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SEVERAL STUDIES CONFIRM
that a leadership revolu-

tion of sorts is underway.
• Most leaders fail to win the trust and

confidence of those they lead, notes Mary
Prefontaine, CEO of the Institute for Career
Advancement Needs (ICAN). “Most people
are not confident in the abilities of their lead-
ers. Values such as honesty, integrity and
accountability top the list of qualities most val-
ued.” Visit www.icanglobal.net/programs.
• Leaders know that a highly skilled work-

force is a strategic differentiator, says Tony
Bingham, CEO of ASTD in its State of the
Industry report. “L&D is critical to
drive growth and sustain competitive
advantage. Leaders spend about $172
billion a year on L&D.” Contact
Kristen Fyfe, Kfyfe@astd.org.
• Two of the nine competencies of

effective global leadership are the
hardest to master—change manage-
ment and ability to influence and build
coalitions, reports Sandi Edwards, SVP,
AMA Enterprise. “A leader must be able to
influence and build relationships to succeed
in a global role. Without outstanding com-
munication and collaboration skills and a keen
understanding of cross-functional areas, global
leaders struggle to forge the global partner-
ships needed to execute their strategies.”
Sadly, says Edwards, “two-in-five employees
feel they hardly ever know what’s going on at
their organization. For employees to be engaged
and productive, they must have a sense of
inclusion and a grasp of what’s going on.”
Visit www.amanet.org or pgryan@aol.com.
• Money/financial rewards takes the 12th

spot among the top motivators for employ-
ees, reveals Ilona Jerabek, Ph.D., president
of PsychTests.com. “The top five motivators
are Customer Orientation (desire to make
customers happy), Achievement (desire to
work in a goal-oriented and challenging
work environment), Inspiration (desire to
inspire others), Identity and Purpose (desire
to work in a company/field that is in line
with our values and ethics), and Fun and
Enjoyment (desire to work in a position/cor-
porate culture that is inherently entertain-
ing). Financial. Women are more motivated
by Altruism and Balanced Lifestyle. Men are
more motivated by Financial Reward, Power,
Status, Contribution and Responsibility. Moti-

vators like Change and Variety, Creativity,
Learning, Independence, and Stability increase
with age.” Email ilona@psychtests.com.
• Managers and leaders have big impact on

team performance, job satisfaction, engage-
ment, motivation, and turnover, notes Dr.
Jerabek. “A manager’s attitude and personali-
ty play a major role in whether employees
thrive or spend the day writing angry rants.
Top-performing managers score high on Skills,
Confidence, Poise, Approachability, and Commun-
ication. They’re more likely to motivate their
people, to be at ease in a position of authori-
ty, charismatic, comfortable with delegating,
and to possess Courage—the fortitude to
make tough decisions and provide negative
feedback and disciplinary measures.”

• Leadership is the key to improv-
ing dismal employee engagement,
reports Don MacPherson, president
of Modern Survey. “People report
that they want two things of senior
leaders: clear vision of where the
organization is going, and opportu-
nity to personally grow and develop.”
Contact cjensen@modernsurvey.com.
• Employee engagement is highly

correlated with business success, individual
achievement, and better health, reports Julie
Clow, former L&D Manager at Google and
author of The Work Revolution: Freedom and
Excellence for All. “To engage people, leaders
need to: focus on the impact of individuals and
teams, and drop all rules, policies, and processes
that fixate on mere activities; define measures of
success that show the connection between efforts
and results; define True Urgency and enable
people to pivot their schedules around this to
best suit their energy needs; build teams with a
diversity of strengths, and allocate roles that
align with individual strengths; define the prior-
itization lenses for each team; encourage team-
work to tackle high-priority projects and launch
them quickly; and empower every person to con-
tribute ideas.” Contact: mtorra@wiley.com.
• Beware: 60 percent of American workers

are unhappy and looking for a new place to
work, notes Thomas S. Klobucher, CEO of
Thomas Interior Systems and author of The
Great Workplace Revolution. “To attract and
retain the best workers, address the reasons
why people are unhappy and adopt 12 essen-
tial strategies for creating great places to work.”
Email tomk@thomasinterior.com or visit
www.thegreatworkplacerevolution.com. LE
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their daily actions, they demonstrate
their deep commitment to their beliefs
and those of the organization.

2. Inspire a shared vision. People
describe their personal-best leadership
experiences as times when they imag-
ine an exciting, highly attractive future.
They have visions and dreams of what
could be. They believe in those dreams,
and are confident in their abilities to
make extraordinary things happen.
Every organization or social movement
begins with a dream or vision—it’s the
force that creates the future.

Leaders envision the future by imagin-
ing exciting and ennobling possibili-
ties. You need to make something
happen, to change the way things are,
to create something that no one else
has created before. Much as an archi-
tect draws a blueprint or an engineer

builds a model, before starting any
project you need to have a clear vision
of what the results should look like—
and connect it to the past, to the history
that got you to where you are. You
can’t command commitment—you
have to inspire it. You have to enlist
others in a common vision by appealing
to shared aspirations. Unity of purpose is
forged when you show your people
how the dream is a shared dream and
how it fulfills the common good. When
you express your enthusiasm and
excitement for the vision, you ignite
passion in others.

3. Challenge the process. Challenge
is the crucible for greatness. Every per-
sonal-best leadership case involved a
change from the status quo. The chal-
lenge might have been an innovative
new product, a cutting-edge service,
groundbreaking legislation, an invigo-
rating campaign, a revolutionary turn-
around, or the start-up of a new plant
or business. It could also be dealing

Leadership Challenge

THE FIFTH EDITION OF THE LEADERSHIP
Challenge marks 25 years since the

book was first published. We’ve spent
three decades researching, consulting,
teaching, and writing about what lead-
ers do and how everyone can learn to
be a better leader. We’re honored by the
reception we’ve received in the profes-
sional and business marketplace.

The Leadership Challenge is about how
leaders mobilize others to want to get
extraordinary things done. It’s about the
practices leaders use to transform values
into actions, visions into realities, obstacles
into innovations, separateness into solidar-
ity, and risks into rewards. It’s about
leaders who create the climate or cul-
ture in which people turn challenging
opportunities into remarkable successes.

We persist in asking the same basic
question we asked when we started our
journey: What did you do when you were
at your personal best as a leader? We’ve
talked to men and women, young and
old, representing every type of organi-
zation, at all levels and functions, from
many different places. Their stories,
and the behaviors and actions they
describe when they do their best,
resulted in the creation of the Five
Practices of Exemplary Leadership:

1. Model the way. Titles are granted
—behavior earns you respect. Exemplary
leaders know that if they want to gain
commitment and achieve the highest
standards, they must be models of the
behavior they expect of others. To Model
the Way, you must first be clear about
your guiding principles. You must clari-
fy values by finding your voice and affirm-
ing the shared values of the group.

Eloquent speeches about common
values aren’t enough. Leaders’ deeds
are far more important than their
words when constituents want to
determine how serious leaders really
are about what they say. Words and
deeds must be consistent. Exemplary
leaders set the example by aligning
actions with shared values. Through

with unexpected economic downturns,
personal betrayal, loss of physical abili-
ty, natural disasters, civil unrest, and
technological disruption. Leaders ven-
ture out—they don’t sit idly by waiting
for fate to smile on them. Leaders are
pioneers, willing to step out into the
unknown. But leaders aren’t the only
creators or originators of new prod-
ucts, services, or processes. In fact, it’s
more likely that they’re not. Innovation
comes more from listening than from
telling. You have to constantly be look-
ing outside yourself and your organi-
zation for new and innovative products,
processes, and services. You need to
search for opportunities by seizing the ini-
tiative and by looking outward for innova-
tive ways to improve.

Since innovation and change involve
experimenting and taking risks, your
major contribution will be to create a
climate for experimentation in which
there is recognition of good ideas, sup-
port of those ideas, and the willingness
to challenge the system.

When you take risks, mistakes and
failures are inevitable. Proceed anyway.
One way of dealing with the potential
failures of experimentation is by con-
stantly generating small wins and
learning from experience.

4. Enable others to act. A grand dream
doesn’t become a reality through the
actions of a single person. It requires
team effort. It requires solid trust and
strong relationships. It requires deep
competence and cool confidence. It
requires group collaboration and indi-
vidual accountability. Leaders foster
collaboration by building trust and
facilitating relationships. This sense of
teamwork extends far beyond a few
direct reports or close confidants. You
have to engage all who must make the
project work—and, in some ways, all
who must live with the results.

Constituents neither perform at
their best nor stick around for long if
you make them feel weak, dependent,
or alienated. Giving your power away
and fostering their personal power and
ownership will make them stronger
and more capable. When you strength-
en others by increasing self-determination
and developing competence, they are
more likely to give it their all and
exceed their own expectations. Focus-
ing on serving the needs of others, and
not your own, builds trust in a leader.
And the more people trust their lead-
ers and each other, the more they take
risks, make changes, and keep organi-
zations and movements alive.

5. Encourage the heart. The climb to
the top is arduous and steep. People
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become exhausted, frustrated, and dis-
enchanted, and are tempted to give up.
Genuine acts of caring draw people
forward. Recognize contributions by
showing appreciation for individual excel-
lence. Such recognition can be one-to-
one or with many people. It can come
from dramatic gestures or simple actions.

Part of your job as a leader is to
show appreciation for people’s contri-
butions and to create a culture of cele-
brating the values and victories by creating
a spirit of community. Recognition and
celebration aren’t necessarily about fun
and games, though fun and games
abound when people encourage the
hearts of their constituents. Neither are
they about pretentious ceremonies
designed to create some phony sense of
camaraderie. Encouragement is, curi-
ously, serious business because it’s how
you visibly and behaviorally link
rewards with performance. Make sure
that people see the benefit of behavior
that’s aligned with cherished values.
When they are authentic and from the
heart, celebrations and rituals build a
strong sense of collective identity and
community spirit that can carry a team
through extraordinarily tough times.

FFiivvee  PPrraaccttiicceess  MMaakkee  aa  DDiiffffeerreennccee
Exemplary leader behavior makes a

profoundly positive difference in people’s
commitment and performance at work.
Leaders who more frequently use The
Five Practices are much more effective.

The more you engage in The Five
Practices, the more you have a positive
influence on others. Leaders who engage
in these practices are more effective.
For example, they create higher-per-
forming teams; generate increased
sales and customer satisfaction; foster
renewed loyalty/commitment; enhance
motivation/hard work; promote higher
involvement and engagement; win new
customers; increase fundraising and
gift-giving; extend services; reduce
absenteeism, turnover, and dropout
rates; and boost recruitment rates.

Over a five-year period, in organiza-
tions where leaders are identified by
constituents as strongly engaged in using
The Five Practices, net income growth
was nearly 18 times higher, and stock
price growth nearly three times higher!

Engaging in these Five Practices
makes a big difference no matter who
or where you are. How you behave as
a leader matters—a lot. LE

James Kouzes and Barry Posner are coauthors of the 25th

anniversary Fifth Edition of The Leadership Challenge: How to
Make Extraordinary Things Happen in Organizations (Jossey-
Bass). Visit www.leadershipchallenge.com.

ACTION: Engage in the five practices.

by John Parker Stewart

areas of results-based leadership: 1) create
purpose; 2) deliver excellence; 3) devel-
op self and others; and 4) lead change.

The LEAD NOW! model helps you
to identify behaviors that you need to
improve. First, identify your focus areas.
Define gaps between your capabilities to-
day and where you hope to be in the future.
Closing the gap involves either leverag-
ing a strength or overcoming a deficiency.

The model’s four quadrants describe
well rounded leadership:
• Quadrant 1: Create purpose (Extern-

ally Focused Business Results). A leader
is responsible for defining the group’s
vision and strategy. Creating Purpose
identifies what the organization stands
for, what it is going to do, and how it is
positioned in the marketplace. This
involves studying the competition,
knowing the customer, analyzing
industry trends, setting strategy, and
communicating effectively to others.
• Quadrant 2: Deliver excellence (Inter-

nally Focused Business Results). A leader
is responsible for deliver-
ing operational excellence—
translating the strategy
into day-to-day execu-
tion. This involves clear
decision making, the
ability to build consistent
and measurable process-
es, continuous improve-
ment, and behaving with
integrity.
• Quadrant 3: Develop

self and others (Internally
Focused People Results).

Leaders must value learning. This involves
seeking personal improvement oppor-
tunities, building and managing team
dynamics, honing technical expertise,
managing time, coaching and develop-
ing others, and managing ego.
• Quadrant 4: Lead Change (Externally

Focused People Results). Leaders are respon-
sible for creating and championing beneficial
change efforts. This involves influencing
key decision makers, sponsoring change
projects, empowering stakeholders,
encouraging innovation, managing
resistance, and making change stick.

Determine which of the four quadrants
is most relevant for either leveraging a
strength or improving a weakness. Then,
identify the dimension that applies. Pro-
gress in the dimension directly impacts
your success in the entire quadrant.

