input, and micromanage. Diminishers essentially diminish respect. The Multipliers, on the other hand, are those who leverage their talent to the highest potential, encourage thinking and ideas, cultivate debate, and delegate giving people ownership. Multipliers drive respect. What type of person are you?

2. It’s OK to Be Humble and Wrong

Back in the early 1980s as I lounged around bars in the Bahamas with my buddies, I had this idea of launching a business selling polo shirts with a cool logo of a lounge lizard. The term “lounge lizard” refers to “a generally idle man who haunts establishments frequented by the rich or fashionable; a social parasite.”5 When I moved up to New York City, I went about getting a logo designed and a batch of shirts made. I thought this business was a mind-blowingly great idea; after all, there were plenty of lounge lizards in New York City to market to. And then, something else happened. Several thousand dollars later, the business idea fizzled. Friends asked me how things were going—I was embarrassed to say that the “great idea” had failed. It wasn’t as easy as I thought—I was wrong.

George W. Bush thought that he was going to invade Iraq, find weapons of mass destruction, and bring democracy to the Middle East. And then, something else happened.

Let’s admit it, we all hate to be wrong! Whether it’s a flopped business idea, a political mistake, or a simple debate with a spouse, a partner, kids, friends, or work colleagues, we all want to be right. It feels good to be right. Most of us do everything we can to avoid being wrong, but as we know, we all make mistakes. Kathryn Schulz, author of Being Wrong: Adventures in the Margin of Error and a TED presenter on the topic of being wrong, says that we learn the downside of being wrong when we start taking tests in school. We are frequently taught that leaders should hide weaknesses and mistakes. But this view is flawed. When you are open to the idea of being wrong, you will be a more creative and innovative person. You will take more risks. Schulz says that sometimes “you need to step outside of that tiny, terrified space of rightness and look at each other and look at the vastness and complexity and mystery of the universe, and be able to say ‘Wow, I don’t know. Maybe I’m wrong.’”6

A 2012 Forbes article by Doug Guthrie titled “Creative Leadership: Humility and Being Wrong” points out that “the ego structure of people who rise to the top of organizations and politics is such that the more confident you are, the surer of yourself, and the more successful you are likely to be. … Yet, humility and the ability to admit error may be two of the most important qualities a truly creative leader must have.” While the dictionary defines humility as modesty and lack of pretense, the article notes that this “doesn’t mean humble leaders are meek or timid. A humble leader is secure enough to recognize his or her weaknesses and to seek the input and talents of others. By being receptive to outside ideas and assistance, creative leaders open up new avenues for the organization and for their employees.”7 Furthermore,

Some leaders contend that admitting error is a sign of weakness and an open door for allegations of illegitimacy. So often the opposite is true. What is more powerful than an individual who can stand in front of his or her employees and admit that the failure was his or hers? What better way to gain the respect and admiration of your team than to take the blame on yourself rather than calling out someone on your team? By admitting you are wrong, by taking blame, you will have a group of more committed followers.8

A great example of a humble leader is Richard Branson. CNN Money quoted Branson as saying that

Until the late 1980s, I have to confess, I was still confusing gross profit with net. Every now and then I would fake it, but not too well. One of my board members finally pulled me aside to give me a mnemonic, or memory aid, which often comes in handy for dyslexics. He said, “Pretend you’re fishing. Net is all the fish in your net at the end of the year. Gross is that plus everything that got away.” It has proved invaluable ever since and remains the best financial advice I ever got.9

Branson, despite being the leader in charge, was humble enough to admit his weaknesses and get advice. Most important, doing this also shows respect for the talent around you, and that can apply at work with employees or at home with a spouse or a child. As a leader, admit when you are wrong and show some humility and respect for the input of others—don’t feel that you have to know all the answers. You too will be respected by them for this. A win-win!

3. Be Tactful When You Disagree

One of my favorite movie scenes is in the 1992 film A Few Good Men when Lieutenant Daniel Kaffee (Tom Cruise) confronts Colonel Nathan Jessep (Jack Nicholson) in a court hearing. Colonel Jessep loses his cool while denying his role in a deadly plot. Jessep, exerting his rank and superiority, says, “I have a greater responsibility than you can possibly fathom.” He provides all sorts of rationalizations and ends with the famous line “You can’t handle the truth!” This was voted the 29th greatest American film quote of all time. This example, while somewhat extreme, shows how someone can lose their cool and then lose their case. Once emotions set in, things can fall apart rapidly.

Henry Ford, who was such a visionary in the early days of automobiles, failed to see that his Model T was about to run its course and that a transition to a new vehicle was critical in order to compete effectively. Richard S. Tedlow in his book Denial: Why Business Leaders Fail to Look Facts in the Face outlines the case of Ford’s denial. In Ford’s case, evidence of the Model T’s declining fortune was everywhere. Ford was in deep denial. One of his top executives, Ernest Kanzler, warned him of the dire situation in a detailed memorandum. Kanzler spoke truth to power. Ford fired him!

So, how do you disagree effectively with someone else? First, like the case of Jessep, don’t make it personal, and don’t exert your authority harshly. Keep your emotions in check. Things can backfire rapidly. Second, suggest alternative ideas, and your criticism will be more productive. Finally, seek to understand the situation effectively. Many conflicts are caused by poor communication; if something doesn’t seem right, ask questions and get clarity. It also helps to put yourself in the shoes of the person you disagree with. There are, however, risks, such as in the case of Kanzler, but dealing with leaders in denial is likely to end in a bad situation no matter what. In that case, walking away when you can might be the right answer.

APPLYING THE PARETO PRINCIPLE

The key to applying the Pareto principle in this area is to focus 80 percent of your time on giving (showing) respect to others and only 20 percent on assessing how well you are getting the respect you deserve. As the saying goes, “Give and thou shalt receive.”

THREE THINGS YOU CAN DO TO IMPROVE THE LEVEL OF RESPECT (WHAT’S IN IT FOR YOU?)

1. Understand Self-Respect versus Self-Esteem

My kids enjoy playing soccer. They started at an early age, and I remember taking them to their first local matches in our town. What surprised me, though, was the concept of mercy rules, whereby a team in the lead by a certain number of goals did not attempt to score any more just to make the losing team feel less bad about their loss. Then there were school competitions and the concept of everyone’s a winner. I was wondering who came up with these ideas. When I grew up, you won or you lost. You failed or you passed; yes, we had grades that went A, B, C, D, E, and F, and F was Fail! There was none of this “make everyone feel good” stuff going on. I also saw friends of mine getting involved in their kids’ school applications—there were even stories of some parents wanting to physically sit in on the actual college interviews with their kids! Even at our local school, parents seem to be taking control and dictating which classes their kid should be in, seemingly interfering with the process. This instead just led to problems, and that was one of the reasons we took our kids out of the school. Parents have been micromanaging their children’s lives, pumping them full of false confidence, all because they thought that this would enhance their children’s self-esteem and position them better in life. What got lost, however, was our children’s self-respect. And herein lies a big problem.

When I went onto Amazon to search for books on self-respect, the first book that came up was How to Raise Your Self-Esteem. In fact, many books on self-esteem were listed. The problem, though, is that there is a big difference between self-esteem and self-respect.

Ellen J. Langer, PhD, a professor of psychology at Harvard University, states that the two concepts seem very similar but that the differences between them are crucial. “To esteem anything is to evaluate it positively and hold it in high regard, but evaluation gets us into trouble because while we sometimes win, we also sometimes lose. To respect something, on the other hand, is to accept it.”10

Langer goes on to say that

The person with self-respect simply likes her- or himself. This self-respect is not contingent on success because there are always failures to contend with. Neither is it a result of comparing ourselves with others because there is always someone better. These are tactics usually employed to increase self-esteem. Self-respect, however, is a given. We simply like ourselves or we don’t. With self-respect, we like ourselves because of who we are and not because of what we can or cannot do.11

Now let’s think back to some of our problems over the past decades: a mortgage crisis because people borrowed more than they could afford because they believed they should have it anyway; Lance Armstrong and other sports stars accused of taking performance-enhancing drugs to win, even if it meant cheating; the Bernie Madoff multibillion-dollar Ponzi scheme; and a general sense of unfulfillment and entitlement in our society. This is the aftermath of self-esteem creating several generations of narcissists. Constant praise by parents, kids “never losing” even when they really did, and parents taking over their kids’ lives and spoiling them have led to a generation of children who cannot cope, who struggle to understand who they are, and who fail at life.

