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What if all of your employees and team members had easy, instant
access to the best minds, articles, and thinking on leadership, leader-
ship development, sales, marketing, branding and personal develop-
ment? They would be better equipped to solve daily problems, be more
productive, and have more of the tools and skills they need to be better
employees and leaders.

For more than 20 years Leadership Excellence has provided the lead-
ership development industry with access to the very best articles from the
most innovative, creative and respected thinkers, consultants, trainers,
speakers, authors, and leaders in their fields.

Now those articles are available to you electronically for as little as $1 per month
per employee. What better investment could you make in your employees, your
organization, or your company?

We’ve made it as easy as email for everyone in your organization to receive
and benefit from the best and latest ideas that will build a more productive
and efficient work force and management team to move your company for-
ward. Executive Leadership Intranet Packages offer all of this for you.
Get started today!

It took Google only .2 seconds to find 142 million artcles on 
leadership! How much time do you have to search for the usefull ones?

Solution: Leadership Excellence 
Electronic Packages

INTRANET PACKAGES

Call Geoff Pace by phone at 877-250-1983 ext
202, or email geoffp@eep.com.

For starting Leadership Excellence today you will
receive Personal Excellence monthly OR Sales and
Service Excellence monthly at no extra charge.

*For 1000 or more users, add customization—your logo, title and short
message. Ask about this option.

Get Started Today!

LEADERSHIP

Leadership Excellence
Electronic Intranet group subscriptions:

• 10 to 49 users $500
• 50 to 199 users $1,000
• 200 to 999 users $2,500
• 1,000-2,999* $3,250
• 3,000-4,999 $4,000
• 5,000-9,999 $5,000
• 10,000-19,999 $10,000
• 20,000-39,999 $15,000
• 40,000+ contact Geoff Pace below
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IN OCTOBER, I TRAVELED TO
the deserts of Arizona and

California for two of our top-
rated leadership development programs:
the SHRM strategic leadership conference
in Scottsdale and the Linkage Global
Institute of Leadership Development
(GILD) in Palm Desert. In both places,
gratefully, I found sweet desserts. 

SHRM goes Strategic
For decades, the rap against HR directors

was their lack of strategic leadership. CEO
Sue Meisinger and Strategic Planning Officer
Steve Miranda designed a program to ensure
that HR is recognized as an essential partner
in developing and executing strategy.

They also recognized a dozen companies
and individuals for their leadership in this area. 

I enjoyed Patrick Lencioni’s keynote on
the disciplines that you need to overcome
the five chronic dysfunctions of teams:
absence of trust (be vulnerable), fear of con-
flict (weigh in to get buy in), lack of commit-
ment (get clarity and closure), avoidance of
accountability (confront difficult issues), and
inattention to results (focus on collective
outcomes).  Without teamwork, people hold
back or exhibit “silo” and selfish behaviors.

I also enjoyed Annie McKee’s presentation
on resonant leadership.  She suggested that
we need a new script for leaders to gain reso-
nance and harmony.  “Attuned leaders,” she
said, “inspire hope, commitment, compassion,
and caring. They engage the body, mind,
heart, and soul. They lead often without for-
mal authority. They recognize that people feel
(have an emotional response) before they
think (reason).   Their hope is based on an

image of a better future and a belief that we
can and will make it happen. And they man-
age the cycle of sacrifice and renewal.”

GILD goes Global
In designing GILD, Linkage CEO Phil

Harkins and conference co-chair Warren
Bennis started with a model and a process
before adding speakers. Of course, having
an allstar line-up helps, and so they invited
Gary Hamel, Marcus Buckingham, Ben
Zander, Doris Kearns Goodwin, Jack Welch,
Dave Ulrich, Patrick Lencioni, Clayton
Christensen, Marshall Goldsmith, David
Allen—among others. Beyond all the talk-

ing heads, they added
personal coaching, learn-
ing teams, and post-con-
ference follow-up. 

At GILD this year, I
especially enjoyed the
interplay of ideas and the
invitation of several pre-

senters to experiment. For example, Gary
Hamel invited us to “stop being prisoners
of obsolete management paradigms” and to
imagine a different future where passion,
creativity, and initiative take center stage to
supplement the “commodity capabilities” of
intelligence, diligence, and obedience. 