By using the LEAD NOW! coaching
model, you can greatly improve your
capacity to lead and achieve. LE

John Parker Stewart is author of LEAD NOW! A Personal
Coaching Guide for Results-driven Leaders (Executive
Excellence Publishing). Visit www.johnparkerstewart.com.

ACTION: Use the LEAD NOW model of LD.

THE STORY IS TOLD OF A
Boston merchant who

sold his business and
possessions in 1849, and trekked across
America to the gold fields of California
to seek his fortune. Day after day, the
young man prospected but came up
empty. His only reward was a growing
pile of rocks. Discouraged and broke,
he was ready to quit when an old,
prospector said to him, “There’s gold
in these rocks.” He picked up two of
them and smashed them together,
revealing several flecks of gold. He
then said, “Son, you are so busy look-
ing for large nuggets that you’re miss-
ing these precious flecks
of gold. The patient
accumulation of these
flecks has brought me
great wealth.”

Like this young
prospector, many leaders
seek major experiences
that will vault them to
success and enable them
to shine. But real
progress in leadership
skills and talents are
developed one seeming-
ly minor fleck at a time. From small,
continuous efforts come major gains.

Hotel founder J. Willard Marriott
noted: “You can’t improve 1,000 percent
in one thing, but you can improve one
percent in a thousand things.” Over his
career, J W Marriott learned that it takes
many small flecks patiently and persis-
tently acquired over time to generate
desired performance. You can’t expect
leaps of progress over night. It takes
persistent, patient effort over time to expe-
rience major gains in your ability to lead.

Yes, leaders need to focus on their
strengths, but also be aware of their
weaknesses to prevent mistakes that can
derail their careers. In coaching execu-
tives, I let them know of areas that
impair their effectiveness. Often they
reply: “So, what do I do about it?”

In response, we created the LEAD
NOW! model. Leaders must achieve
aligned and positive results from four
perspectives: 1) their people; 2) busi-
ness; 3) the marketplace (external); and
4) their organization (internal). These
four points of view encompass the four

Leader Growth
Improve your LD model.

LEADERSHIP DEVELOPMENT
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are offended when they don’t. And
that displeasure can quickly congeal
into a global chorus of indignation.

The intermeshing of big business
and big government is another force
bringing values to the fore. As citizens
and consumers, we know that when
lobbyists and legislators sit down to a
lavish meal, our interest won’t be on
the menu. Democracy and the econo-
my do better when power isn’t concen-
trated; but since it often is, we must
ensure that those occupying positions
or trust are, in fact, trustworthy.

We need a values revolu-
tion in business. In one
Gallup study, only 15 per-
cent of respondents rate the
ethical standards of execu-
tives as high or very high.
This distrust poses a threat
to capitalism. Companies
don’t have inalienable rights
granted to them by a
Creator—their rights are
socially constructed, and can
be reconstructed any time.

The values revolution has started.
Between 2005 and 2010, U.S. assets
invested in socially responsible funds
grew by 34 percent while total assets
grew by 3 percent. Today, of the $25
trillion under management in the U.S.,
one dollar in eight is invested in socially ori-
ented funds. A decade ago, no car maga-
zine would have noted a vehicle’s CO2
emissions; now most do. A decade ago,
Fair Trade wasn’t a marketing pitch;
now it is. A decade ago, few paid atten-
tion to executive pay; now millions do.

Are you going to be a values leader or
a values laggard? It’s easy to excoriate
fraudster CEOs and greedy bankers,
but what about you? You can’t expect
others to be good stewards if you’re not.
Though some executives cast a bigger
moral shadow than others, we must all
shoulder responsibility for protecting
capitalism from ethical vandals.

From Adam Smith to Ayn Rand, the
defenders of capitalism have argued
that the common good is maximized
when every individual is free to pursue
his or her own self-interest. I believe
this to be true, with one caveat: Like
nuclear fission, self-interest works only
as long as there’s a containment ves-
sel—a set of ethical principles that

Leaders as Stewards

IF YOU ARE A LEADER,
you are a steward—of

careers, capabilities,
resources, the environment, and values.
Unfortunately, some managers behave
like mercenaries—by mortgaging the
future to inflate short-term earnings,
putting career ahead of company, ex-
ploiting vulnerable employees, preying
on customer ignorance, or manipulat-
ing the political system to reduce com-
petition. Managers now need to embrace
the responsibilities of stewardship.

Stewardship implies five things: 1)
Fealty—a propensity to view the talents
and treasure at your command as a
trust rather than as the means for per-
sonal gain; 2) Charity—a willingness to
put the interests of others ahead of your
own; 3) Prudence—a commitment to
safeguard the future as you take advan-
tage of the present; 4) Accountability—a
sense of responsibility for the systemic
consequences of your actions; and 5)
Equity—a desire to ensure that rewards
are distributed in a way that corresponds
to contribution rather than power.

These virtues seem to be scarce in
leaders today. But if today’s leaders
seem especially amoral, it’s because a
globally matrixed economy magnifies
the effects of executive malfeasance. In
a networked world, lax security stan-
dards can imperil the confidential
information of a hundred million con-
sumers or more. A failure to exercise
due diligence over a vendor can result
in a worldwide food contamination
scare. And a decision that puts quality
at risk can provoke a global recall.

Since the decisions of global actors
are uniquely consequential, their ethical
standards must be uniquely exemplary.
It’s a good thing when influential lead-
ers are held to high standards, as the
Web amplifies the impact of ethical
choices. Word-of-mouse quickly turns a
local misdemeanor into a global cause
celebre. Companies are castigated for
turning a blind eye to the subpar
employment practices of their suppli-
ers. There are no dark corners on the
Web—miscreants will be ousted. We
expect the same high standards of equi-
ty and fair play to apply everywhere, and

ensures enlightened self-interest doesn’t
melt down into unbridled selfishness.
Sadly, the groundwater of business is
now heavily contaminated with the
runoff from morally blinkered egomania.

TTaakkee  TThhiiss  SSeellff--TTeesstt
In recent years, many leaders have

blithely dodged their stewardship
responsibilities. That’s why executives
languish near the bottom of the trust
table. So, ask yourself, am I really a
steward? Take this five question self-
test: 1. Fealty? Like the executor of an
estate, do I see myself as a fiduciary? 2.
Charity? Like a self-sacrificing parent,
am I willing to put the needs of others
first? 3. Prudence? Like a committed
conservationist, do I feel responsible
for protecting and improving the lega-
cy I have inherited? 4. Accountability?
Like the captain of a vessel, do I under-

stand I am responsible for
my wake—for the distant
ripples created by my deci-
sions? 5. Equity? Like a
conscientious mediator,
am I truly committed to
finding the most equitable
outcome for all?

If you’re struggling to
think through what this
means in practice, when
you take a job, assume

that these five things are true: 1. Your
widowed mother has invested her life’s 
savings in your company. She’s the only
shareholder and that investment is her 
only asset. Obviously, you’ll do all you 
can to ensure she has a secure retirement.
The idea of sacrificing the long-term for 
a quick payout will never occur to you. 
2. Your boss is an older sibling. You respect
him, but you don’t hesitate to offer frank
advice when you think it’s warranted—and
you’ll never suck up. 3. Your employees are
childhood chums. You give them the benefit
of the doubt and do all you can to smooth
their path; however, when needed, you
remind them that friendship is a reciprocal
responsibility. 4. Your children are your 
primary customers. You want to please and
delight them, not deceive and exploit them.
5. You’re independently wealthy. You work
because you want to—so you never sacrifice
your integrity for a promotion or a glowing
performance review. You would quit before
you compromise.

Nourish the seeds of stewardship in
your leadership and, by example, in the
lives of others. What matters now is what
has always mattered—bedrock values. LE

Gary Hamel is author of What Matters Now (Wiley/JB). This
article is adapted with permission. Visit www.garyhamel.com.

ACTION: Embrace bedrock values.

by Gary Hamel
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LLeeaarrnniinngg  aanndd  TTeeaammiinngg
If collaborating across boundaries weren’t

challenging enough, people also must
continue to learn new knowledge and
skills. Expertise is a moving target. To
keep up, people must become lifelong
learners, and master new skills and
knowledge—again and again. Once we
could go off-line, learn something new,
and then get back to work,
more productive or effective
than before. Now, we must
find ways to absorb, even
create, new knowledge
while executing. I call this
execution-as-learning to dis-
tinguish it from execution
focused on efficiency.
Execution-as-learning is
inherently collaborative,
since the work is so multi-
disciplinary and multifaceted.

WWhhaatt’’ss  NNeeeeddeedd  ffoorr  TTeeaammiinngg
To bring about teaming, it takes more

than just recognizing the need for it—it
takes a new mindset, along with atten-
tion to both hardware and software.
• New mindset. Teaming thrives with

a mindset of novelty, experimentation,
and problem-solving. This enables people
to act flexibly in moments of potential
collaboration when and where they
appear, and then to move on, ready for
the next such moments. While teaming
relies upon basic team skills—such as
recognizing interdependence, establish-
ing trust, listening, and resolving con-
flicts—there usually isn’t time to build
familiarity through careful sharing of
personal history or prior experience, or
through extensive practice working
together. Instead, people need to
exchange crucial knowledge quickly,
ask questions frequently, and make
adjustments to blend their collective
skills and knowledge into timely prod-
ucts and services. The challenge is to
overcome the mindset of organizing to
execute, which implicitly values control
and efficiency above learning and
innovation. An organizing to learn
mindset sees work as full of unknowns
and as a chance to expand the reper-
toire.
• Hardware and software. The hard-

Learning to Team

ORGANIZATIONS TODAY
depend on cross-

disciplinary teamwork
and collaboration. In this knowledge-
intensive global economy, more people
must work together across disciplines,
departments, and continents to solve
problems and get work done.

But after 20 years of studying work-
place teams, I believe that relying on
teams to get work done is a bad idea. This
may sound like heresy. After all, team
training programs are ubiquitous. But
teams are profoundly inadequate for
handling coordination and collaboration
needs. What’s needed is teaming.

Teaming is a dynamic response to
the demands of a knowledge-intensive
business climate where people must
create, work with, combine, refine,
transform, or integrate knowledge to
provide products or services for cus-
tomers. Teaming is teamwork on the fly—
like a pick up game in the park in
contrast to a practiced professional
team. Organizations that do teaming
well gain a competitive advantage,
since teaming is how enterprises learn—
how they anticipate and respond to
shifts in the environment, harnessing
the problem-solving abilities of people.

Historically, great teams were built
through carefully designed teams whose
members learned how to work togeth-
er. Today’s fast-paced workplace often
makes building and sustaining these
kinds of stable teams difficult, if not
impossible. And so, teaming—the activ-
ities of coordinating and collaborating
—increasingly must replace teams (the
structures and boundaries and routines
that once held teamwork together).

By definition, teams are entities that
last for some time before they disband.
Members know each other’s strengths
and weaknesses. But when teamwork
needs to be more fluid, the old guide-
lines to building effective teams are no
longer very useful. Who you team with
in different situations or for different
projects may constantly shift. You may
find yourself on multiple teams at
once. This requires learning a new set
of interpersonal and managerial skills.

ware of teaming involves scoping out a
challenge, sorting tasks based on inter-
dependence, and lightly structuring
temporary boundaries. Scoping starts
with articulating the best current defin-
ition of the work, knowing that it will
evolve as more is learned. Sorting
means identifying and prioritizing
tasks that require back-and forth com-
munication. Teaming doesn’t mean
everything is collaborative. Since it’s
often difficult to get people together,
the tasks with the most interdependen-
cies tend to become the bottlenecks—
and these must be identified early.
Structuring is about drawing tempo-
rary boundaries to help sub-groups
gather—literally or virtually—to coor-
dinate and problem-solve. Teaming

structures are like light-
weight scaffolds—such as a
list of names, a share site,
or temporary co-location.

The hardware of teaming
rarely works smoothly
unless the software is man-
aged well too. Compared to
working alone, teaming
makes people highly vul-
nerable to the effects of oth-
ers’ decisions and actions.

Constantly shifting teams don’t give
people time to get to know and trust
each other. The software of teaming is
about helping people get comfortable
with a new way of working instead of
about getting comfortable with col-
leagues. The new way of working
requires them to act as if they trust each
other—even though they don’t. Key
software tools are emphasizing purpose
and building psychological safety.

A compelling purpose is motivating.
Purpose answers the question of why we
(company or project) exist, thereby con-
necting a diverse group of people in a
shared endeavor. Shared purpose helps
these experts to resolve disagreements
and support each other.

To quickly share information, ideas
and expertise, people must let down their
guard, relinquishing concerns about what
others think of them. Some worry about
being less valuable if they give away what
they know, while others are reluctant to
show off. Even accepting others’ knowl-
edge can feel like an admission of
weakness. In a climate of psychological
safety, these concerns evaporate.