Now consider this from Jill Rigby, author of Raising Respectful Children in a Disrespectful World. Rigby asserts that the quest for self-esteem has turned the world upside down and that shifting the objective to self-respect will turn the world right side up again. Rigby explains that

Kids with self-respect put others ahead of themselves. They feel an obligation to others and a responsibility to society. Bullies cannot rock their foundation, because kids who have self-respect know who they are and what they stand for. They have a balanced view of the world. Their confidence is balanced with humility. They exhibit humble confidence.12

The key, then, is to stop comparing ourselves to everyone else and stop measuring our self-esteem by our success in life. We can’t all win all of the time. Also, before we can truly respect others, we have to be able to respect ourselves. Let’s cast aside the idea of self-esteem and instead focus on building self-respect in ourselves and our children. This means simply liking yourself for who you are and not making it contingent on success; there will always be failures to contend with.

2. Micromanagement

I live in New Jersey, and I am not allowed to get out of my car and pump my own gas. It is illegal. This law also applies in Oregon but not in the 48 other states. In New Jersey, the state legislature decided in 1949 that “because of the fire hazards directly associated with dispensing fuel, it is in the public interest that gasoline station operators have the control needed over that activity to ensure compliance with appropriate safety procedures.” Now, I happen to like not getting out of my car and getting smelly gas all over my hands, but I can understand why many other people get irritated by this law. Until very recently, I was also not allowed to have wine shipped from out of state to my home. I had to have it shipped to my office in New York and then carry it home on the bus. A real pain.

Why does New Jersey decide that it can micromanage things many of us can do elsewhere? State interference can cause loss of respect for the politicians involved and some of the insane laws thrust upon us. The dictionary defines “micromanage” as “to direct or control in a detailed, often meddlesome manner.” Micromanagement has also sometimes been referred to as Public Enemy No. 1.

From an early stage in my career, I was encouraged to be independent and take on responsibility. I have been lucky not to be micromanaged. I absolutely detest it when people tell me, in grueling detail, how something should be done. I am not a monkey, and neither are you. Micromanaging shows a lack of respect for someone else’s capabilities.

Going back to a Forbes article mentioned earlier on why people quit their jobs, three of the top reasons were they don’t like their boss, they feel a lack of empowerment, and they feel a lack of recognition. Micromanaging essentially takes away empowerment and dilutes recognition (since the micromanaged worker can only claim some of the credit for her or his work). That alone can lead to someone hating their boss. My Way or the Highway: The Micromanagement Survival Guide by Harry Chambers says that most people think that micromanagement occurs only in management-employee relationships, but the truth is that it happens everywhere: employees micromanage managers, customers micromanage vendors, board members micromanage company leaders, parents micromanage children, government micromanages citizens, and more.

Micromanagement interferes with performance and productivity, resulting in huge costs. Worse than that, micromanagement diminishes respect! Now interestingly, some articles out there suggest that micromanaging can sometimes be good and necessary. Necessary micromanaging occurs when a strategy is changing, there is a new leader, an employee fails to execute, a project is long overdue, a customer registers a serious complaint, or results are disappointing. The trick here is to correct quickly and efficiently and to pitch in with the approach “we are working on this together” or “I am here to help.” That is a shared approach. Also, interestingly, Steve Jobs (Apple) was known to be an unapologetic micromanager. The trick in his case was to be selective. He was intimately involved with each product that Apple designed but delegated many of the operational issues to Tim Cook, his second-in-command at the time. The key to success in this case was that Jobs was an expert and a strong trusted member of the team. He also helped other people get better at what they did.

I would say that this sort of situation is rare and that any form of micromanaging should be kept to a minimum.

3. Earning Respect

I like to think that I have earned the respect of my team. There are just over 10 of us in the United States and another 6 in foreign locations. How can I say that? First, we all get along together very well, with heated arguments being pretty rare; we have fun together, but we also get the work done! Second, I trust them all and virtually never micromanage; I am there when needed, and they feel comfortable coming to me. Third, they trust me to cover for them. Finally, I treat them as equals, only exerting my authority when it is duly needed. At the end of the day if anyone fails on my team, it is my fault and my responsibility. I’m not saying that I’m perfect. Sometimes I should listen a little better. But compared to a lot of other situations, we’re solid. The finance area in most businesses is often a tough area to work in. When things go well, it is often taken for granted. When things go wrong, however, the shit can hit the fan. Risks can include a reporting error that causes issues with shareholders, the board, regulatory agencies, or other stakeholders; the mismanagement of cash or the improper safeguarding of company assets; or low upside, high downside. Responsibility is high. What helps people get respect?

1.People who are respectful to others. Treat others like a partner, be inclusive, be accessible, listen, be open-minded (think “yes” before “no”), acknowledge others’ contributions, express concern for their well-being, show some appreciation, and be patient.

2.People who demonstrate trustworthiness. Communicate frequently and honestly, stand up for your team, praise publicly and handle any tough feedback privately, and take the high road (do the right thing).

3.People who are credible. Show confidence but not arrogance, know your stuff, be authentic, be yourself, do as you say, solve problems (don’t shoot from the hip).

4.People who demonstrate a healthy dose of humanity. Show some humor, humility, sincerity, vulnerability, and kindness.

I have talked a lot about Howard Schultz at Starbucks; he is clearly an example of someone who embodies these types of actions and who gains and fosters respect.

Earning respect from others is not about being perfect. We all make mistakes. It’s about focusing on who you are, your character; doing what you genuinely think (in your heart) is best; and making sure your colleagues both see it and feel it. This applies as much at work as it does at home.

WRAP-UP

Three key things to focus on to improve the level of respect in your work/life:

1.Make sure you respect yourself. Understand what that really means.

2.Be more humble and willing to admit mistakes when you are wrong. If you disagree, be tactful.

3.Avoid micromanaging and try to bring out the best in people around you. Give people a chance. Help them succeed.

Finally, remember the quote from Confucius: “Respect yourself and others will respect you.”
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Value #6

Responsibility

Having a duty to deal with something or of having control over someone.

The right thing to do and the hard thing to do are usually the same.

Steve Maraboli

RESPONSIBILITY: KEY BUT NOT SO SIMPLE

I’ve seen friends pick a fight at a bar, which resulted in an innocent party and close friend of mine nearly getting his skull crushed by a stomping foot. I’ve seen a supposedly successful neighbor in the hedge fund business get arrested by the FBI and sentenced to 40 years in prison for bilking investors, including his friends and family, out of tens of millions of dollars. I remember when I was young getting into my car after having an argument with someone and recklessly driving 60 or 70 miles per hour down some very narrow, winding English roads. We have all done irresponsible things in life and witnessed some crazy things, too.

Then there are some people I have met over the years who I have seen lie, cheat, or do anything they could to get ahead, whether or not it was at the expense of others. Some of them were minor violations, but, in principle, they still mattered. Sometimes you get lucky and get away with a big irresponsible action; sometimes you don’t. Most if not all of these irresponsible actions, however, result in some form of sad ending, guilty feelings, or regret for the perpetrator and others.

The topic of responsibility is complex. That is why we see or read about so many irresponsible actions every day. There are many types of responsibility, and while some are clear, others are vague. I would like to distinguish between three aspects of responsibility:

1.Legal

2.Social

3.Moral or personal

Legal responsibility is dictated by law. This could be as simple as complying with the law by driving sober, versus breaking the law by driving under the influence of alcohol. It could be a complex case of what falls within the parameters of free speech, such as the case of Hustler Magazine, Inc. v. Falwell (1988) that went to the U.S. Supreme Court. The Court ruled in favor of Hustler, stating that the First Amendment prohibits awarding damages to public figures for emotional distress intentionally inflicted upon them. Some people are simply irresponsible and make bad decisions or take bad actions knowing that they’re breaking the law. Theft and assault are obvious breaches of the law. However, many people break the law every day, whether it is speeding, using a cell phone while driving, or, in some states, playing poker for money at home. Many of us feel as though these offenses don’t warrant punishment, but the adage of “ignorance of the law is no excuse” still applies in almost every case, and breaking these laws can lead to very sad consequences. For example, in 2012 a Massachusetts teenager was convicted of vehicular homicide in a texting-while-driving case and sentenced to prison.

Social responsibility is responsibility with sensitivity toward social, cultural, economic, and environmental causes. It could relate to an entity, organization, or individual. Examples include clean environment policies such as recycling or corporate social responsibility initiatives such as social enterprise or philanthropy. It could be as simple as helping out your neighbors or people in need.