Teaming is more about attitude than
skill; everyone can learn to team, and
through teaming, enhance their game. LE

Amy C. Edmondson is author of Teaming: How Organizations
Learn, Innovate and Compete in the Knowledge Economy
(Jossey-Bass). Visit www.hbs.edu.

ACTION: Practice teaming with your mates.

by Amy C. Edmondson
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How can a simple assessment cause
such chaos? There are physical and
neurological reasons for these feelings.
Building on the fight or flight response,
neuroscience reveals how our physio-
logical and neurological responses are
directly shaped by social interaction.
We are social beings, and the brain is
definitely a social organ that impacts the
way we respond to our environment.

When our attention is diverted by a
threat (real or perceived), we lose our
most sophisticated mental capabilities.
Our limbic system can become so
aroused that emotions overwhelm us.
This uses up the oxygen and glucose
from the blood that should be serving
the parts of the brain that involve mem-
ory and analysis of new information.

If we perceive assessment or any
development experience as threatening, we
impair our highest brain functions—

creativity, insight and problem-solv-
ing—at a time when we can benefit
from them the most, causing us to miss
the self-discovery and learning that
assessment has to offer.

This explains much about the con-
flicts, tensions, and misunderstandings
of work and life. Luckily, it also helps
us create learning experiences and
assessment instruments that are less
threatening and more effective.

SSiixx  KKeeyyss  ttoo  EEffffeeccttiivvee  AAsssseessssmmeenntt
Recognizing assessment’s key role in

LD and the damage potential of ineffec-
tive assessment, we need to know six
keys that make assessment effective.

1. Positive positioning. Though most
participants in LD programs have had
some success, often the prospect of being
assessed can cause them to become defensive.
Likely, what’s worked in the past may
not be working now due to increased
job complexity, added responsibilities,
or increased job scope—factors that can
require unlearning old behaviors and

Leader Assessment

LEADERSHIP DEVELOP-
ment (LD) is a

strategic staple of high
performing organizations (HPOs)—as
23 percent of all money spent on train-
ing last year was for LD. One promi-
nent tool is psychometric assessment
—self-rating and multi-rater 360s.
Assessment, combined with expert
unbiased feedback and interactive
learning, help leaders enhance their
self-awareness—the goal of all LD.

Gaining self-awareness about how
we are similar to, different from, and
perceived by others lets us see the blind
spots between our intentions and our
behaviors—and how our behaviors are
unconsciously driven by personally
held beliefs and assumptions.

Chris Argyris calls these beliefs and
assumptions mental models—a combi-
nation of hardwiring, temperament
and learned behavior that dictates the
way we act and what we do without
thinking. Understanding our personal
mental models can tell us much about
what drives the behaviors with which
we solve problems, make decisions,
influence, and communicate. These un-
conscious behaviors are often ineffective,
and manifest when we need to be most
effective. We need to understand them
—and the mental models behind them.

Often, ineffective behaviors are arti-
facts of earlier successes. Previous be-
haviors that produced positive results
may now produce negative outcomes
if the environment has become more
complex. Awareness of evolving
behavioral demands in changing envi-
ronments is a core aspect of LD, and a
key benefit of effective assessment.

Regular, effective individual assess-
ment creates a culture of feedback, reflec-
tion and learning while providing data
for understanding unconscious behav-
iors and the beliefs behind them. This
acceptance of self and others helps
build synergy and trust in teams, one
characteristic of HPOs. Conversely,
ineffective assessment makes partici-
pants feel evaluated, judged or intimi-
dated and contributes to a culture of
divisiveness, fear and distrust—not
conducive to learning or high performance.

learning new ones. Knowing how the
fight-or-flight response can diminish the
learning available during assessment,
tell participants that they are there to
build on past success, not to be fixed. The
positioning of the assessment must be
positive and enforce two key beliefs: 1) I
can be even more effective; and 2) there are
optimal behaviors for different situations
that I can learn to use which will make me
more effective. These positive messages
help people relax and be open to the
assessment results. Putting someone
whose ineffectiveness stems from
something deeper than increased com-
plexity or responsibility into a LD pro-
gram is not fair to that person or the
other participants. Have one-on-one
interventions for such situations.

2. Specific content. Assessment is
most useful when it addresses a single
behavior such as decision making or
influencing. When an assessment casts
too broad a net, the awareness gained
will be harder to grasp and more diffi-
cult to apply. Similarly, the model
behind the assessment should be practi-
cal and memorable. If it’s too broad or
abstract, it won’t be remembered or
used, and no change in behavior will
result. Managers often tell me they
completed a certain assessment a year
ago, but they can’t remember how they
scored (too many dimensions to
remember). The more specific the
assessment, the quicker we can make
connections that will be most useful.

3. Non-judgmental learning models.
The models used in the assessment
should be non-judgmental, introducing a
range of acceptable behaviors and pre-
senting each as a viable option with
none being better or worse, right or wrong.
A learning model asks, In what situations
might this behavior work and when does it
not work? Most behavior, no matter how
ineffective, is reinforced if it worked in
the past. A learning model approach allows
you to explore the situational effective-
ness of different behaviors and adjust
behavior when situations require it. In
contrast, assessments using psychologi-
cal models often present a diagnostic
view, assigning evaluative labels to dif-
ferent behaviors. Since our behavior is a
result of our mental models and prefer-
ence, this approach can feel therapeutic
and judgmental. When people are
assigned to attend LD experiences, they
often feel more anxiety. A non-judgmen-
tal learning model stresses acceptance,
openness, exploration and making the
assessment experience more effective.

4. Data-based results. Assessments
are all about data. A psychometrically
sound assessment will present a normal

by Chris Musselwhite
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distribution—a continuum on which
normal doesn’t exist. Presenting scores
on such a continuum puts an individ-
ual’s scores in the proper context, and
communicates that the organization values
diversity and recognizes the richness and
synergy that individual differences bring to a
team or work unit. Collective data from a
team, a work unit or a company tend to
show the cultural bias of an organization
and help individuals understand why
they may feel comfortable in a work sit-
uation or feel like an outsider. This data
also explains much of the conflict and
miscommunication in a workplace.

5. Integrated and interactive. Assess-
ment is most effective when integrated
with experiential or interactive learning.
Interactive learning gives participants
the chance to see the consequences of
their behaviors and the corresponding
effect on personal effectiveness. Peter
Senge calls the time required to experi-
ence and learn from the consequences
of our behavior the learning horizon. It’s
the difference in understanding a con-
cept with our head or getting it with
our heart and gut. The latter is what
shifts behavior that is familiar or habit-
ual (driven by unconscious mental models).
Integrating assessment with interactive
learning allows leaders to experiment
with new behaviors in a safe place.

6. Unbiased feedback. Unbiased feed-
back requires professional administration
of the assessment. This choice is sensi-
tive, since trainers, coaches and consul-
tants have strong and similar personal
beliefs. The administrator must set aside
personal biases and provide impartial
feedback. Coaches are biased toward a
Bridging influence style. Many execu-
tives prefer an Asserting influence style.
Both styles can be used effectively. The
Bridgers must see that their preference
is not better than asserting and that the
executive being coached could view
them as soft or compromising.

Since judgment triggers reactive behav-
ior, position the assessment as a positive,
non-judgmental learning experience assess-
ing a specific behavior, and validating
the behavior’s effectiveness through
interactive learning facilitated by a pro-
fessional who provides impartial feedback.

Effective assessment provides data
that can help us understand our default
behaviors and the mental models that
drive them. This enhances self-awareness
of how we solve problems, make deci-
sions, influence and communicate,
resulting in more intentional leadership
behaviors and positive outcomes. LE

Chris Musselwhite is President and CEO of Discovery
Learning. Visit www.discoverylearning.com.

ACTION: Use these keys to effective assessment.

by Patrick Lencioni

performing restaurants are ridiculously
unclear with their employees about
what is expected, in everything from
how they should greet customers to
what they wear to what their specific
job responsibilities are. These owners
are reluctant to place specific demands
on their people, often in the spirit of
giving them freedom. But like any
business plagued by a lack of clarity,
what they get is an organization with-
out a culture, plenty of employees who
don’t belong, and inconsistencies
around what customers experience.

3. Aimless direction. The restaurant
is trying to do too much, and isn’t
doing anything particularly well. The
menu in most of these restaurants has
way too many items on it, and tries to
please too many different kinds of cus-
tomers. As a result, the brand is confus-
ing, quality is poor, and employees
simply cannot understand and enthusi-
astically sell what the business has to
offer. As is true in any business, the
fear of losing a potential customer or
market segment often prevents the
business from effectively embracing the
ones that matter most.

4. Something stinks. I don’t mean
that in a metaphorical way.
Usually something really
smells bad in the restau-
rant. I suggest that in every
business, something smells
bad—and a bad smell is
never a good idea. In many
episodes of Restaurant
Impossible, the celebrity chef
walks into the establish-
ment for the first time and
asks the owners and

employees, “Do you smell that?” He’s
usually referring to the carpet or the
kitchen or whatever else is emitting the
odor. In every case, the owner and the
employees claim not to notice it, and
they seem to be completely sincere.
They’ve been working in the building
so long that they don’t even notice the
smell anymore, which says something
about the need to get fresh perspectives
from outsiders from time to time.

We all get comfortable in our work
environments and the show illustrates
why it’s good to bring in a consultant
or brutally honest friend who isn’t
afraid to tell you the truth about what
they see. More importantly, we all need
to be reminded that keeping things
simple and focusing on the basics is the
best place to start a turnaround and
sustain a healthy organization. LE

Patrick Lencioni is author of The Advantage and a top-rated
keynote speaker. Visit www.tablegroup.com.

ACTION: Create a healthy culture.

AFRIEND RECENTLY
talked me into

watching a reality tele-
vision show—on the Food Network! I
found it surprisingly fascinating, as the
show embodies many of the organiza-
tional health principles that I write
about in my new book, The Advantage.

The show, Restaurant Impossible, is
about a famous chef who spends two
days and a very limited budget trying
to turn around a struggling restaurant.

The fact that the show is focused on
the restaurant business resonates with
me, because when I was a kid I worked
in a restaurant. Moreover, I realize that
there is something about that industry that
is strangely pure and relatable to any busi-
ness. We’re all customers of restaurants,
and in some ways, a restaurant is the
ultimate meritocracy—if peo-
ple don’t like it, it will fail.
Most of them do fail. In the
food business, every day is
a unique performance. Like
a football game or Broadway
show, there is the immedi-
ate pressure to perform—
and a clear measure of
performance every day.

After watching Restaur-
ant Impossible, I realized that
failing restaurants struggle with four
common denominators that also apply to
most unhealthy organizations:

1. Distracted leader. The owner
doesn’t understand that his or her pri-
mary responsibility is being a hands-on
leader. In almost every case, the owner
is trying to be a chef, or maybe a head
waiter, instead of a CEO who is respon-
sible for seeing the whole picture and
driving performance. The celebrity chef
who hosts the show almost inevitably
has to get the owner out of the minutia
of the restaurant which so often pre-
vents him or her from seeing what is
really happening. As simple as that
sounds, it is a common problem in
most organizations. Many of the CEOs
I’ve worked with over the years secret-
ly see themselves as chief technology,
marketing, sales or innovation officers,
and underestimate the “execution” part
of their role, which is most important.

2. Ambiguity. The owners of under-

Reality Management
How can you gain the advantage?

MANAGEMENT HEALTH
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selling records. He inspired the band to
work together, overcome difficulties,
and carry on in their vision of produc-
ing a better musical experience for fans.

4. Charisma. Garcia’s charisma was
obvious to those who worked with
him. He was a leader with a cause—
creating great music. Musician David
Nelson recalls that Garcia possessed
“some invisible quality.” Before Garcia
started the Grateful Dead, drummer
Bill Kreutzmann saw him play a live
show and said to himself,
“I’m going to follow Jerry
forever.” What Kreutzmann
and others recognized was
the charisma that makes
people want to follow you.
For people like Garcia,
charisma seems to be an
innate quality. In that
respect, it is the hardest
aspect of leadership to
teach. The power of charis-
matic leaders to inspire greatness should
never be underestimated. So, we should
encourage charismatic individuals
within our ranks, much as Garcia’s
friends and band mates sought him
out and placed their trust in him.
Every leader should cultivate their
own charismatic qualities and seek to
inspire others in the same way Garcia
inspired the Dead and their fans.