Moral or personal responsibility is about treating each other with respect and dignity, not gossiping about people, keeping your promises, being dependable, having integrity, being loyal, having humility, or being generous. It is about feeling responsible for people or things because we believe it is the right thing to do. It is where we feel that ignoring our moral responsibility would be wrong. It is also about ethics. These are not legal responsibilities—they are responsibilities we may feel honor-bound to perform because of our personal beliefs and values. This is the area of responsibility that can create bad behavior and stress and anxiety for others. It is also addressed by many of the other values discussed in this book.

In summary, the responsible thing to do is not always crystal clear, and we hopefully learn from our mistakes. What we have to be careful of is not crossing the line on our legal or moral responsibilities, particularly in the eyes of a good and reasonable person. Success often comes from doing things for the right reasons. It comes from being accountable, where only the truth sounds like the truth. It comes from being responsible to ourselves and to others.

OFFICE AND PLAYGROUND EXAMPLES

Most of us inherently know what is right and wrong. As kids and adults we just cannot help ourselves at times from performing some form of irresponsible behavior toward others. Often done in pursuit of revenge, self-preservation, self-advancement, or stupidity, examples of irresponsible behavior include cheating, lying, breaking the rules, making other people scapegoats, taking credit for things we did not do, being unfair to others, not being helpful, and/or being dishonest or deceitful.

SOME SHORT STORIES FROM KIDS AND ADULTS

Try Your Best

The Kid: My son Wills is 10 years old and plays the cello. He calls his cello “Chester.” Wills has been playing this instrument the last few years and is genuinely good at it. His one problem is that he hates to practice. Getting 10 or 15 minutes a day out of him is like squeezing blood from a stone. It is like waging a war, and we often feel completely exhausted once the battle is over and he has reluctantly practiced his session. Some may say that we should just let him have his way and pursue something else. But getting kids to focus on practicing anything is a battle that many of us confront. We want them to practice because that is generally what it takes to succeed. Again, Outliers and the “10,000 Hour Rule” is some testament to that, although for most of us 10,000 hours is an extreme. That would be over 40,000 battles with Wills! A year ago, Wills played cello at the Summer String Festival with almost 200 other kids. They finished the concert with the most spine-tingling, most amazing finale of Canon in D. I am not a musician myself, but it is a beautiful musical piece consisting of violins, cellos, and harps. Amelia Gold from The Elisabeth Morrow School teaches the String Festival kids (children ages 4 to 12) and has been running the program for many years. In 2006, she and the kids were featured on The Today Show. Amelia says that the orchestra is not about any one individual, as there are no soloists in the program. It is about watching 200 kids work together doing their best, and each year they do just that. Wills is like many other kids and adults. He has some raw talent and doesn’t always want to practice, but when he focuses on something in the right environment and has the right structure and support, he can thrive and deliver some beautiful results. In the end, he really enjoys it too! How can you best set yourself up to actually do your very best?

The Adult: In 1999 I listened to Dan Jansen give a talk. Jansen is considered one of the greatest sprint speed skaters ever. In 1984 he was to skate at the Calgary Winter Olympics as a favorite for gold. On the morning of his 500-meter race, he was informed that his sister had just died of leukemia. He debated on whether he should skate or not. He decided to but felt completely out of sorts. One turn into the race his left skate gave in, and he fell. He didn’t sit and complain or offer excuses. In 1992 at the Albertville Olympic Games in France, he felt great but only came in at fourth place. His last attempt came in 1994 at the Olympic Games in Lillehammer, Norway. He was not feeling right that day, and his timing seemed off. He slipped slightly during his sprint but maintained his rhythm. This was a game where the difference between first and fifth place is often in hundredths of a second, and one slip can cost you heavily. “For some reason, I was calm when I slipped,” he would say later. “There was no panic.” Jansen won that race and claimed the gold medal. He skated a victory lap with his baby daughter Jane, named for his sister. Jansen had three major comments to make about trying and winning:

1.If you “fall down” in life—get up. You can’t “lie down” indefinitely.

2.Don’t compare yourself to others to measure success. Believe in yourself and measure yourself.

3.Be the best you can be.

That last point is what this story is all about. Jansen gave it his all, triumphed over failure, and was always the best he could be.

Revisionist History

The Kids: We likely said it many times as a young kid “It wasn’t me!” It’s probably the best, most timeless excuse for little kids, even when they are in fact the guilty party. It is also a very common white lie, which is defined as a minor or benign falsehood or a well-intentioned untruth. As kids this is all pretty innocent, but as we grow up, the use of this excuse can become much more damaging, especially when used in more serious circumstances.

The Adults: Steve (not his real name) was the chief executive officer (CEO) of a business. He had a habit of promoting people he personally liked into important roles in the organization. For a period of time he would praise them for their efforts, and they could do no wrong. Most of the time they were yes-men, doing what they knew Steve wanted. The yes-men provided little to no pushback to Steve. Then things would start to go wrong, and eventually they would leave the business or be replaced. Steve would then blame all the problems on them and put in the next soon-to-be culprit.

Sigmund Freud once said that denial is an unconscious defense mechanism against realities that threaten the ego. This was certainly the case with Steve. When things did not work out as planned, he would revise the past and assign blame to the person who left, even though that very person was one he clearly supported during the person’s tenure. This was a form of revisionist history, or reinterpretation of the past, to make Steve feel better and protect his own ego. Assigning blame to others or rationalizing this practice may help you manage your own ego and avoid taking responsibility, but it is usually very obvious to others and will severely diminish your credibility, along with their respect and support for you. Instead, try putting your ego on hold and assume full responsibility, especially when you are the leader.

THREE KEY THEMES

1. Fear and Courage

On May 17, 1980, a race riot exploded in Miami, Florida, when four white police officers were acquitted after being charged with beating a black man to death over a traffic accident. The three-day riot in the Liberty City section of Miami caused over $100 million in damage and resulted in 18 deaths, a curfew, and the deployment of the National Guard. Almost three years later, two white men were murdered as they stopped at a traffic light in Liberty City, as anger still simmered in the area.

A few weeks after the murders, I sat in the backseat of a car in the courtyard of an apartment complex deep inside Liberty City. I was talking in a stressed manner to my friend and Bahama buddy Mike (see Chapter 3), asking him what the heck we were doing there.

We sat in that car for the longest 30 minutes of my life. I honestly thought we were going to die! The only thing that kept me from going insane was making jokes. I blabbered on nonsensically about what more we could do to jeopardize the situation even further.

Mike and I had taken a cruise ship from the Bahamas two days day before, where we had met a teacher he knew from Freeport. She had asked us a favor—she wanted us to meet up and drive her to an address in Miami so that she could drop off a package for someone. She was black, and we were both white. She forgot to mention the precise location, and then one thing led to another. While she was inside the building dropping off the package, we sat in the car silently freaking out. In the end she came out, and we drove off with not a word said. Luckily for us, it was a sunny, early Sunday morning in Liberty City, and things were very quiet.

An hour later, we were in a bar at the Miami airport and realized how irresponsible we had been to risk our lives in that manner. We knew how lucky we were and swore we would never do anything that stupid again. The main lesson to be learned here is that we all do something “stupid” once in a while, and in the case of being in a fearful or stressed situation, you have to find some way to calm yourself down. In my case, I often use humor. If things blow up at work or at home and stress levels go up, some level of humor can often help defuse the situation and relax people. This all depends on the severity of the situation, of course. How do you calm yourself down?

A Psychology Today article by Melanie Greenberg, PhD, published in August 2012 addresses the psychology of courage. Greenberg writes that “Courage is something that everybody wants—an attribute of good character that makes us worthy of respect.”1 There are several types of courage, including physical strength and endurance, mental stamina, and innovation. Greenberg uses certain interesting quotes to demonstrate six different ways in which courage can be defined:

1.Feel Fear Yet Choosing to Act. “Being terrified but going ahead and doing what must be done—that’s courage. The one who feels no fear is a fool, and the one who lets fear rule him is a coward.”—Piers Anthony

2.Following Your Heart. “Passion is what drives us crazy, what makes us do extraordinary things, to discover, to challenge ourselves. Passion is and should always be the heart of courage.”—Midori Komatsu

3.Persevering in the Face of Adversity. “Courage doesn’t always roar. Sometimes courage is the little voice at the end of the day that says I’ll try again tomorrow.”—Mary Anne Radmacher

4.Standing Up for What Is Right. “Speak your mind, even if your voice shakes.”—Maggie Kuhn, Social Activist

5.Expanding Your Horizons; Letting Go of the Familiar. “Life shrinks or expands in proportion to one’s courage.”—Anais Nin

6.Facing Suffering with Dignity or Faith. “There is no need to be ashamed of tears, for tears bear witness that a man has the greatest courage, the courage to suffer.”—Viktor E. Frankl2

Finally, Greenberg has an excellent courage-building exercise. Think of a situation as an adult when you felt afraid, yet chose to face your fear. What were the circumstances, what were you and others doing or thinking, and at what point did the fear subside? Then think of a situation in your childhood in which you also faced fear. What was similar or different about how you dealt with the situation? Are there skills you can apply in future cases of fear or anxiety?