5. Humility. Charisma must be channel-
ed properly so it doesn’t become simply
an expression of ego. Garcia became
noted for his humility, and he rejected
being a figurehead to a generation dur-
ing the cultural revolution of the Sixties.
The Dead were radically democratic.
Garcia believed that anyone who accepts
too much authority becomes a dema-
gogue. “I’m not leading anybody any-
where,” he once said. He was sensitive
to the dangers of large crowds, and of
a group-think that could be exploited
and pushed in a dangerous direction.
Garcia was not an end in himself, but a
means to a greater good—he inspired oth-
ers to create great music, a strong com-
munity, and a better world. Northouse
notes that a key quality of transforma-
tional leaders is “knowing their strengths
and weaknesses and emphasizing their
strengths to achieve the overarching goals.”
Garcia, wary of his charisma, chan-
neled it toward the kind of power that

Inspiring Leadership

WHAT I KNOW ABOUT
inspirational leader-

ship I learned from
Jerry Garcia of the Grateful Dead.
Here are just eight of these lessons:

1. Create value. Jerry Garcia and his
Grateful Dead band mates never set
out to be great businessmen; in fact,
they didn’t much care about the busi-
ness side, so long as they could keep
playing music and making their fans
happy. Their suspicions of business
caused them to toss out conventional
wisdom and reinvent what it meant to
run an organization. During their
remarkable 30-year career, the Grateful
Dead pioneered many business prac-
tices: social networking, viral market-
ing, social responsibility, customer
value, and transformational leadership.

2. Inspire greatness. Jerry Garcia
decried conventional leadership and
became all the more influential as a
result. Garcia mastered transformational
leadership—the ability to inspire great-
ness and bring about profound change.
As leadership theorist Peter Northouse
explains, transformational leaders work
through charisma (acting as strong role
models), inspiration (motivating others
to emulate their high standards), stim-
ulation (encouraging creativity), and
coaching (teasing out top performances
from each team member). Such leaders
look to the future, challenge others to
do the same, and inspire followers to
“produce far beyond what is expected of
them.” Workers then look out for each
other, and for the good of the team.

3. Improve continually. Garcia’s
leadership style was to improve the per-
formance of those around him and inspir-
ing greatness in the team. Onstage, the
Dead were “transformed from ordi-
nary players to extraordinary ones,”
Garcia said. “The audience wants to be
transformed from ordinary reality to
something that enlarges them.” While
both performing and helping run the
Dead’s business enterprise, Garcia was
always looking for new and better
ways to do things. His vision of contin-
ual improvement inspired their innova-
tive business model of continually
touring and selling tickets rather than

“frees people, not constrains them.”
6. Challenge people. TLs provide in-

spiration and guidance. Garcia challenged
people to achieve greatness. As a skilled
improviser, he alternated between solo-
ing and supporting, knowing when to
lead and when to step into the back-
ground and follow. This skill carried
over from the Dead’s music into its
business dealings. For example, believ-
ing the written song was merely the
“original creative flash,” Garcia shared
royalties with every band member who
helped create the finished version of
the song. He provided the inspiration,
but he knew the full expression of the
band depended on contributions from all.

7. Trust. The Dead’s music and busi-
ness was built on trust. Asked in 1988
whether he was the leader of the band,

Garcia replied, “Not to any
great extent, but the guys
in the band all trust me.”
TLs tend to be charismatic
and hold power based on
the trust they inspire. This
trust, in turn, inspires oth-
ers to move beyond self-
interest for the good of the
team. Colleagues are so
inspired by their leader
that they are driven to

greater effort and creative output and
become “more capable of leading them-
selves, taking responsibility for their
actions, and gaining rewards through
self-reinforcement.” Garcia inspired
remarkable devotion. “When you played
with Garcia, he made you rise up to your
full capacity,” musician Peter Rowan
said. “And it was reciprocal. Garcia felt
he could jump to his full capacity sur-
rounded by his players. I never experi-
enced any ego when he played.” Said
Richard Loren, a band manager, “I was
never in it for the money. I was in it
because of Jerry. I would have done
anything for him because I loved him.”

8. Learn while teaching. Garcia influ-
enced his band mates and his fans in a
profound and positive way. He did
what all true leaders do—he moved
people. He moved fans to travel thou-
sands of miles and to live more princi-
pled lives. Garcia inspired the best in
those with whom he worked and for
whom he played. They, in turn, inspired
him to greater genius. It is this recipro-
cal effect—learning while also teaching—
that is Garcia’s greatest lesson to leaders.

Global financial turmoil requires lea-
ders to share leadership with their band. LE

Barry Barnes, Ph. D., is Professor of Leadership at NOVA
Southeastern University and a lifelong Deadhead (Grateful
Dead scholar). Visit www.thedeadbiz.com.

ACTION: Influence others in a positive way.

by Barry Barnes

L e a d e r s h i p  E x c e l l e n c e A u g u s t  2 0 1 2  9

LEADERSHIP INSPIRATION

Example: Jerry Garcia of the Grateful Dead.

http://www.thedeadbiz.com


support, resources and timelines; and
develop a transition strategy to navigate
from current state to the desired future.

7. Implementation: Provide guidance,
coaching, facilitation, leadership and
expertise to implement the change.
Many people have to be influenced to
accept new processes, learn new skills
or change the way they do their work.

8. Evaluation and learning: Evaluate
the success of the project by using metrics
and by supporting reflection, explo-
ration of lessons learned and applica-
tion of new or enhanced knowledge
and skills; decide on next steps if need-
ed and exit the engagement or agree to
a re-engagement. Influence those who
have been affected by the change
process to learn from them what has
occurred and to take further action.

Seek to achieve the goals of each
phase. Poor results can often be traced

to moving too quickly or overlooking a step.
Like any agent of change, ICs must

communicate effectively—many people
must be moved to take action, not sim-
ply to offer or accept information. Each
phase poses an influence challenge.

The two directions for influence are
Expressive, where the consultant offers
ideas, recommendations, exchanges, or
visions of the future; and Receptive,
where the consultant draws informa-
tion, ideas, or commitments from the
client or others using four tactics:
• Inquiring: Asking for info, stimulat-

ing the client to think about a topic.
• Listening: Paraphrasing to check

understanding or to emphasize points.
• Attuning: Identifying with others or

disclosing info that builds trust/openness.
• Facilitating: Asking challenging ques-

tions or summarizing in a way that
invites the other to commit to action.

To gather information, use open-
ended questions. If the client seems
hesitant, use Attune behaviors to build

Internal Consultant

AN INTERNAL CONSULTANT DEPENDS
upon influence skills and savvy. A

consultant can never say, “Do this or
else!” A consultant uses expertise, influ-
ence and personal skills to facilitate change.

ICs often come to their roles from
various disciplines/roles with little
guidance or relevant experience, and
soon find that success requires more
than technical expertise, academic
training, or managerial skills. The key
success factor is the ability to influence
clients, managers and key stakeholders.

The IC process is more organic and
messy than clean or linear. Some phas-
es must be repeated, and others are
skipped, to be taken up again later.

The eight phases are listed below
with the goals sought by the IC.

1. Contact: Seek to understand the
client’s need and establish the consul-
tant-client relationship. Influence the
client to be open about issues, needs,
and concerns and to accept the consul-
tant’s credibility and expertise.

2. Agreement: Confirm an agreement
concerning the roles, expectations and
actions each will take, and define the
needs to be addressed and the goals or
outcomes to be achieved. Influence the
client to take certain responsibilities and
agree on scope, timelines, and resources.

3. Information and assessment: Get
information about the issue, business,
performance, and organization and
analyze it to gain an independent view of
the issues. Influence people to be forth-
coming about closely held info.

4. Feedback: Influence the client to
accept and own the feedback and work
with you to create positive change.

5. Alignment: Seek alignment on the
desired outcomes and the approach for
achieving it. Influence the client to take
a leadership role in the change process.

6. Change targets and transition
Strategies: Clarify which components
of the system need to be changed;
develop a plan to identify necessary

trust. If the client seems reluctant to
act, use Facilitate behaviors.
Questions about goals:
• What would success look like?
• What results do you want to see?

If the client can’t answer clearly, it
is possible that. . .
• this person is not the true client
• the client hasn’t thought about this
• there is a major hidden agenda
• there are internal disagreements

Questions about background:
• What has led up to this change?
• How did you deal with this in the past?
• What has been your role and what are

your responsibilities regarding this issue?
• Who has decision-making authority?
• Who are the stakeholders?
• Who else needs to be involved?

If the client can’t answer, maybe. . .
• key information is being withheld
• there is a major hidden agenda
• you need to talk with someone who

has greater authority and knowledge
Questions about the organization:
• What is the mission of the organization?
• What are the current strengths and needs?
• What are your strategic goals/objectives?
• What are the hot issues right now?

If the client can’t answer, perhaps. . .
• he or she is a go-between
• the hot issues are so politically charged

they can’t be talked about to anyone
• the organization isn’t clear about its

mission, goals and objectives
• the client has had an external focus

Questions about the participants or
stakeholders:
• What’s the background of participants?
• What is the nature of their relationship?
• Have they worked together before?
• What is their skill/experience level?
• Have they done anything like this before?
• What needs of theirs will this meet?
• What are their expectations and concerns?

If your client can’t answer the ques-
tions, it is possible that. . .
• participants haven’t been selected yet
• there is a political problem to partici-

pation (seen as privileged or remedial)
• participants haven’t been told about

this intervention and the client doesn’t
want to let them know until the last
minute because of anticipated resistance
• relationships among the participants

are difficult (the client hopes that you’ll
perform a miracle in working with them)

Receptive behaviors are also valuable
in creating a trusting relationship and
engaging your client. You might try:
• holding regular check-in meetings

where you ask the client to give you
feedback on how things are progressing.
• making sure you ask follow-up

questions and seek deeper answers.
Expressive influence behaviors are
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sources in combination, they’re 10 times
more likely to influence profound, rapid,
and sustainable change in behavior.

To gain a tenfold increase in influ-
ence, turn all six sources of influence in
favor of the desired behaviors so that
these actions become the path of least
resistance. And before you can make
change inevitable, you have to discover
why change seems impossible.

For example, consider why execu-
tives might engage in petty politics in a
high-stakes budget process. Each of the
six sources of influence is involved.

1. Personal motivation. For 358 days
of the year, executives feel morally oblig-
ated to their functions—people they work
with and care about. So, the moral iner-
tia they bring to the seven-day conver-
sation about enterprise budgets keeps
them oriented toward the needs of
those they closely connect with.

2. Personal ability. These executives
are trained to think about investments
in their areas—not financial trade-offs or
opportunities in other areas.

3. Social motivation. These execu-
tives experience more approval and
praise regarding achievements in their
functional areas than for enterprise

concerns. A few nudges
from the CEO about tran-
scending their silo are a pal-
try assault on the tsunami
of social pressure they get
from their functional
employees in their area.

4. Social ability. An exec-
utive team rarely enables one
another to question, challenge,
or contribute to teammates’
plans. They’re slow to

answer each others’ questions and
rarely engage in creative development.

5. Structural motivation. Most of
their incentive pay is tied to functional
goals. As Upton Sinclair said, “It is dif-
ficult to get a man to understand some-
thing when his salary depends upon
his not understanding it.”

6. Structural ability. If their offices
are located with their functional teams,
they’ll spend 99 percent of their time
with them. Also, the reports and meet-
ings that dominate their mind-share
focus them downward, not upward.

You’ll have more influence when you
acknowledge the sources of influence
aligned behind the status quo. Until you
get all six sources of influence flowing in
the direction of change, you won’t
influence a change in behavior. LE

Joseph Grenny is co-author of Influencer, Crucial Conversations,
and Crucial Confrontations and cofounder of VitalSmarts. Visit
www.vitalsmarts.com/influentialleader.

ACTION: Develop the six sources of influence.

IF YOU ATTRIBUTE BEHAV-
ior to the wrong causes,

your attempts to change
it will fail. For example, I once heard a
leader lament, “These people don’t care
about anyone’s interest but their own;”
and so he concluded: “If they act like
children, I’ll treat them like children.”

This lament was caused by the
leader’s lack of influence over the
team’s behavior. His hope was that a
plea for change would evoke different
behavior. Obviously, he was wrong.
But such misguided hope is common.

Most chronic problems are problems
of influence—issues that won’t improve
until we influence behavior—our own
and others’. And yet, in spite of the
need for greater influence in our
behavioral challenges, few of us are
competent to address them.

You can’t influence behav-
ior you don’t understand.
The quality of your theory of
behavior determines the
quantity of your influence.
This leader’s theory was
that the bad team behavior
was caused by selfish inter-
ests, and his influence strat-
egy was to treat them like
children by removing their
authority and taking control.

Our influence failures are often caused
by our naiveté about why we and others
are locked in bad behavior. We commit
a Fundamental Attribution Error. We
decide people do what they do because
they’re unmotivated or unable—or both.

In our quick-fix world, leaders often
look for silver bullets to solve complex
problems—one influence trick to stop
chronic bad behavior is to replace it
with behavior that improves quality or
customer appreciation. Unfortunately,
quick fixes don’t work because bad
behaviors rarely have a single cause—
usually there’s a conspiracy of causes.

To generate real and lasting change,
you need to develop an influence strat-
egy as robust as the multiple sources of
influence that cause bad behavior.

SSiixx  SSoouurrcceess  ooff  LLeeaaddeerr  IInnfflluueennccee
We see six unique sources of influence.