2. Owning It!

Wikipedia hosts a “List of Controversial Issues.” There are hundreds of items listed under politics, economics, history, religion, science, etc. The first one listed, which was in alphanumerical order, happens to be the 2003 invasion of Iraq. Eleven years later, there are still many opposing views by people on this war. The fact of the matter, though, is that it was not their decision. It was largely the decision of President George W. Bush and partly the government leaders in power at the time. The bottom line is that the president owned it!

We all likely know people who think they can do a job better than someone else, whether it’s my barber telling me he knows how to run the country better than the president or someone at work telling me they know how to run the company better than my boss. Often these people are Monday-morning quarterbacks, or people who pass judgment from a position of hindsight. Or they could be backseat drivers who criticize the driver or offer unwanted advice. The common theme is that they think they know better than the person responsible, but they do not actually own it. We can all comment on a president’s actions, a CEO’s actions, or another person’s actions when it comes to important or controversial decisions. However, if you don’t own it you can voice your opinion, but ultimately you have to accept the decision made, respect it or reject it, and simply walk away. Look yourself in the mirror and ask yourself how you feel about making and owning tough decisions. It is easy and fun to take credit for making good decisions, but it is tough and miserable to deal with making bad decisions.

Theodore Roosevelt said, “In any moment of decision, the best thing you can do is the right thing, the next best thing is the wrong thing, and the worst thing you can do is nothing.”

The other burden facing ownership decisions is when people push the ownership on someone else. In 1974 Harvard Business Review published a management article titled “Who’s Got the Monkey?” that continues to be one of the publication’s two best-selling reprints. The central question addressed in “Who’s Got the Monkey” is still relevant today: Why do managers typically run out of time while their subordinates typically run out of work?

The crux of the story is that employees find subtle ways to dump work back on their managers—either under the premise that they are waiting for more information or are asking what to do—and managers take over the ownership without fully realizing it. This is essentially dumping the problem (referred to as the monkey) back on the manager. Knowing how to assign ownership and transfer the initiative of dealing with decisions is important to productivity. It also provides more challenge and engagement for others. Do you delegate and assign clear ownership effectively?

3. Using Common Sense (or Good Judgment)

In 1787, a group of people gathered together to write what would become the U.S. Constitution. It took 100 days to frame the Constitution, and the original document was only 4,618 words, including signatures. It is the oldest and shortest written Constitution of any major government in the world. The framers included many Founding Fathers such as Benjamin Franklin and George Washington. The Constitution was put into effect in 1789 and has been amended only 27 times; the first 10 amendments are collectively known as the Bill of Rights. The Constitution was meant to be a living document. The brilliance of the Constitution was and still is its simplicity, and it was an incredible example of using common sense for the common good. One example is the constitutional guarantee that no person or class of persons shall be denied the same protection of the laws that is enjoyed by other persons or other classes in like circumstances in their lives, liberty, property, and pursuit of happiness. The Declaration of Independence states:

We hold these truths to be self-evident, that all men are created equal, that they are endowed by their Creator with certain inalienable Rights, that among these are Life, Liberty and the pursuit of Happiness.

But what is common sense, and can it be taught? A 2009 Encyclopedia Britannica article by psychologist and author Daniel Willingham has some interesting perspectives on this. Willingham referred to the book What Intelligence Tests Miss by psychologist Keith Stanovich. Stanovich starts the book by asking us to consider why smart people do dumb things. He uses an example of David Denby, a film critic for the New Yorker. Denby had a divorce settlement looming and decided that he needed to make a million dollars quickly. Although he knew nothing about investing, he sold all his conservative investments in 1999 and went all in on technology stocks. He knew that this move was not rational. As his losses mounted with the technology collapse soon thereafter, he continued to invest in a vain attempt to recoup his losses. Willingham’s analysis asks, “How could someone [Denby] who likely would score very high in a standard intelligence test, do not just one bone-headed thing, but a whole series of really bone-headed things?”3

Willingham’s conclusion is that intelligence tests measure the efficiency of the algorithmic mind. The algorithmic mind processes information, juggles concepts in working memory, makes comparisons, and combines them in different ways. What these tests miss is the reflective mind. The term “reflective mind” refers to the goals of the system, beliefs relevant to these goals, and the selection of actions to try to get to these goals. One powerful example of this, in my opinion, is how all these brilliant people in the financial world dreamed up the concept of subprime mortgages and financial derivatives. They were clearly the result of algorithmic minds. What they failed to use was their reflective minds, which might have considered the vulnerability of these instruments. Many of them were also overly complex, which a lot of algorithmic-minded people like to do in order to make themselves feel smart. This was evidenced in 2008 with the failure of Lehman Brothers and a global financial meltdown that adversely impacted millions of people. Clearly, poor judgment and lack of common sense came into play. Had there been thoughtful consideration of both the short-term and long-term consequences of their actions, along with some practical wisdom and good sense of that analysis, these disasters may have been avoided. We demonstrate good judgment when we choose worthy goals, set proper priorities, consider the consequences of our actions, and base our decisions on practical wisdom and good sense. There are no set formulas, and this is a learning process—yes, we will make mistakes. Four things to consider are:

1.Give yourself time to think things through before making a decision. How many times have you sent a knee-jerk angry response back by text or e-mail and later regretted it? Ask yourself: Is this the right thing to do? What could happen if I do this? What could I lose or gain? What other choices do I have? Is this really worth pursuing? What are the consequences?

2.Listen to your gut. Often we have that bad feeling deep inside of us, and it turns out to be validated. Are you being pressured by others to do something you would not normally choose to do, or are you doing it because of fear of rejection? Listen to your gut.

3.Learn from others. Has someone else you know dealt with a similar experience? What choices did they make, and what worked or did not work for them?

4.Keep it simple. The more complex things get, the more questionable and risky the outcome.

Finally, I want to mention some thoughts from Tony Robbins on taking control of your decisions in life. Robbins says that the single force that shapes the quality of our life is the power of choice. “Success is a result of good judgment; good judgment is the result of experience, in most cases. And what about experience? Yes, experience is most often the result of bad judgment.” Robbins considers this to be good news: “The experience gained from bad judgment and bad decisions is unbelievably valuable—it’s priceless. So don’t waste time beating yourself up over poor decisions you’ve made; learn from the experiences.”4

We make many decisions every single day. Some are highly consequential, and some are not. Our ability to make the right call is often significant. Analyze, reflect, and, where appropriate, use your gut in deciding. Finally, accept and learn from your mistakes.

APPLYING THE PARETO PRINCIPLE

I would like to say that the Pareto principle does not apply here and that we should be responsible 100 percent of the time. However, “to err is human, to forgive is divine.” And some mistakes we make as humans are also the result of irresponsible actions. Face it, we just aren’t perfect. The best thing we can do is to be more self-aware and try to improve. The Pareto principle in this area is to spend 80 percent of your time on your core responsibilities to others and 20 percent on “me time,” focusing on responsibility to yourself as well as your self-awareness and self-improvement.

THREE THINGS YOU CAN DO TO IMPROVE RESPONSIBILITY (WHAT’S IN IT FOR YOU?)

1. Right People, Right Seats

Fox Business shared a list naming the 10 worst CEOs ever. Some of the CEOs profiled include:

•Kenneth Lay, famous for the Enron bankruptcy.

•Leo Apotheker, who made a huge acquisition mistake for Hewlett-Packard.

•James Cayne, famous for being at a bridge tournament in Detroit when Bear Stearns was on the verge of bankruptcy in 2008.

•John Sculley, hired by Apple in 1983. Sculley fired Steve Jobs in 1985 but was forced out over mismanagement of product lines in 1993 and soon after replaced by Jobs.

•Dennis Kozlowski, who was accused of unauthorized bonuses and misuse of company funds at Tyco and sentenced to jail.

•Jon Corzine, who made an outsized bet at MF Global and was accused of possible misuse of customer funds exceeding $1 billion.

All of these people were once smart, capable people. In many cases, the ultimate downfall was the result of an oversized ego (“I can do no wrong”), attitude, or a loss of integrity. These are not skills. They are examples of poor values and behaviors. The boards that appointed them into the role of CEO ultimately found that they were the wrong people in the wrong seats, and the consequences and fallout were immense: thousands of jobs lost, millions of dollars stolen or squandered, companies that fell apart, investors who lost millions, and many lives ruined.

The “wrong person, wrong seat” issue is not just at the CEO level. Every person matters. Take some lower-level rogue traders such as Nick Leeson who single-handedly bankrupted Barings Bank, Britain’s oldest investment bank, in 1995. Or Jerome Kerviel, a trader at Societe Generale who cost the bank over $6 billion in losses. And then there are the many people who sit today in the “wrong seat” and who cause misery and problems for others.

You have probably heard the old saying “one bad apple can spoil the whole bunch.” It is typically used as a metaphor to describe how one person doing wrong can affect a whole group of people or how one person can have a negative influence on those around him or her, causing them to do wrong as well.

People are the number one asset in almost every walk in life, whether it is a person who you are in a relationship with, a family unit, a team at work, or a large organization. Some situations have more flexibility than others—for instance, we are not likely to kick someone out of a family! However, in the majority of cases there is flexibility, and it is important to make sure you surround yourself with the type of person who best fits your team or organization and also your culture and values. In the classic book Good to Great, Jim Collins says that “to build a successful organization and team you must get the right people on the bus.”5 His research shows that great companies and organizations do just this. They get the right people and put them in the right seats. During my life, I have seen many poor decisions made regarding who to put into certain roles. I am sure you have also. The best solution in most cases is to put into a challenging role someone you know well who has demonstrated their abilities. If you have to hire someone outside for the role, the first big challenge is clearly identifying the right people who will be a good fit for the organization and moving them into the right role. If a mistake is made here or the role changes such that these individuals are no longer the best fit, then the next challenge is moving them into a role that does fit or out of the organization.

Hiring the Right People

The process of hiring usually focuses on the job description and skills required. A 2012 Forbes article by Mark Murphy, author of Hiring for Attitude, provides some excellent food for thought. Murphy has personally provided guidance through his research and training to more than 100,000 leaders from virtually every industry and half the Fortune 500 companies. He talks about why so many fail within 18 months of taking a job and about whether technical skills or soft skills are more important. Murphy’s research tracked 20,000 new hires, of whom 46 percent failed within 18 months. But more interesting, 89 percent of the time the failure was for attitudinal reasons and only 11 percent of the time for lack of skill. Those attitudinal deficits included lack of coachability, low levels of emotional intelligence, lack of motivation, and temperament. It is much easier to assess technical competency. We need to spend more time interviewing people on their attitude, which includes their motivation to learn new skills, think innovatively, cope with failure, and collaborate with others. Herb Kelleher, former Southwest Airlines CEO, used to say that “we can change skill levels through training, but we can’t change attitude.” During my career I have made one or two poor hiring decisions, sometimes due to rushing and the urgent need to get someone in the door to help alleviate the workload. What I learned is that rushing to hire is a BIG mistake. A bad hire causes a tremendous amount of distraction, stress, and pain for all parties and often takes a lot longer to resolve, which leads me to challenge number two.

Wrong People, Wrong Seat

If someone does not seem to be the right fit for their role, then you have two options: (A) find them a role where they can contribute and succeed or (B) move them out of the organization. As we saw with the CEOs who failed, carrying out one of these actions is necessary at all levels of an organization, from the CEO to the lowest-level employee. Nobody should get a free ride. However, this is where things often go wrong. Sometimes leadership selects option A and everything works out. Sometimes a person genuinely can become a valuable asset in a different role. But in many cases, leadership pursues option A only because they don’t want to take responsibility for option B. For instance, the employees in question may have been with the organization a long time, and the pain and agony of terminating them is too much for the manager to bear. Instead they get shuffled around the organization. The key is this: if there is no role for them to contribute and excel, then termination is an absolute MUST. Failure to do so will likely result in a bad apple rotting the bunch. Other team members may get frustrated carrying the extra load, and bad attitudes can be contagious.

Here are several things to consider when letting someone go that should help ease the process:

•Never let it be a surprise! Give them feedback on their performance and a chance to correct and improve. If that fails, you should then let them go.

•Do it privately and compassionately. Handle it in the same way you would expect someone to treat you, with dignity and fairness.

•Make it clear why they are being let go. Lay out the facts. Don’t sugarcoat it with excuses.

•Keep it brief. People don’t want the agony dragged out. Be clear that the decision is made and is final. This is not open to negotiation.

•Make sure you have taken the legal measures to protect yourself and the organization and that you have a witness present.

Whatever the specifics, action is better than no action. Most people do not like the idea of terminating an employee, especially if the person is a friend. But this is what responsible leaders have to do, and in the end it usually works out better for all parties.

2. Stepping Up!

Several years ago a young intern, whom I will call Victor, joined a midsize technology company. Victor was 19 years old and working part-time as he went through college. He was also brilliant. Over the next couple of years, he became known by almost everyone in the company. He would step up to any challenge given to him and then actually take it to a completely different level. Victor eventually joined the company full-time and gained the respect and adoration of everyone from the CEO to the newest of employees. He was energized, gutsy, personable, and smart. But the biggest differential was his willingness to step up to just about anything and go above and beyond. He wowed everyone he worked with and for. Victor’s career has blossomed over the past few years. He is a well-known expert in his field, has done numerous TV interviews, and is highly respected in his industry.

There are many intelligent, hardworking people out there. So, what truly differentiates those who make their way to the top or to highly successful positions? John Izzo, PhD, is the author of Stepping Up: How Taking Responsibility Changes Everything. Izzo offers the key to a great career, a great workplace, better relationships, and a better world. He writes that “one of the most important reasons to step up is that most of the time we regret not stepping up.” Perpetually wondering “what might have been” is no way to live. Izzo goes on to say that there are always voices in our heads “telling us not to step up, a voice telling us that we are not good enough, skilled enough, worthy enough. But these voices are not our friends.”6

Has this ever happened to you? A regret that you missed an opportunity because you were too afraid to step up? I can say that it has happened to me on several occasions, and I felt sad and disappointed with myself afterward.

So, next time a good opportunity comes your way, seize it! Life is too short not to.

3. Holding Yourself and Others Accountable

Accountability can be described as the obligation of an individual or organization to account for its activities, accept responsibility for them, and disclose the results in a transparent manner. These activities often take the form of goals. Whenever I see people set goals for the year, I more often than not see goals that are almost slam dunks. By that I mean relatively easy to accomplish. The basics behind good goal setting are not complex. They should be focused, achievable, realistic, measurable, challenging, and in line with the overall goals of the organization and/or individual. Psychologically, however, there can be some challenges to effective goal setting. Ray B. Williams wrote an article for Psychology Today on the topic of why goal setting doesn’t work. Williams states that “our society, at both the individual level and in organizations, has an obsession with goal setting, particularly ‘stretch’ goals or ‘audacious goals.’ We tie goals to accomplishment. In our culture, an individual cannot be considered successful unless goals are achieved.”7

Williams goes on to say that “the inherent problem with goal setting is related to how the brain works. Recent neuroscience research shows the brain works in a protective way, resistant to change. Therefore, any goals that require substantial behavioral change or thinking-pattern change will automatically be resisted.”8

Interestingly, Sim Sitkin, a Duke University business school professor, completed a study of stretch goals and found that they were most likely to be pursued by desperate, embattled companies that would have difficulty adapting if the goals failed. Yes, I have seen that happen before, akin to a Hail Mary route! Many scholars argue that the price we pay for overly focusing on goals is a loss of independent thinking and personal initiative.

Despite all this, goals are still a reality and an expectation of most employers who exist today. They also help frame the path for individuals in their life. I actually like setting personal goals. They keep me focused on continual improvement and development.

I have seen well-organized businesses establish wonderful goal-setting processes, but then things begin to fall apart. Often there is poor monitoring of performance, and the goals lay on the side, almost forgotten, while everybody scrambles to do their day job. Some goals become less relevant as the business makes course changes and as priorities shift. Most often, however, key goals get assigned to multiple parties, and it becomes less clear who is actually accountable. If things go wrong, people start to point fingers at others, and no one is actually accountable. What a joke!

The most important things required to build an environment of accountability are clear roles, team leadership, and individual leadership. If roles or processes are ambiguous, people struggle to be accountable. It is critical to avoid confusion about who is doing what.