When leaders use four or more of these

Influence Leaders
Increase influence tenfold.

by Joseph Grenny

LEADERSHIP INFLUENCEhelpful when negotiating agreements,
providing feedback, and making rec-
ommendations. Use these four tactics:
• Telling: Letting the other know what

you want, need, intend, or recommend.
• Selling: Showing your client or oth-

ers why it's wise to take certain actions.
• Negotiating: Offering a fair exchange

for taking difficult or costly action.
• Enlisting: Generating enthusiasm for

creating a positive future result.
Here are some sentence-starters:

Negotiating agreements:
• I need your support for . . .
• If you are willing to lead the change

task force meetings, I’ll do the planning.
• I’ll gather that information if you will

provide me with the introductions I’ll need.
If clients are reluctant to make an

agreement, it’s possible that. . .
• they won’t take responsibility and

hope you’ll just fix the problem
• they fear being associated with an

unpopular issue or initiative
• they lack confidence in their ability

to carry out the responsibilities
Providing feedback:
• Here’s what I’ve learned about the issue.
• Here’s a summary of feedback received.
• Some of your strengths are seen as . . .

and some things that need to improve are. . .
If your client becomes defensive or

shuts down, it’s possible that. . .
• the client isn’t ready for feedback
• the feedback isn’t balanced enough
• you’re providing too much detail
• you haven’t asked the client how he

or she wishes to receive feedback
Making recommendations:
• I suggest (recommend, propose, etc.) . . .
• This is what I believe we should do . . .
• A good way forward would be . . .

If the client resists your recommen-
dations, it is possible that. . .
• the client isn’t ready to change
• your suggestion goes against the

vested interests of the client or the team
• your suggestion seems too risky
• the client believes that you’re wrong

The effective use of Expressive behav-
iors communicates confidence. The client
needs to feel that your domain knowl-
edge and skills are trustworthy. You
may need to use Receptive behaviors to
learn more about what’s going on or
disengage from the client to rethink goals.

Building a trusting relationship with
your clients allows them to feel a sense
of safety with you and to be influenced
by you. The quality of your character can
be a catalyst for change. As an IC, you
can have tremendous influence. LE

Beverly Scott and Kim Barnes are coauthors of Consulting on
the Inside (ASTD Press). Visit www.barnesconti.com.

ACTION: Use your influence to facilitate change.
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pained expression on his face, I could
see he was serious, and clueless. I asked,
“How was this memo distributed?”

“By email, to everyone,” he replied.
“How many people actually read it?”
“I’m not sure,” he said.
“Of those who read it, how many

understood the message?”
He said, “I don’t know.”
“Of those who understood it, how

many believed it was serious?”
He shook his head.
“Of this dwindling group of believ-

ers, how many remembered it?”
Another sorry head shake.
“That’s a lot of unknowns for some-

thing you regard as vital,” I said. “But
that’s not the worst part. Once you elim-
inate all those people—and it’s possible
there are few left—how many do you
think will change their behavior based
on the memo? How many will begin
living and breathing the company’s
mission because of your memo?”

The CEO just grimaced.
I tried to revive his spirits by point-

ing out that the deeper issue was his
mistaken belief about communication.

“The only thing you’re guilty of,” I
said, “was that you thought your job was
done when you articulated the mission and
wrote the memo, just one more item on
your to-do list. You moved on. Mentally,
you smiled and said, Next!”

Like most busy leaders, this CEO
wanted to believe that after he commu-
nicated direction, people heard him,
understood him, believed him, and then
executed. I see why leaders think this
way. We want to believe that our com-
ments have great meaning. We assume
that the people around us are smart,
understand what we’re saying and see
the value of our remarks. We’re often
busy and overcommitted. We all wish
we could just move on to the next item.

The good news is that this false
belief has a simple cure—follow-up.
After communicating, follow up to make
sure that people understand, talk with
them to get a read of their buy-in, and
involve them to make sure that they’re
committed to execution. Follow-up
may take a little time, but it’s less than

You’re Leading

ONE MAIN CAUSE OF CORPORATE DYS-
function is the glaring gap between

“I say” and “they do” or between “I
spoke” but “no one listened.” It’s a
huge mistake to assume that just
because people hear you speak, they
will listen and then do what you say.

A few years ago, I (Marshall) saw a
doctor for back problems. After doing a
few tests, the doctor sat me down and
quickly rattled off 10 different exercises
that I was supposed to do regularly.
He assumed that once he had made
the correct diagnosis and told me what
to do, his job was done. I realized
there was no way that I would remem-
ber what he said, much less do it.

But he had checked the box on his
to-do list. Time for the next patient!
Like this doctor, leaders often believe
that their organizations operate with
strict down-the-chain-of-command
efficiency. In a perfect world, every
command is not only obeyed but
obeyed precisely and promptly. The
manager never has to follow up—
because he said it—it was to be done.
So let it be written, so let it be done.

I dealt with this communication
gap head-on with a client, a CEO of a
major high-tech firm. He was 54 years
old with a degree from MIT. He was
also—like most of my clients—very
action-oriented and impatient. His
employees felt they didn’t understand
the company’s mission and overall
direction. “I don’t get it,” he groaned.
“I’ve clearly articulated the mission
and direction in our team meeting. I’ve
summarized it in a memo, which was
immediately distributed. See, here’s
the memo! What more do they want?”

Since he had a refined sense of irony,
I thought he was kidding. Making
people understand the company’s mis-
sion doesn’t happen overnight or by
fiat. Surely this smart CEO understood
how difficult it is to communicate
even a simple message. But by the

the time wasted on miscommunication.

PPeerrffoorrmm  LLiisstteenniinngg  CChheecckkss
One morning, I (Patricia) received a

call from a client, Akil, who said, “I’ve
told my team what we need to accom-
plish, but I’m worried that we won’t
reach our numbers for the second quar-
ter in a row. Can you help me?”

He assured me that he had talented
team members. Their performance had
been excellent until a recent reorganiza-
tion. They then seemed to lose steam.

Such disengagement is common, as
most workers aren’t working at full
productivity and feel relatively discon-
nected from their work.

We performed a Team 360 Assessment
to determine why Akil’s team was
struggling. We asked team members,
manager, and other stakeholders three
questions: What’s working well right now
with the team? How could the team raise the
bar on their performance? What suggestions
do you have for Akil as team leader?

TTwwoo  AArreeaass  NNeeeeddeedd  AAtttteennttiioonn
We discovered two areas that demand-

ed attention. First, the team was strug-
gling to understand how the changes
affected them. What did they now stand
for, and what were the key priorities? In
his book Top Teaming, Lawrence Levin
notes that a team needs to know what it
stands for and where it is going. Lack of
clarity handicaps a team and slows its
progress. Akil was surprised by this
finding, as he had discussed the
changes in meetings; but the feedback
suggested that several dots were not
connected. The expectation for growth
meant different things to different team
members. A lack of alignment about
what this meant to individual team
members brought them to a standstill.
Were they expected to add new customers?
Or drive more adoption by their current
clients? What did growth really mean?
They weren’t sure, and hadn’t paused
to check one another’s assumptions.

Akil learned that he had to define
growth, while eliciting suggestions from
his team on how to achieve it. He learn-
ed to do frequent listening checks with
his team to correct misunderstandings
and misalignments earlier, saving time
and energy. By taking these steps, he
gained higher engagement and forward
movement from his team. This was the
start of an ongoing dialogue resulting
in a more engaged and energetic team. LE

Marshall Goldsmith is a top-rated executive coach and best-
selling author of MOJO and What Got You Here Won’t Get
You There. Email Marshall@marshallgoldsmith.com. Patricia
Wheeler is an executive and team coach, and Managing Partner
in the Levin Group LLC, Patricia@TheLevinGroup.com.

ACTION: Follow up to gain desired results.
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ties better places and generously re-
wards shareholders.

2. Great leaders let go. The grave-
yard of failed businesses are littered
with the bleached bones of leaders
who destroyed their companies by an
inability to let go of yesterday’s bread-
winners, personal ego, same-old-same-
old and conventional wisdom. Yester-
day’s breadwinners are those products
or services that once represented the
lifeblood of the company and provided
the bulk of its revenues and profits but
now languish. Most leaders and com-
panies rationalize their continued exis-
tence as representing the firm’s legacy
or kidding themselves they’re still pay-
ing their own way. In reality most
require too much time and too many
resources to justify their continued
existence. Smart leaders let go of yes-
terday’s breadwinners.

When the boss’s ego requires that he
or she be the smartest person in the
room and requires that their idea(s)
always win, doom is just around the
corner. Great leaders set their egos
aside, are humble and understand that
their job is to attract people smarter
than they are and with better ideas
than they possess and then get out of
the way and gently steer the ship.

Same-old-same-old takes place
when companies pay scant attention to
something until it’s broken. Then, in a
flurry of self important and dramatic
executive directives, someone is dis-
patched to fix one problem while
somebody else is sent to fix another.
Constantly sending people to solve
problems distracts everyone from the
goal of constant growth. Great leaders
constantly analyze every person, prod-
uct and process and address them
before they become broken so that
always being in fire-fighting mode
doesn’t become an accepted way of

Successful Reinventors

ONE OF MY YOUTHFUL
ambitions was to

become the youngest
owner of a radio station. At age 22,
and fresh out of college and a short
stint in Detroit radio, I realized that
ambition when I came up with enough
money for a down payment on my
first radio station in Flagstaff, Arizona.

At the closing, the elderly lawyer
representing the seller offered this sage
advice. “You’re very young to own a
business,” he said, “but you’ll do well
if you remember two things: 1) being suc-
cessful in business comes from practic-
ing good common sense; 2) the most
common thing about common sense is
how uncommon common sense is.”

Great leaders and managers use six
guiding principles to reinvent themselves
and build extraordinary companies.

1. Great leaders are committed to
double-digit growth. When I ask peo-
ple if they’d like to make more money
or receive a promotion or a new set of
challenges, they all raise their hands.
But unless a company’s annual finan-
cial performance is growing by dou-
ble-digits there’s no way for people to
earn more money and be promoted.
When talented people realize the only
way for advancement is to throw
someone under a train or wait for
them to retire or die, they’ll depart for
greener pastures elsewhere. Mike
Long, the CEO of Arrow Electronics
who grew the company to a $22 billion
powerhouse, once told me, “I’m sur-
rounded by the most talented people
in the world. Unless I keep buying
companies and inventing new busi-
nesses, they’ll run out of opportunities
for growth here and leave. If they
leave they’ll either become my com-
petitors or join my competitors. It’s the
job of the CEO to stay ahead of their
people, keep them challenged and
provide them with more opportunity.”
Double-digit growth allows companies
to attract, keep and grow the right
people. It improves the fortunes of
families, allows for reinvestment in the
business, turns vendors and suppliers
into valued partners, keeps the atten-
tion of investors and makes communi-

doing business. Most businesses want
to achieve unconventional results.
Unfortunately, the same basic mathe-
matical equations apply: Conventional
wisdom = conventional results (if
you’re lucky) and unconventional wis-
dom = unconventional results.

3. Great leaders make lots of small
bets. Google’s $12 billion acquisition of
Motorola’s mobile phone business
received a lot of news, but most jour-
nalists failed to connect the dots on the
real story at Google. In the past two
years, the company has purchased
nearly 200 other companies (average of
two per week). And, each represents a
small bet. From social gaming to joint
ventures with NASA; from daily deal
companies to digital video and voice
recognition the company knows their
future depends on constantly forging
ahead into new businesses.

When Starbucks took a nosedive, its
former CEO Howard Schultz returned,
took back the reins and embarked on a
nonstop program of reinvention. In
less than two years, the company made
more than 100 small bets including:
new store designs, testing of wine and
beer sales, a move into instant coffee,
an entire line of desserts, an emphasis
on tea and the introduction of oatmeal.
Many of the small bets became big hits,
and the combined revenues of these
many small bets quickly recaptured the
revenues that had been lost.

Dan DiMicco, the CEO of America’s
largest steelmaker, points out that the
company doesn’t have an R&D Depart-
ment. “Why would we need one,” he
asks? We have 20,000 people who work
together and we try every idea that
everyone has. If it works.” he says, “we
quickly scale it across the company and
if it doesn’t work we simply move on
and try the next idea.”

Great leaders stay ahead of their
customers changing needs and wants
by continually offering an array of new
products and services by constantly
making lots of small bets and being
prepared to seize on those that work.

4. Great leaders make certain that
everyone knows the strategy. Convent-
ional wisdom dictated that knowledge is
power and so most leaders maintained
an iron grip on all knowledge to insure
their importance. They even limited
the number of people who knew the
firm’s strategy. Signing non-disclosure
agreements became a rite of initiation
into the inner sanctum. Great leaders
know that execution—not knowledge—is
power, and they make certain that
everyone understands the strategy and
their role in its achievement. For exam-

by Jason Jennings
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ple, in the past decade, Co-CEOs Tim
and Richard Smucker have grown their
company, JM Smucker, a 100-year-old
manufacturer of jams and jellies doing
$500 million in annual sales with prod-
uct leadership in one cutthroat grocery
category, to nearly $6 billion in revenue
and leadership in nine grocery categories.
They attribute much of their success to
a booklet, The JM Smucker Strategy (re-
quired reading for all who work for or
with the company). “How could we
have employees, partners and share-
holders not understand our strategy,
they wonder?” Great leaders ensure
that everyone knows the big strategic
goals and their role in achieving them.