If a team or individual is truly accountable, members will identify gaps and build a more capable team. There will be a sense of true ownership. They will feel the freedom to make the necessary decisions. Ultimately, accountability is the foundation for supporting learning and development. It challenges people and allows them to measure success or even failure in a safe and supportive manner. Accountability should not be a tool for punishing people. If that is the risk, few will step up or challenge themselves. Innovation and risk taking will be lost. How do you feel about the process and level of accountability for yourself, your organization, and others? What can you do to make this work better?

When it comes to privacy and accountability, people always demand the former for themselves and the latter for everyone else.

David Brin

WRAP-UP

Three key things to focus on to improve the level of responsible actions in your work/life:

1.Surround yourself with the right people. Distance yourself, in a compassionate but effective manner, from those who cannot act responsibly or are simply in the wrong seat. This may require very hard decisions but will provide a greater chance of success and happiness for you and those around you.

2.Step up to those big challenges and opportunities that come your way. Don’t shy away. These often provide the chance to demonstrate your true capabilities and shine, leading to greater opportunities ahead. Seize them!

3.Make sure roles and responsibilities are clear and hold yourself and others accountable. Remember, the goal is not about rewarding for success and punishing for failure; it is about recognizing achievements, communicating honestly, learning from mistakes, and fostering improvement.

Finally, remember the quote from Abraham Lincoln: “You cannot escape the responsibility of tomorrow by evading it today.”
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Empowering Yourself, Your 
Team, or Your Organization to 
Behave Better!

Empower: to give ability to; enable or permit.

When dealing with people, let us remember we are not dealing with creatures of logic. We are dealing with creatures of emotion, creatures bristling with prejudices and motivated by pride or vanity.

Dale Carnegie

SO WHAT DO YOU DO NOW?

At the time of this writing, Amazon had over 26,000 self-help books on success and 12,000 on happiness. It has over 186,000 paperback books on self-help in general. Self-help can be defined as “the use of one’s own efforts and resources to achieve things without relying on others.”

The Self-Help Conundrum

As I researched articles on self-help books and how people supposedly get the best out of them, I found many interesting positive and negative views.

In 2011, a Mail Online article in the United Kingdom was titled “Self-Help Books Could Ruin Your Life! They Promise Everything—and Sell in the Millions, but a Leading Psychologist Remains Unconvinced.” That psychologist, Professor Timothy D. Wilson, was quoted as saying that “Many self-help authors offer mantras and ‘remedies’ that are designed to make people feel good—but they don’t actually cure what ails them.”1

A 2012 Psychology Today article by Susan Krauss Whitbourne, PhD, provided five guidelines to help readers find the right self-help book for them. These included (1) check out the author’s credentials, (2) think of your book as a therapist, (3) look critically at the quality of the writing; (4) decide whether the book will motivate you, and (5) don’t be afraid to give it a critical reading.

Another article in Psychology Today by Barbara Markway, PhD, suggested looking for a book that focuses on a limited range of problems, a book that provides specific guidance for implementing the techniques, a book that helps you monitor progress and addresses the possibility of relapse or setbacks.

My take on the self-help conundrum: There are no magic cures. Self-help books merely provide ideas and tips. Some may work for you, and some may not. Reading them is usually the easy part. It is similar to attending a course or seminar on self-improvement. The hard part comes when you have to actually focus on applying ideas that gel with you and on making the time and effort to practice, practice, and practice. Often for most people, they are not things you feel comfortable with or want to practice, such as public speaking.

Top Self-Help Books and What Made Them Successful

Though this is somewhat subjective, names of books in this category might include The Power of Now, by Eckhart Tolle; The 7 Habits of Highly Effective People, by Stephen R. Covey; The Art of Happiness, by the Dalai Lama; Good to Great, by Jim Collins; and The 4 Hour Workweek, by Timothy Ferris. What made them so successful? Comment after comment include themes like a profound influence on people’s lives, life-changing; some were spiritual, some had key business ideas, some made you more productive. There are of course many, many other books.

Feedback from Others

Some of the responses I got from a broad array of friends and colleagues on reasons why they read self-help or inspirational books included wanting actionable ideas, a reality check, something that resonates, an easy read, and an aha moment.

My Thoughts and My Challenge to You

A self-help book is a medium that usually offers us a few memorable ideas that stick in our mind; we either consciously or subconsciously apply them in our lives in a way that makes us better at what we do or who we are.

Going back to one of my personal favorites, 20,000 Days and Counting by Robert D. Smith, I have a routine of marking up the date and the number of days I have been alive on the white board in my office each day. That simple five-second action helps to remind me that every single day counts. The book also reminds me that life is a series of moments and that there have been only a few really major influencers or people in my life I have truly counted on, and I am talking fewer than 50. These include certain family members and friends but not necessarily people I see all the time. That doesn’t mean we don’t have hundreds or even thousands of contacts or people we know; it’s the ones who are really there for each other that often count most.

Having read Good to Great several years ago, the one key takeaway I have from that book is right people, right seats. This means getting the right people in the right jobs—get that wrong, and big things that matter will likely go wrong! As simple as it seems, it is actually very hard and is often the Achilles’ heel to a leader. Emotional decisions and unsound loyalties can often screw that one up.

There is no magic bullet out there with which people can transform overnight. My goal with this book, however, is to provide you with six memorable values along with short, simple, repeatable actions to help drive happiness and success in your work/life. Remember, happiness ultimately is success—not too many of us want to be unhappy; to get there, be self-aware, continuously improve yourself, and apply the 4Cs and 2Rs.

The theme of self-awareness and self-improvement is an overriding theme that requires continuous, almost subconscious or natural, effort. Then, there are the six values. Each has 3 recommended areas to focus on to help improve in that area. We can’t focus on all 18 of them at the same time, so we should review and prioritize on a recurring but periodic basis, such as every three months.

TIME TO IMPLEMENT, MONITOR, AND REVIEW

Self-Awareness and Self-Improvement Begins and Ends at the Individual Level

Appendix B provides you with three questions to ask yourself every three months. This will help you assess what areas, if any, you should consider focusing on regarding your self-awareness and self-improvement efforts. I also recommend rereading Chapters 1 and 2 at least once a year as a gentle reminder.

The Six Key Values Questionnaire

Appendix C provides you with a questionnaire and instructions addressing each of the six key values. Appendices B and C are also available online at www.worklifeequation.com.

There are just 18 questions for people to answer using a simple scoring system of 1 to 10. Note that the results for individuals, their teams, or their organizations could differ significantly. You could be on a dysfunctional team at a very successful company. Or a single individual colleague on your team could be dysfunctional, but the rest of the team gels together very well.

If this exercise is for you as an individual, I recommend that you ask three or more other people who know you well to complete the survey on you. Ask them to be brutally honest but also constructive with their feedback. They could be friends, colleagues, peers, or bosses. If people are uncomfortable providing you the feedback directly, ask them to complete the survey anonymously and have a third party (e.g., a coach) collect and collate the data for you. In the end, you want to see how you rate yourself on each of the values versus how others rate you and to be aware of any extreme high or low scores from other parties. Rank the combined averages but also note any low or high scores to specific questions given by people rating you (e.g., scores of 1 to 3 or 8 to 10). Identify the value or behavior you and/or others believe you are weakest at, and refer back to the relevant chapter for things you can do to improve. For areas with high scores (e.g., 8–10), keep doing whatever you are already doing. Focus on one value at a time, and when you feel that you’ve integrated it into your life, focus on the next. Work with a coach if possible. Retake this questionnaire at least once a year to monitor your trends in perceived behavior, good and bad.

If this is for a team, write the name of each person being evaluated in the columns and have each member of the team complete the survey. For example, I completed this exercise with most of my staff. We rated each other and the broader team overall. Have someone on the team, or independent from the team, collate the data. If possible, leverage a coach to help facilitate the exercise and a follow-up discussion with the team. Be open-minded and appreciate the constructive feedback, both positive and negative.

If this is for an organization, ask each member to complete the questions based on her or his assessment of the organization as a whole. The results will help provide some feedback on the values and behaviors of the broader entity and areas that warrant attention. Is the company or enterprise listening to its employees? Is the company compassionate toward its employees? Share the results with the employees, and seek more input or clarification if necessary. Remember that perception may or may not be reality. Show that you care.

HOW LONG TO FORM A GOOD HABIT?