5. Great leaders get everyone to think
and act like the owner. Thinking and
acting like an owner means the person
has some skin in the game. Thinking and
acting like the owner means they have
everything in the game. It’s the only thing
they want to do, while acknowledging
there’s still much work to be done, and
it makes good sense to be frugal. Great
leaders know that to achieve continu-
ous growth and to stay ahead of their
customer’s needs requires everyone to
think and act like the owner.

Charles Koch, Chairman/CEO of
Koch Industries, the world’s largest
privately held company, maintains,
“The only way to get people to think
and act like the owner is to teach them
how what they do creates economic value
and how to measure and improve it.”

6. Great leaders are good stewards.
Authentic leaders don’t think that lead-
ership is about suiting up in a coat of
armor, mounting a stallion, and gallop-
ing off in search of villages to rape, pil-
lage and plunder in order to get their
picture on the cover of magazines.
They believe in service over short-term
self-interest, don’t have a need for power
over others, are committed to develop-
ing the people who give their business
value and are nurturing, authentic,
mentoring and selfless. Steward lead-
ers are accessible, spend most of their
time listening to customers, have noble
guiding principles for making decisions,
have no need for superficial distinctions,
and improve things for all stakeholders.

The guiding principles of leaders
who are committed to embracing con-
stant radical change and reinvention
and building extraordinary companies
are common sense. Sadly, the most com-
mon thing about common sense is how
uncommon common sense really is! LE

Jason Jennings is author of The Reinventors (Penguin Put-
nam) and other bestselling books on business and leadership.
Visit www.jason-jennings.com.

ACTION: Follow these six guiding principles.

by Kate Ward

slowly and softly, enjoy small talk, and
reluctantly offer opinions. They’re
active listeners and encourage others.
• Ask + Just the Facts = Systematic

Style. Systematic people possess low
assertiveness and expressiveness.
They’re deliberate, accurate, focused,
meticulous, analytic, and principled.

FFoouurr  AArreeaass  ooff  FFooccuuss
So how does personality style relate

to effective leadership? Effective leaders
exhibit four areas of focus:

1. Envisioning the future. Direct lea-
ders envision the future, take action,
seek promising opportunities, encour-
age risk-taking, and focus on finishing.

2. Engaging others. Inspiring, moti-
vating, and enthusiastic, Spirited leaders
engage others to generate excitement,
for achieving a common goal.

3. Encouraging others. Considerate
leaders encourage others. They’re
active listeners, ask for input, and
excel at people development.

4. Executing results. Systematic lead-
ers excel at execution. Their detail-ori-
entation and informed decision-making
lead to high performance.

Most effective leaders excel in all
four areas. Each area direct-
ly relates to the strengths of
the four personality styles.

Effective leaders flex
their style to meet the needs
and style of others.
• Direct Style. Direct

employees appreciate the
challenge of new projects
and non-routine activities.
They respond best to
straightforward, feed-

back—and recognition for results.
• Spirited Style. Spirited employees

don’t like details, rules, and regula-
tions. They like freedom, value public
praise, and prefer to brainstorm ideas.
• Considerate style. Considerate employ-

ees prefer to work on one task at a time
and be recognized for their dependabili-
ty, loyalty, and contributions to the team.
They value relationships. Leaders need
to be patient with them.
• Systematic style. Leaders need to

provide clear, measurable expectations;
the autonomy to complete the work; and
the facts/figures to support feedback.

Effective leaders tap into their strengths
—while drawing out the best perfor-
mance from others—by understanding
personality styles and knowing how to
flex it to accommodate their people. LE

Kate Ward is author of the award-winning book, Personality
Style at Work: How to Get Along with (Almost) Anyone. 
Visit www.personalitystyleatwork.com.

ACTION: Learn to flex your personality style.

CONSIDER THIS SCENARIO:
In a leadership devel-

opment session, you are
discussing what makes a good leader and
then asked, “Who is your favorite
leader.” Olivia responds, “Oprah. Her
leadership created fanatic followers.”
Marco says, “Donald Trump. He’s not
afraid to take big risks and get big
results.” Gabe says, “Nelson Mandela
was a great leader—he helped reunite
and reconcile former enemies.” Seth
says, “My favorite is Bill Gates. He had
the brains and discipline to systemati-
cally out-perform the competition.”

Notice the four types of leaders
mentioned—and four personality
styles. Effective leaders draw on their
natural strengths—and flex their person-
ality style to meet the needs of others.

Personality style drives
what people do—how they
think, act, and feel. It’s how
people behave when given
the choice. And it’s based on
two dimensions: assertive-
ness and expressiveness.
• Assertiveness is the degree

of effort someone makes to
influence others. Think of it
this way—it’s what deter-
mines if people ask or tell.
• Expressiveness is the degree of effort

people put forth when they reveal their
emotions to others. It’s the touchy-feely
verses just the facts type of people.

When you combine assertiveness and
expressiveness, you get four distinct and
different personality styles:
• Tell + Just the Facts = Direct Style.

The Direct style is characterized by
high assertiveness and low expressive-
ness. They tend to tell other people how
it is, cut to the chase, interrupt and
avoid small talk. They have high confi-
dence and take risks to get big results.
• Tell + Touchy-Feely = Spirited Style.

Spirited people are assertive and express-
ive. They tend to exaggerate, express
their opinions, and use animated ges-
tures. They’re very enthusiastic and can
persuade others to their point of view.
• Ask + Touchy-Feely = Considerate

Style. This style results from low assert-
iveness and high expressiveness. They like
to show their emotions, but they speak

Personality Style
Key to effective leadership.

LEADERSHIP STYLE
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the 1830s, Alexis de Tocqueville noted:
“The manufacturer asks nothing of the work-
man but his labor; the workman expects
nothing from him but his wages. The one
contracts no obligation to protect, nor the
other to defend; and they are not permanent-
ly connected either by habit or by duty.”

How depressing! Today, great orga-
nizations want your full-tilt participa-
tion. Amazingly, that’s exactly what
most people want to give. But they
don’t. Why? Much of the problem lies
with an old mindset based on what we
call the “benevolent organization.”

BBeenneevvoolleenntt  OOrrggaanniizzaattiioonn
Imagine that you work for a benev-

olent organization—one that believes
in and practices fanatical employee
support. The organization has anointed
you with a big title, office, and salary. It
assigns people to clean your house, do
your laundry, and file your tax returns.

There are piano lessons for your kids,
personal trainers and home decorators.
Not least, you have a great boss. The
organization is successful, and you are
blessed to be in the middle of it.

But are you engaged? The organiza-
tion may lavish you with perks, but
perks don’t hold the key to engagement.
Feeding the pleasure center of the brain
through extrinsic rewards doesn’t engage
a person and bring real, lasting fulfill-
ment. At best, it creates security, short-
term pleasure or hedonic well-being.

So how do you light yourself on fire?
• Release your discretionary effort now.

Don’t turn life into a miserly exchange
in which there’s a quid pro quo for
everything you do. Invest ahead of the
organization. The organization may
reward you tenfold. It may not. Even if
the organization does not fully appreci-
ate your contribution, do your best.
You will take your experience with
you. No one can strip you of the hard-

Engagement Mindset

WHO OWNS EMPLOY-
ee engagement—

you, your boss, or the
organization? In our research, more
than half of the leaders say the organi-
zation does. But 100 percent of highly
engaged employees (HEEs) say they
own their engagement.

What factors create HEEs—and
how do you become one? HEEs share
six patterns of thinking and behaving:
1. Connecting: Participating in activities
that produce a high return on connection.
2. Shaping: Seize chances to customize your
professional experience. 3. Learning: Become
a self-directed learner, learning at or above
the speed of change. 4. Stretching: Move
out of your comfort zone, going to your
outer limits. 5. Achieving: Regenerate
through the intrinsic rewards of meaningful
achievement. 6. Contributing: Direct effort
beyond self to create growth in others and
value in the organization.

Today, most organizations still suf-
fer from a disengagement epidemic
with 75 percent of all employees not
fully engaged. Yet in most cases the
boss can’t fix it. Why? Because high
engagement is a choice—a mindset.

Who owns your engagement? “I
light myself on fire, and people come
to see me burn.” So said John Wesley,
the founder of Methodism. If Wesley
were alive today, we would call him
highly engaged. We would also call him
prophetic. I find that without exception,
HEEs light themselves on fire. They don’t
wait for the organization to do it. The
organization can help, but if it tries to
do most of the work, it fosters learned
helplessness, dependency on external rewards,
and performance stagnation. People want
to be anxiously engaged in organizations
and to make a difference.

Does it do any good to idly yearn to
be engaged—to wait expectantly for
the organization to engage you? Sure.
Just expect to wait a long time and keep
your expectations low. Engagement and
equilibrium are contrary states. You
have to choose one or the other.

Many organizations have become
contaminated with a patently false
concept of engagement that puts the
primary burden on the organization. In

won lessons you learn and the experi-
ence you gain. They are yours forever.
• Eat change for breakfast. Change

will choose you even if you don’t
choose it. And it always requires two
things: the performance of work and
the absorption of stress. There are no
storm-proof organizations, and there
are no sources of competitive advan-
tage that last forever. It’s all ice. The
only question is the rate of the melt.
The forces of change will come from
inside and outside the organization.
Compression and acceleration will be
the dominant themes. But none of that
should surprise you. It’s a given.
• Be grateful and happy. You are not

entitled to a crabby, peevish attitude.
You have an obligation to be positive,
encouraging, and helpful. Even if you
have a poor leader as a boss, you’re
still better off making the biggest con-
tribution you can. You’re developing a
rhythm and cadence to your life. Don’t
let the weaknesses and dysfunctions of
the organization set the tone for you.
Aristotle said, “We are what we repeat-
edly do.” Bring some enthusiasm and
see what damage you can do.
• Make things better. Once you have

built a platform of credibility, you have
the right to put something on the table.
Challenge the status quo where it makes
sense. Manage risk and don’t be care-
less, but try to make things better. A lit-
tle swashbuckling can be a good thing.
You may not be the most creative and
innovative person, but if you simply
want to improve things and are look-
ing for an opportunity, those opportu-
nities are more likely to appear.
• Be accountable. Some people never

stop making excuses. We always have
the choice to either embrace reality or
fashion a new version. Since we hate dis-
cord between themselves and reality,
we tend to change ourselves or pretend
to change reality. We can tell ourselves
a soothing story and wait for the impend-
ing crisis to hit before we throw away
our soothing story. It’s a blessed day
when we choose to be fully account-
able for our own performance.
• Use the delete key. Push it not only

for negative feedback that would dis-
courage you, but also for gratuitous
praise that would lead you to falsely
believe in your own superiority. Both
strains of input are dangerous. If you
want to develop the courage to be
wrong, throw out the sentimental slush
as well as the harmful criticism. LE
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ACTION: Develop these six patterns of thinking.

by Timothy R. Clark
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members work on jobs that they can
do, they will feel better about what they
are doing; they will grow and do more; and
you will be able to do other things.

To be an effective leader, all you
need to do is let people do their work.
Have your best writer write the first
draft of an important report; have your
most persuasive team member make
your team’s next pitch; and have your
most anal, detail-oriented person check
out every detail before you go public.

Great leaders don’t work—they
facilitate and orchestrate. They think of
great strategies and help other people
implement them. They spend their
time predicting new developments as
or just before they happen. They take a
broad, comprehensive view of their ter-
rain, noticing the key details so that
they can confidently choose the best of
many possible forks in the road. They
don’t do anything—except think, make key
decisions, help people do their jobs better,
and add a touch of control to make sure
the final recipes come out okay.

Leaders who are too busy working
and doing a job can’t do these things—
and their teams suffer. Doing too much is
far worse than doing too little—it doesn’t
leave you enough time to be as strate-

gic as you might otherwise
be and, worse, it means that
you under-utilize and under-
challenge your team members.
By not letting good perform-
ers do their jobs, on their own,
you also don’t allow your
team members to feel proud.
The end result is not just dis-
like but even hatred of lead-
ers who butt in, who come

across as control freaks, who micro-manage.
Doing nothing is not easy for people

who like their work, who are driven to
succeed, or whose ancestors had to work
hard just to survive. But how would it
feel if all of your team members were
living up to their maximum potential?
What would your life be like? Life as a
leader becomes wonderful when your
team members are all performing well.