A 2009 research paper titled “How Are Habits Formed: Modelling Habit Formation in the Real World” and published in the European Journal of Social Psychology by Phillippa Lally and colleagues from University College London suggests that it takes an average of 66 days to form a new habit. Although the average was 66 days, there was a marked variation in how long the habits took to form, with anywhere from 18 days up to 254 days. As you can imagine, drinking a glass of water every day is probably a lot easier to become automatic than doing 50 sit-ups before breakfast or 10 minutes of focused breathing exercises each day. The answer, therefore, is that adapting better habits can vary depending on the habit and the individual. It also depends on your personal resistance to change, your commitment and ability to focus and set goals around the area you want to improve, and the level of your support system (coaching). But three to six months is a good milestone period to use.

ARE THESE VALUES ALL EQUALLY IMPORTANT?

This was a question I asked many of the people I interviewed. The six values are all important for the many reasons and examples stated, but people I interviewed believed that some were more important than others. There was an overwhelming majority who said that “responsibility” was the most important. In fact, the order of importance my group came out with was:

1.Responsibility

2.Respect

3.Compassion

4.Consideration

5.Cooperation

6.Courtesy

Wrapped around all of these is the willingness to be self-aware and to self-improve. My personal view is that responsibility is the foundation to these values. Irresponsible actions can lead people to the abyss of hell, with some very sad outcomes—just read the newspaper every day. Having said this, they are all important, and what matters most is what is important specifically to you and your circumstances.

CONCLUSION

What I hope you will have gained by now is simply this:

1.Something that has become a reality check, an aha moment, or an influence on you.

2.Some actionable ideas that you are interested in and willing to focus on.

3.An action that resonates with you and that will hopefully be a life-changing new habit, making you a happier and more successful person in your work and daily life.

Depending on which value you are going to focus on, you may end up trying several new habits, such as:

•A 5- or 10-minute breathing exercise each day to reduce the stress or tension around you. See www.worklifeequation.com for more information.

•Meeting with your own coach on a regular basis. Pick one you like, in the same way you might pick a doctor, an accountant, a personal trainer, or a lawyer. Change the coach if you are not comfortable.

•Using Dr. Seligman’s “Three Good Things Exercise” each night. Think of three good things that happened today, never mind how simple or mundane. Write them down and reflect on reasons why you think they happened.

Whatever you decide to work on, it will in the end simply be up to you. Good Luck.

NOTE

1.Timothy D. Wilson, “Self-Help Books Could Ruin Your Life!,” MailOnline, August 15, 2011, www.dailymail.co.uk/femail/article-2026001/Self-help-books-ruin-life-They-promise-sell-millions.html.



A Final Note from the Author

We will all likely judge the meaning of happiness and success somewhat differently. Happiness is a very individual feeling. Dr. Martin Seligman’s studies provide evidence that happy, full lives are derived far more from lives that are engaged and meaningful. Success will likely be based on achieving what matters most to you, individually and authentically. This means accomplishing things you really want to and in a way that is true to yourself.

The path taken in the pursuit of happiness and success may be based a little on luck but also on hard work (think Malcolm Gladwell’s 10,000 hours rule in his book Outliers). However, it will also be dependent upon our values and behavior. Every day we read examples of people once thought to have been happy and successful but who fell prey to a loss or lack of values. Bad behavior ensues, ultimately leading to failure and a very sad ending. Liars, thieves, cheats, bullies, and self-serving people—an adult playground tragedy. Scandals ensue such as those involving Bernie Madoff, Kenneth Lay of Enron, Eliot Spitzer, Anthony Weiner, and many others. Some get their act together and recover. Others do not.

Many fall victim to the environment they are in. Behavior can be contagious. Remember Lewin’s equation B = f(P, E), where behavior is a function of the person and his or her environment—partly as a result of our DNA or natural personal tendencies and partly a result of what environment we are in. Many of us may have experienced this growing up. Parents try to prevent their children from hanging out in environments filled with “the wrong types” (in their eyes)!

These six values are all important. Why can I say that? At Amazon there are over 100,000 books available on topics related to the six values: over 48,000 on cooperation, 25,000 on responsibility, 25,000 on active listening (consideration), 10,000 on respect, 6,000 on courtesy, and 5,000 on compassion.

This book focuses on all six values or behaviors, takes an 80-20 approach, and hones in on three key themes and three key areas to focus on to help improve. It also provides a simple self-assessment and questionnaire to gain input and assess the values that may need attention.

Count every day, and remember, every day counts! Live each day with self-awareness and a willingness to make yourself a better person. With that and the help of a mentor or coach, focus on those behaviors and values that you think really matter. Don’t hide from reality, or you will just be cheating yourself.

We do not change easily or overnight. It takes time, willpower, and effort. I learned a lot about myself during the process of writing this book. I found areas I am strong at but, more important, got a better sense of areas I am bad at! I confess that I am weak on several of these values, but I am working hard to improve. For me, this means being better at shutting up and listening, probing more carefully, and being more selfless. I focus on breathing exercises to slow down, de-stress, and focus better. I am also trying hard to be more accommodating to others and to cultivate compassion in my daily life.

Whatever your age, it’s never too late. Remember that this can be applied to you, a friend, another individual, a team, or an organization.

Finally, remember the simple formula H, S = f (4C, 2R).

Good luck, and thank you!

Happiness is not something ready made. It comes from your own actions.

Judge your success by what you had to give up in order to get it.

Dalai Lama XIV



Appendices

APPENDIX A: THE BEHAVIOR GRID

A simple summary and quick reminder of the traits, themes, and areas for improvement for each of the key values.














	Appendix A: The Behavior Grid




	 

	Self-Awareness and Self-Improvement

	Cooperation

	Consideration

	Compassion

	Courtesy

	Respect

	Responsibility




	What are we talking about?

	A deep understanding of your strengths and weaknesses. A commitment toward self-improvement.

	Working together for a common purpose or benefit.

	Starts and ends with effective listening.

	Someone who shows kindness, caring, and a willingness to help others.

	A polite attitude and behavior toward others.

	A feeling of deep admiration for someone or something, elicited by their abilities, qualities, or achievements.

	Fulfilling your obligations.




	Good behavior traits

	Getting out of your comfort zone. Confidence. Asking for feedback.

	Looking out for one another. Clear understanding of goals. Recognizing each other’s skill sets.

	Showing patience. Asking thoughtful, open-ended questions. Good eye contact.

	Sharing credit. Being transparent with information. Being empathetic.

	Being inclusive. Being approachable. Go above and beyond.

	Seeking the opinion of other stakeholders. Genuine interest in others. Trusting others.

	Showing up on time. Honest communication and admitting mistakes. Trying your very best and having some guts.




	Examples of good behavior

	Cultivates a good appearance, is proactive, is adaptable, shows initiative, sets a good example, is comfortable with themself, is willing to try new things and take some risk, is genuine.

	Fully engaged, fully transparent team player, enthusiastic.

	Good attention span, attentive, asks good probing questions, listens well, takes constructive feedback, calm, focused, intuitive.

	Thoughtful of others, approachable, has an open-door policy, kind, caring.

	Friendly, polite, gracious, civil, appreciative.

	Reaches out to people, doesn’t gossip, doesn’t badmouth anyone.

	Has a can-do attitude, meets deadlines and commitments, demonstrates professionalism, strives for good grades, is punctual and honest, is conscientious.




	Bad behavior traits

	Do as I say, not as I do (double standards). The Napoleon Complex (lack of self-confidence or has an inferiority complex). People acting out poorly.

	Interests are not aligned. “That’s not my job” attitude. Lack of trust.

	Prejudging. Inflexible. Impatient.

	Egocentric personalities. Selfish. Emotionally shut down or a bystander.

	Laziness. Rudeness. Uncaring.

	Interrupting. Toxic personalities. Letting your team members down repeatedly.

	Lack of attention to detail or follow-through. Taking shortcuts that might undermine the integrity of the final product. Blaming others.




	Examples of bad behavior

	Intimidation, bullying, cowardice, a fraud, spineless, wimpy, embarrassing.

	Withholding information, derailing, undermining, setting someone up to fail, needless bureaucracy, possessive.

	Ignoring, conveniently forgetting, interrupting, distorting, exaggerating.

	“It’s all about me,” not sharing credit, lack of transparency, abusive.

	Cursing, yelling, rude, slacking.

	Backstabbers, control freaks, teasing, disrespectful, gossiping.

	Cheating, lying, blaming, won’t apologize, can’t admit fault, disobedient.




	Three key themes

	The little kid inside all of us. Confronting family of origin issues. Getting the proper support system.