So, think of your job differently. Your
job is not to do things. Instead, you’ll
do far better if you dedicate yourself to
helping other people do as much as
they can as well as they can. If every
member of your team lives up to their
maximum potential, you and your team
will be as successful as you can possi-
bly be. It doesn’t have to be so hard. LE

J. Keith Murnighan is a Professor in the Kellogg School of
Management at Northwestern University and the author of
Do Nothing! How to Stop Overmanaging and Become a Great
Leader. Visit keithmurnighan.wordpress.com.

ACTION: Let your team members do their work.

Stop Already!

LEADERS ARE EMBARK-
ing on a new social

journey as they develop
their leadership and transform their
cultures. Much can change in a year.
Today we’re in the midst of a digital
revolution. Globalization, new technol-
ogy, and the flood of information have
created a complex, volatile environment.

With social channels, such as
Facebook and Twitter, we can connect
in new ways. Online users can share
information across continents with the
click of a button. Social communities
unite individuals whose paths would
have never crossed previously. Organ-
izations can explore innovative possi-
bilities by sharing ideas with external
parties, and capitalize on new business
opportunities simply by being social.

Also, a new generational shift has taken
root: Baby Boomers are starting to retire;
Gen Xers are moving up the ranks; and
Millennials are entering rapidly.

In our interviews with 1,700 CEOs,
we learned that they feel that the trend
of openness will have the greatest impact
in future years. In the age of digital
communications, CEOs need to pro-
mote innovation and growth using
technology, often with the use of social
media. Society is demanding closer
personal relationships in business.

RRiissee  ooff  SSoocciiaall  MMeeddiiaa
Within five years, 57 percent of CEOs

are expected to guide their organiza-
tions to use social media channels to
connect with customers and partners.
Cuing into the popularity of social
sharing, organizations are now adopt-
ing new models of working that tap
into the collective intelligence of their
networks. As CEOs increase openness,
they’re developing collaborative environ-
ments where employees are encouraged
to speak up, exercise personal initia-
tive, connect, collaborate and innovate.

From the inside and outside, CEOs
are encouraging employees, clients and
partners to connect and learn from each
other—53 percent of leaders are using
technology to facilitate greater partner-
ing and collaboration with outside
organizations, while 52 percent are pro-
moting great internal collaboration.

You likely do too much.

WHEN YOU BECOME A
leader, you must

stop doing what made
you successful in the past. Engineers
who take over design teams need to
stop doing designs; faculty members
who become principals should stop
teaching; and restaurant owners
should stop cooking. As you move
up, you need to resist your natural
tendencies to act. If you don’t, you’ll
fall into a natural trap of doing too
much, over-managing—and your
team members will suffer, unneces-
sarily. As you move up you should
continuously be doing less and less of
what you were doing. In fact, your goal
should be to do absolutely nothing!

This requires a shift in your approach
to your job, and tremendous insight.
Yes, you feel like you must always be
an active, hardworking, goal-
oriented leader who is reach-
able 24-7, since you’re ulti-
mately responsible for every-
thing that your team mem-
bers do. Although it is good to
be conscientious and dedicated,
too many leaders do too much—
and, get in team members’ way.

Thus, we need to learn
that, to be effective as we
move up in the world, we need to do
less—and less and less.

Successful leaders can have a huge
trickle-down impact on hundreds of
people—if they recognize people’s
skills, help to facilitate their perfor-
mance, and then get out of the way and
let them do what they can do.

The alternative is remarkably ironic:
in the process of being a leader, you
only have two choices—you can trust
people or micro-manage. There is no in-
between. If you don’t trust people to
do the jobs that they know and want
to do, they will think that you are micro-
managing, and no one with any expe-
rience or expertise wants that.

Your comparative advantage, as a
leader, is not to get involved. Instead,
it is far better to focus on facilitating
others’ performance and orchestrat-
ing their efforts so that they combine
their efforts into the most effective
final product. If you can let your team
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chemistry into influence that contributes
to business results through consistent,
clear and insightful verbal and non-
verbal communications. They are
activists for the business and advocates
for HR in driving business results.

3. Capability builder. HR pros help
to define and build capabilities—what
the organization is good at and known for
(culture). Capabilities might include
innovation, speed, customer focus, and
creation of meaning and purpose. HR
pros help line managers create mean-
ing so that organizational capabilities
reflect employee values.

4. Change champion. HR pros develop
effective change processes and structures
to ensure that the capacity for change
on the inside is greater than the rate of
change on the outside. They ensure a
seamless integration of change processes at
the institutional, initiative and individ-
ual levels; they build the case for change
based on market and business reality;
they overcome resistance to change by
engaging key stakeholders in making
decisions and building commitment to
implementation; and they sustain
change by ensuring the availability of
necessary resources—including time,

people, capital, and infor-
mation—and by capturing
lessons of success/failure.

5. Innovator and inte-
grator. HR pros integrate
HR practices around a few
critical issues. When HR
sub-processes aren’t uni-
fied, mixed messages are
sent, and performance is
sub-optimized. HR pros
ensure that desired results

are prioritized, that necessary capabilities
are powerfully conceptualized and opera-
tionalized, and that appropriate HR prac-
tices, processes, structures and procedures
are aligned to create and sustain the iden-
tified capabilities and achieve results.

6. Technology proponent. For years,
HR pros have applied technology to
enhance HR processes—now, they are
applying social networking technology to
guide the connectedness of people
inside and outside the firm. Also, HR
pros are enlarging their role in manag-
ing information—identifying relevant
info, bundling it into useable knowl-
edge, leveraging knowledge into key
decisions, and ensuring action.

As HR pros gain competency in
these roles, they can help leaders make
informed choices about talent and cul-
ture to ensure sustainable success. LE

Dave Ulrich, Jon Younger, Wayne Brockbank are principles at
Results Based Leadership. Visit www.rbl.net.

ACTION: Excel in these six HR roles.

LEADERS EXPECT THEIR HR PROFESSIONALS
to anticipate changing conditions

and then add value to the business by
providing insights and actions on tal-
ent, culture, and leadership. Talent
ensures that employees are competent,
committed, and engaged, and gain a
sense of contribution or meaning from
their work. Culture reflects how people
think and act. It shows up as events,
patterns, and the identity of the com-
pany in the mind of the best customers
made real to every employee every day.
Leadership means that leaders act and
behave consistent with cus-
tomer expectations. While
leaders are the owners of
talent, culture, and leader-
ship, HR pros are architects
who build blueprints that
inform leadership decisions.

For 25 years, we’ve con-
ducted the HR Competency
study to define what HR
pros should know and do to
be seen as effective and deliv-
er business results. Leaders expect their
HR pros to show competency in six roles:

1. Strategic positioner. HR pros see
the global business context—including
social, political, economic, environment-
al, technological and demographic
trends—and the business implications.
They know the structure and logic of
their industries and the competitive
dynamics of the markets they serve,
including customer, competitor, and
supplier trends. They then apply this
knowledge in developing a personal
vision for the future of the company.
They help develop customer-focused
business strategies and translate the
strategy into business plans and goals.

2. Credible activist. HR pros do what
they say they will do. Such integrity
serves as the foundation of personal trust
that translates into professional credibili-
ty. They have effective interpersonal
skills, develop positive chemistry with
key stakeholders, and translate this

HR Competency
The pros excel in six roles.

LEADERSHIP TALENTYes, for many CEOs, social media is a
new frontier. The challenge is taking
available online tools and the social
habits of the new generation and
applying them in an environment that
encourages leadership. Leaders must
collaborate to learn new techniques.

CEOs can now mold the new gener-
ating of employees into innovative
leaders of the future. For a generation
where openness is a way of life, a sec-
ond nature, the opportunities for culti-
vating this innovation are infinite.

When asked what traits they find
most essential for innovative leaders,
CEOs identified three traits:
• Customer-obsessed leaders. They seek

to understand what makes a customer
tick and leverage that info to improve
customer needs and responsiveness.
• Inspirational leaders. They engage,

motivate and guide employees with
shared values in a culture that allows
for openness, yet remains in control.
• Collaborative leaders. Leaders who

team with other forward thinkers can
tackle more challenging and disruptive
types of innovation. Rather than set-
tling on new products or services, they
might create an entirely new industry.

CCoonnnneeccttiinngg  ffoorr  tthhee  FFuuttuurree
Best processes and practices are now

the norm, but innovation and adaptation
are what separate the outperformers from
the irrelevant. Successful leaders chal-
lenge assumptions and encourage peo-
ple to step out of the comfort zone. They
find ways to identify creative leaders,
acknowledge their performances, and
encourage collaboration with others.

Global companies must develop cul-
tures and infrastructures that stimulate
innovation and ensure the best ideas
are identified and shared regardless of
where they originate. Collaborative tools
facilitate creative leadership and drive
growth. It’s not always about being the
one who comes up with the best idea—
it’s about making it possible for the best
ideas to flourish. CEOs need to embrace
new social tools to foster a collaborative
culture with employees and partners.

Through this thought leadership and
forward-thinking internal structure, lead-
ers can engage customers, clients and
citizens on a more personal level, pre-
cisely when, where and how the customer
wants to be contacted. Technology is
reinventing the way future, innovative
companies will connect with employ-
ees, customers and partners. LE

Peter Korsten is Global Business Services Partner & VP, Global
Leader IBM Institute for Business Value. Visit www.ibm.com.

ACTION: Ensure that the best ideas flourish.
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heating up because we have maximized
our economic interests by burning coal,
oil and gas without considering the
effects on the global climate system. All
life on this planet, including all of us,
exists only because we are enmeshed
within a complex web of interdepen-
dent ecological and social systems.
Leaders must remove their blinders
and recognize this natural law of interde-
pendency. The first commitment
required to make the shift to systems
thinking is to see the economic, social and
ecological systems you are part
of. Systems are not easy to
quantify. But you can map
them. Drawing systems
maps will help leader’s
grasp that they exist only
because they are part of
complex interdependent
systems.

2. Be accountable for all
consequences of your actions
on those systems. In today’s over-
crowded, over-heating, and extensively
interconnected world, almost every
action we take affects the planet’s social,
economic, and ecological systems in
some way. Yet many leaders pursue
their self-interests without considering
the consequences on those systems.
The natural law of cause and effect is
ubiquitous. Our failure to understand
this always produces dire outcomes.
Assessing carbon footprints is a start,
but more is required. Leaders must
strive to account for all of the possible
consequences of their firm’s activities
on the social, economic and ecological
systems they are part of. Like systems,
cause and effect can be difficult to
quantify. But it can be mapped using
tools such as life-cycle analysis.

3. Abide by society’s long held uni-
versal moral principles of equity and
justice. After their awareness expands
of the affects of their activities on the
systems they are part of, leaders must
adopt a clear set of moral principles to
guide their response. By morality I mean
decisions about what is fair and unfair in the
way they treat people here and abroad,
and what their duties and responsibili-
ties are to others. The most universally
held moral precept is to do no harm.
The natural law of moral justice says
that any action that causes unjustifiable

Systems Thinking

ENVIRONMENTAL RISKS
are also business

risks. All firms depend
on a relatively stable natural environ-
ment. Extreme and frequent floods,
heat waves, wind storms, droughts,
rising illnesses and diseases, and other
consequences of climate change affect
community members. Every firm relies
on community members as suppliers,
customers, and employees. They also
depend on resources, services and infra-
structure worldwide and locally to
operate. It’s impossible to separate
environmental stability from community
wellbeing or from the viability of busi-
nesses and, in turn, economic growth.

The economy is in the tank, and
thousands of people are out of work.
At the same time, the planet is danger-
ously heating up and ecological sys-
tems are declining. Are troubles merely
the result of poor policies? Or is some-
thing more fundamental at play?

The roots of our difficulties are sim-
ple, yet hidden from the view of many
leaders. The activities of most firms,
and the goals and structure of the
economy, are shaped by misjudgments
about how the planet functions and
what it means to live a good life.

To resolve today’s challenges, our
leaders must overcome the false per-
spectives that created the predicament.
This requires moving from a linear
way of thinking—where we focus on
quickly fixing the most visibly broken
parts of what isn’t working—to a sys-
tems perspective that brings our think-
ing and behavior into line with the
natural laws of sustainability. Despite
years of talk about systemic thinking,
few leaders practice it, often because
they lack a simple framework for
implementing a systems perspective.

Here is a framework involving five
interrelated commitments that can help
leaders make the shift from linear to
systems thinking.

1. See the systems of which you are
part. The economy collapsed in large
part because the financial sector maxi-
mized its own self-interests without
considering the consequences for the
larger economic system. The Earth is

human suffering and death is morally
wrong. Our use of fossil fuels is already
causing human suffering and death,
and much more will occur as the planet
warms. This is one example of morally
wrong behavior. A commitment to do no
harm focuses leaders on the need to
control their innate selfish and aggres-
sive traits. Investigating the many ways
an organization can do no harm is a
powerful exercise.

4. Acknowledge your trustee obliga-
tions and take responsibility for the
continuation of all life. The scale of
today’s economy and associated eco-
logical impacts mean that human activ-
ities, not natural processes, will now
determine the fate of the Earth. We
must now accept the natural law of
trusteeship—every individual and orga-
nization is a trustee of the planet with

the responsibility to ensure
the continuation of all life
for current and future bene-
ficiaries. The Golden Rule
expresses this commitment:
Treat others as you would like
them to treat you. We must
treat the economic, social,
and ecological systems we
are embedded within as we
want others to treat them,

because our lives depend on it. This
commitment magnifies the innate self-
less, cooperative, and caring instincts to
do good that is inherent in every busi-
ness and political leader. When leaders
clearly and publicly state—and
enforce—the moral principles that will
guide their organization’s activities,
constructive changes always result.

5. Break free from the false beliefs
that control your life and choose your
own destiny. Many leaders have been
taught that focusing on Me alone—
maximizing their personal, family, and
organizational wellbeing over every-
thing else—is natural and good. But
this view confuses self-centeredness with
individual freedom. No executive needs
to be controlled by such outdated harm-
ful beliefs and habits. We can think sys-
temically at any time. The natural law
of free will offers empowering knowl-
edge. Every organization can abide by the
five commitments any time they choose.

The shift to sustainability happens
one person and organization at a time.
As leaders think systemically, social
contagion will occur, and the cultural
and political will needed to set society
on a sustainable path will emerge. LE

Bob Doppelt is Executive Director of The Resource Innovation
Group (TRIG), an adjunct professor at the University of Oregon,
and author of From Me to We. Visit www.me-to-we.org.

ACTION: Shift from linear to systems thinking.

by Bob Doppelt
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rical advantages” of the “best technology
in the world” combined with the
“genius of our people.” When Navy
budget officials proposed cuts related
to developing people, Clark wouldn’t
allow it. Instead, he increased the train-
ing budget. And, he strongly support-
ed an increase in pay (approved by the
President and Congress). As part of his
Revolution in Training, he established the
Naval Education and Training Command
with 12 Navy Centers of Excellence. He
required everyone in the Navy to have
a personal development plan. He changed
the performance appraisal system to
provide constructive feedback for everyone
and added the requirement to leaders’
performance appraisals that they help
sailors learn and grow. He liked to say,
“if you are not growing, you’re dead.”

In the Navy, sailors who are part of

the enlisted class can at times feel like
second-class citizens as compared to
the officer class. Clark made it a priority
to blur the lines between the officer and
enlisted classes while maintaining the
decision-making chain of command.
When he traveled, Admiral Clark met
with COs and with Master Chiefs
(leaders of the enlisted class) and asked
them to value the sailors under their
leadership and see to it that they pros-
pered: “The young sailors under our com-
mand swear to support and defend the U.S.
Constitution from all enemies, and we as
leaders need to make promises in return. We
need to give them the training and resources
to enable them to fulfill their promise.”

Clark said the advice he received
from a Master Chief when he was a
young CO helped make him a better
officer. He invited the Master Chiefs to
mentor today’s young sailors in that
same way. Master Chief Petty Officer
of the Navy Jim Herdt, head of all
Master Chiefs, told me that the Master
Chiefs worldwide had the general atti-

Great Leaders Connect

GREAT LEADERS CON-
nect with the peo-

ple they lead so they
feel like part of the organization. One
leader who understood this was
Admiral Vern Clark, the U.S. Chief of
Naval Operations (CNO) from 2000
until his retirement in 2005. The CNO
is the principal naval adviser to the
President on the conduct of war. When
Clark assumed the CNO role, the
Navy was not meeting its sailor reten-
tion goals. He made winning the war
for talent the number one priority and
promptly began developing a culture
where sailors felt connected to the
Navy. He did this by focusing on the
three elements of culture that make
people feel connected to their organi-
zation: vision, value and voice.
• Vision. Admiral Clark described a

vision that made sailors feel proud to
be in the Navy. He said the Navy’s
mission is to take the “war fighting
readiness” of the United States to any
corner of the world at a moment’s
notice and it was “our turn to make
history” by “building a Navy for the
21st century” that would be “strategi-
cally and operationally agile, techno-
logically and organizationally inno-
vative, networked at every level, high-
ly joint (with the other services), and
effectively integrated with allies.” He
told them: “What we do matters. What we
do is hard work. We put ourselves in harm’s
way. We are away from our loved ones for
months on end. We do it because it’s impor-
tant and we are people of service. We are
committed to something larger than our-
selves: the protection of America’s interests
around the world and democracy.” Rear
Admiral Frank Thorpe, who was on
Clark’s staff, said that he spotted a
sailor with tear-filled eyes after hear-
ing Admiral Clark speak. Thorp asked
the young man what was wrong. The
sailor told him that he was going to ask
his Commanding Officer to rip up the
discharge papers he had submitted.
“For the first time,” he said, “a leader
told me why I should stay in the Navy.”
• Value. Admiral Clark made each

sailor feel valued. Clark described his
strategy as using the Navy’s “asymmet-

tude that “Old Vern (Clark) is counting
on us; we can’t let him down.”

Clark changed legacy systems that
made sailors feel devalued. One such
system was the Navy’s job assignment
process. Under Clark and a program
he dubbed “the revolution in personnel
distribution,” the system was changed
to a job bidding approach with incen-
tive compensation provided to the jobs
and locations that were in the least
demand. As a result, the percentage of
sailors forced into positions or loca-
tions they didn’t want was reduced
from 30 percent to around 1.5 percent.
• Voice. Admiral Clark made every-

one feel like they had a voice in most
decisions. He encouraged participants
to speak up. His own approachable,
conversational speaking style set the
tone for others to share their ideas and
opinions. He asked everyone to “chal-
lenge every assumption,” “be data dri-
ven,” and “drill down” into the details.
He challenged them to “have a sense
of urgency to make the Navy better
every day” in order to deliver greater
efficiencies and readiness for the dol-
lars America invested in the Navy.

Clark was more concerned about
getting it right than being right him-
self. He encouraged constructive friction.
This made it safe for people to disagree
and express views that were outside of
the consensus view. As a result, Clark’s
leaders felt connected to him and to the
U.S. Navy and emulated his leadership
style, which made the sailors under
their command feel more connected.

Vern Clark is a humble man and is
quick to say that he’s not perfect. Still,
the Navy achieved impressive gains dur-
ing his tenure as CNO and naval lead-
ers praise his leadership and positive
impact. In 18 months after Admiral
Clark became CNO, first term re-enlist-
ment soared from 38 to 56.7 percent.

As the Navy improved sailor reten-
tion and developed greater alignment
with Admiral Clark’s vision, it became
faster and more responsive. Within hours
after the terrorist attacks on 9/11/2001,
aircraft carriers, Aegis destroyers and
cruisers were in position to protect
America’s shores. Naval leaders antici-
pated what had to be done and took
action before they received orders. At
the Pentagon, command and control of
the Navy was quickly reestablished
and planning for America’s response
began while the embers of the fire from
the terrorist attack still smoldered. LE

Michael Lee Stallard speaks, teaches and writes about leadership
and engagement. He is the primary author of Fired Up or
Burned Out. Visit www.epluribuspartners.com.

ACTION: Instill vision, recognize value, add voice.

by Michael Lee Stallard
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contributor to education, public health,
science, and the arts. His creed has stayed
with me. His foundation has disbursed
$14.5 billion since its inception and is
still going strong, guided by that creed.

JJ&&JJ  CCrreeddoo::  HHeeaarrtt
In 2010, I was in the Toronto offices

of Johnson & Johnson. There the credo
was posted, and I read it. Gen. Robert
Wood Johnson wrote it in 1943. He saw
the credo as a moral code and a blueprint
for success. It begins, “We believe our first
responsibility is to the doctors, nurses and
patients, to mothers and fathers and all oth-
ers who use our products and services.”
The J&J credo states that employees
“must have a sense of security in their jobs.
Compensation must be fair and adequate.
Employees must feel free to make sugges-
tions and complaints.” In the last para-
graph, the credo states: “Our final
responsibility is to our stockholders.”

Today, many leaders declare their
first responsibility is to the stockhold-
er—their creed is this: The Stockholder is
King. This reduces the worth of the
company to the performance of its last
quarter. Miss your projections and the

kings say, “Off with your head!”
Over the years, J&J stockholders

have made a great deal of money—
because the stockholder isn’t king. It
isn’t the quarterly pressure on the
share price that drives decisions. It is
the commitment to quality and innovation
and responsibility. And those beliefs that
General Johnson laid out in 1943 have
been severely tested. In 1982 the com-
pany assumed responsibility for the tam-
pering with Tylenol, recalled 31 million
bottles, and offered free replacements to
put their customers’ safety first. That
decision cost J&J $100 million. Many
people felt the brand (and company)
would never recover, yet both flourished.

FFiinnddiinngg  YYoouurr  CCrreeeedd
Here are seven steps for creating a

company creed:
1. Do background research. Read all

strategy documents. Look at market
research, press reports, and industry-
related material. Gain a firm grasp of

Beliefs Creed

WHEN I WORKED IN
the music busi-

ness, I heard a lot of
songs—a few hits, a lot of misses. Hit
songs can come from unexpected peo-
ple or places, but they are never writ-
ten by committees, and they stay with
you. A great creed shares these traits.

A creed is a statement of beliefs. Ask-
ing What do you believe? is the start for
acquiring passion capital. A creed comes
from personal experience—from suc-
cesses and failures; from mentors and
family; from faith, challenges, and loss;
from disappointment and hope. A good
creed creates unity, clarity, inspiration.

RRoocckkeeffeelllleerr::  II  BBeelliieevvee
Years ago, I visited New York City,

and at Rockefeller Plaza I noticed the
plaque that has John D. Rockefeller
Jr.’s family creed on it. Titled I Believe,
it says, “I believe that every right implies a
responsibility; every opportunity, an obliga-
tion; every possession, a duty.”

Rockefeller’s father, John Sr., had
many possessions. By 1900 he had
become America’s first billionaire, and
the richest man in the world (Forbes
estimated his net worth in 2007 dollars
to be $663.4B—12 times richer than Bill
Gates). The last entry on Rockefeller’s
list of beliefs is, “I believe that love is
the greatest thing in the world; that it
alone can overcome hate; that right
can and will triumph over might.”

Rockefeller Sr. wasn’t above using
might to triumph over right. He bought
out competitors, and if they refused to
sell he told them he’d drive them into
bankruptcy, then buy up their assets at
auction. The New York World newspa-
per called Rockefeller’s company,
Standard Oil, “the most cruel, impu-
dent, pitiless, and grasping monopoly
ever fastened upon a country.”

But Rockefeller was also the father
of modern philanthropy, giving billions
to charity. Even when he made 50
cents a day as an assistant bookkeeper,
he gave part of his salary to charity.
He devoted the last 40 years of his life
to philanthropy, creating America’s
first global foundation and being a key

the company’s history, its people,
accomplishments, failures, stories, and
aspirations. Put assumptions about the
company aside and look at the data.

2. Interview leadership. Talk with
management about their goals, beliefs,
and dreams. What does success look
like to them? Note where their emo-
tions and commitments intersect. Not
everyone sees a company the same
way. Get a sense of the different per-
spectives and find common ground.

3. Hold focus groups to hear stories.
The focus group can be a valuable tool.
At the Princess Margaret we had focus
groups with patients, volunteers, sup-
porters, and staff to learn about what
worked and what didn’t, about our
strengths and weaknesses in our ser-
vice, about outcomes versus expecta-
tions. We heard personal stories—some
were tragic, others inspirational. Most
critical to our creed were stories that
invoked passion, pain, humor, and loss.

4. Write a briefing document. Gather
all feedback into a briefing document.
You need to effectively summarize the
stories and the energy and passion
behind them. Structure the briefing
document around the most important
questions, using the actual words of
those who answered the questions, in a
way that provides a useful narrative.

5. Write your creed. Have only one
writer. A committee will dilute the
briefing document rather than focus it.
This step requires focus; the creed has
to be written with clarity and honesty.
The first draft must be powerful, on-
target, and authentic.

6. Build support. I tested Princess
Margaret’s creed by reading it out loud
to different groups at the hospital—
leaders, volunteers, community sup-
porters. I started with small groups and
asked for their reaction, not their feedback.
I felt that the creed was working. If the
creed works, stick with it. The commit-
tee approach can kill the creed’s pas-
sion. Don’t be blind to criticism, but
don’t let the creed get pecked to death.

7. Integrate the creed into the culture.
Use it in strategy, planning, communi-
cation, branding, government, media
relations, and fundraising. The Princess
Margaret Hospital Foundation creed
gave us a unified message to take to
the world—and it unified us. That is
the strength of an effective creed.

A creed can be used to define a career,
company, cause, or country. It’s the
essential foundation of passion capital.LE

Paul Alofs is author of Passion Capital: The World’s Most
Valuable Asset (Signal/Random House/Canada Limited). 
Visit www.getpassioncapital.wordpress.com.

ACTION: Invest time in creating a company creed.

by Paul Alofs
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