	Appreciating harmony. Knowing and addressing dysfunction. Yin and yang (achieving balance).

	Being fully present. Listening to understand. Effective probing.

	Managing egos. Putting yourself aside. Importance of self-compassion.

	The handshake. Global etiquette. Body language and tone of voice.

	Bringing out the best in people. It’s OK to be humble and wrong. Be tactful when you disagree.

	Having courage. Taking ownership. Integrity and using good judgment.




	Applying the Pareto rule

	20% of your time should be devoted to self-improvement.

	Reduce bureaucracy and increase efficiency by focusing on 20% of the information or actions that gives 80% of the benefits.

	80% deep listening and 20% talking.

	Focus 80% on working effectively with or for others, 20% on yourself.

	No one is a saint—give yourself no more than 20% of time to vent—but try to be courteous at least 80% of the time.

	Focus 80% of your time on giving (showing) respect to others and 20% on assessing how much you are getting the respect you deserve.

	Focus 80% of your time on doing core job responsibilities and 20% on me-time (see self-improvement).




	Three things we can do to improve. Reader: What’s in it for you?

	Take care of the little kid inside. Get independent feedback and have an open discussion (This is what I do well vs. what I don’t do well). Change is hard. Get a (trainer) coach, but remember, training only works when you show up.

	Create a positive environment, leveraging feng shui and team outings. Clarity around purpose helps people understand what’s in it for them and inspires action. Understanding and acceptance of roles and responsibilities.

	Conscious relaxation and clearing of the mind through yoga or meditation (slow down!). Learn to breathe properly. Speak in such a way that others will listen.

	Cultivate compassion daily. Focus on your EQ and factor it into your judgment and decision making. Feed your compassion daily by getting involved in a cause greater than yourself.

	Remember the basics and use common sense. Understand the value of an apology. Know when to walk away.

	Understand self-respect vs. self-esteem. Avoid micromanaging; give people a chance. Learn how to earn respect.

	Surround yourself with good people and those who will challenge you constructively. Step up to everyday challenges. Be a positive role model (hold yourself and others accountable).






APPENDIX B: THE SELF-AWARENESS AND SELF-IMPROVEMENT QUESTIONNAIRE

Three questions to ask yourself, every three months. This will help you assess what areas, if any, you should consider focusing on regarding your self-awareness and self-improvement efforts. I also recommend rereading Chapter 1 as a gentle reminder.

Appendix B: The Self-Awareness and Self-Improvement Questionnaire

Complete this questionnaire every three months.

Task: Reread Chapter 1, “The Need for Self-Awareness and Self-Improvement,” and then answer the following three questions.










	Question #

	Self-Awareness & Self-Improvement

	If Yes

	If No




	1

	Am I taking care of the little kid in me with mindful eating, proper sleep, exercise and possible holistic therapy?

	Continue doing what you are doing.

	Understand why not and try to improve. Work with a coach if possible.




	2

	Am I getting occasional (monthly or quarterly) feedback from people who matter? (This could be my friends, spouse, partner, teammates, boss, peers, and/or others.)

	Continue doing what you are doing.

	Ask people who matter for honest, constructive feedback in the best way that works for them and you.




	3

	Do I have a coach? Am I comfortable with the person, and am I getting value? Remember, a coach is like a trainer.

	Continue doing what you are doing.

	If you do not have a coach yet, ask yourself why. If possible, get one. Change the coach if you are not happy. Without a coach, you may be cheating yourself in life.






APPENDIX C: THE SIX KEY VALUES QUESTIONNAIRE

Just 18 questions for you to answer; input from others who know you will also provide great value. This will help you assess which key values you should consider working on.

These appendices and questionnaires will also be available online at www.worklifeequation.com.

Appendix C: The Six Key Values Questionnaire

Instructions:

1.Ask several appropriate persons to complete this 18-item questionnaire on you (the individual). You should also complete this questionnaire on yourself.

2.Use this questionnaire for you and/or other persons to complete on a team member, a team, and/or an organization (e.g., a company).

3.Enter a score of 1 to 10 for each question and column, as appropriate, with 1 being extremely low, weak, or false and 10 being extremely high, strong, or true.

4.If you cannot answer a question, write “DK” (don’t know).

5.Calculate the total score, the average score, and the high and low scores for each value and individual, team, or organization. See Chapter 9 for more details on scoring and assessment.

6.X = individual, team member, team, or enterprise (add more columns as needed).

Name of Person Completing Form: __________












	(A) Value

	(B) Question

	Name of Individual (X)

	Name of Team Member (X)

	Name of Team (X)

	Name of Your Organization (X)




	Cooperation

	1. I feel a sense of harmony working with X. This means a good working relationship, smooth cooperation, and a sense of belonging.

	 

	 

	 

	 




	Cooperation

	2. X seems to be very functional (i.e., pleasurable and trusting to work with, for, or at), as opposed to dysfunctional (i.e., frustrating, a sense of distrust or even betrayal).

	 

	 

	 

	 




	Cooperation

	3. X is well-balanced and involves the right mix of people in decisions, etc. X has constructive dialogue and genuinely cares about getting the right outcome.

	 

	 

	 

	 




	 

	Total score for Cooperation

	 

	 

	 

	 




	 

	Average total score of Questions 1–3

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score

	 

	 

	 

	 




	Consideration

	4. X pays close attention to what people are saying and asks for clarification where appropriate. X is fully present.

	 

	 

	 

	 




	Consideration

	5. X is willing to be quiet and listen. X is not fearful of what is said. X remains calm, concentrates on matters at hand, and pays close attention.

	 

	 

	 

	 




	Consideration

	6. X probes carefully, being more reflective than reactionary in listening. X will ask why, what, and how types of questions.

	 

	 

	 

	 




	 

	Total score for Consideration

	 

	 

	 

	 




	 

	Average total score of Questions 4–6

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score

	 

	 

	 

	 




	Compassion

	7. X keeps ego in check, chooses words wisely, does not over react, and is comfortable with himself/herself/themselves.

	 

	 

	 

	 




	Compassion

	8. X is altruistic (less selfish) and selfless. X is willing to make sacrifices or accommodations to others where and when it really counts.

	 

	 

	 

	 




	Compassion

	9. X is self-compassionate. X is willing to accept themselves with an open heart. X is not caught up in patterns of fear, negativity, and isolation much, if any, of the time. For team/enterprise, assess this based on the leadership team.

	 

	 

	 

	 




	 

	Total score for Compassion

	 

	 

	 

	 




	 

	Average total score of Questions 7–9

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score

	 

	 

	 

	 




	Courtesy

	10. X has a good practice of shaking hands when appropriate and with confidence. I feel comfortable in X’s presence. For a team/enterprise, assess this based on the leadership team.

	 

	 

	 

	 




	Courtesy

	11. X is culturally sensitive. X has a sense and awareness of global etiquette when dealing with different cultures. X does not usually embarrass others or insult someone on a recurring basis.

	 

	 

	 

	 




	Courtesy

	12. X comes across as very genuine and congruent (body language is in sync with the message). X also respects other people’s space (not “in your face” all of the time). For a team/enterprise, assess this based on the leadership team.

	 

	 

	 

	 




	 

	Total score for Courtesy

	 

	 

	 

	 




	 

	Average total score of Questions 10–12

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score

	 

	 

	 

	 




	Respect

	13. X leverages their talent to the highest potential, encourages thinking and ideas, cultivates good debate, and delegates well, giving people ownership.

	 

	 

	 

	 




	Respect

	14. X admits when he/she/it is wrong and shows humility and respect for the input of others. X does not believe he/she/it knows all the answers.

	 

	 

	 

	 




	Respect

	15. X is tactful when they disagree. X does not take it personally most of the time. X is not in denial. For team/enterprise, assess this based on the leadership team.

	 

	 

	 

	 




	 

	Total score for Respect

	 

	 

	 

	 




	 

	Average total score of Questions 13–15

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score

	 

	 

	 

	 




	Responsibility

	16. X has the courage to step up to greater challenges and makes time to focus on self-improvement.

	 

	 

	 

	 




	Responsibility

	17. X takes ownership, has good influencing skills, and does not point fingers at (blame) others.

	 

	 

	 

	 




	Responsibility

	18. X has good judgment, is highly trusted, and gets the right things done effectively and efficiently. X attracts and leverages good people.

	 

	 

	 

	 




	 

	Total score for Responsibility

	 

	 

	 

	 




	 

	Average total score of Questions 16–18

	 

	 

	 

	 




	 

	High Score

	 

	 

	 

	 




	 

	Low Score
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