Then Dave Ulrich reminded us that
organizations exist to create value—as
defined by their customers. He urged us
to create a line of sight from aspirations
to actions, so that behaviors are aligned
with beliefs.

You can’t go wrong when you start a con-
ference by having Benjamin Zander, the
charismatic conductor of the Boston Philhar-
monic orchestra, get you on your feet to sing
the Ode to Joy from Beethoven’s Ninth Sym-
phony. Since this was my ninth time at GILD,
I sang with special gusto, celebrating the
theme of his remarks and book, Possibilities.
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service and quality. CEOs love process-
es that are standardized, routinized,
and predictable. Stamping out variance
reduces complexity. There is, however,
one resource that hinders attempts to
eliminate variance—each individual’s
personality. Human beings are the one
irreducible complexity, and you can’t
eliminate it by forcing people to
become more like one another. You
can’t standardize human behavior. Of
course, that’s precisely what most lead-
ers try to do. It’s the driving force
behind most executive-training pro-
grams and leadership-development
courses. What’s the quickest way to
build a coherent culture? Get everyone
to manage the same way.

That approach is inefficient. It’s fight-
ing human nature. The best managers—
people who excel at getting great per-
formance—follow the same basic princi-
ples: People don’t change that much, so
don’t waste your time trying to rewire
them or to put in what was left out.
Instead, draw out what was left in. To
get the best performance out of people,
revel in their strengths; don’t focus on
their weaknesses. Instead of standardiz-
ing the qualities and steps that you think
are required to achieve the outcome you
want, you should honor each person’s
unique nature. Help individuals become
more of who they are.

Attitude Adjustment 3: You’re not the
most important person in the company—
your middle managers are. American cul-
ture is CEO-obsessed. We celebrate the
hard-charging heroes and mythologize
the iconoclastic visionaries. Those people
are important, but the most important

Adjust Attitudes

AS A RESULT OF OUR
path-breaking

research, we have
identified five attitude adjustments
that redefine the essence of leadership.

Attitude Adjustment 1: Measure
what really matters (the numbers
you’re using now don’t matter).
Numbers are crucial to running a
company, and yet the numbers that
most leaders use to manage people
are off target. CEOs are fixated on two
questions: 1) Is our average perfor-
mance improving? and 2) How do we
stack up against our competitors?

Both questions obscure what’s really
important. Averages hide the fact that
within any company are some of the
most-engaged work groups and some
of the least-engaged work groups. But
this range is what is most revealing.

You can divide any workforce into
three categories: people who are
engaged (loyal and productive), those
who are not engaged (just putting in
time), and those who are actively disen-
gaged (unhappy and spreading discon-
tent). U.S. workers are 26 percent
engaged, 55 percent not engaged, and
19 percent actively disengaged.

The leader’s job is to improve the
ratio of engaged to actively disengaged.
But few CEOs can say which work
units are effectively engaged and which
aren't. They don’t know where their
culture is strong and weak, whether it
is getting better or worse.

I encourage you to survey your
workforce every six months to get a
vivid picture of which work units are
engaged in a way that leads to the best
performance. For example, I work
closely with Best Buy, the big electron-
ics retailer. When they started survey-
ing their employees, they were in the
45th percentile of our database. Within
a year, they were in the 70th percentile.
In four years, 99 stores improved their
engagement level dramatically and
improved their profit-and-loss budgets.

Attitude Adjustment 2: Stop trying
to change people—start trying to help
them become more of who they already
are. CEOs hate variance in customer

element of individual performance and
productivity is a person’s relationship
with the immediate manager. Without a
robust relationship with a manager who
sets clear expectations, knows you,
trusts you, and invests in you, you’re
less likely to stay and perform. It seems
obvious. But do we revere middle man-
agers? Hardly. We’d rather transform
everyone into grassroots leaders,
change agents, and intrapreneurs. We
look at managers as costs to be cut or
as leaders-in-waiting—people who put
in time before they get the big job.

The best managers assume that each
person’s greatest room for growth is in
the area of his greatest strength. They
believe that each person is wired in a
unique way—and they are fascinated
by this individuality. Rather than seek
to round it out or fill it in, the best
managers do everything they can to
sharpen and amplify that uniqueness.
And then they work with people to
help them understand their strengths,
to build on them, to give them the con-
fidence to be different.

Attitude Adjustment 4: Stop looking
to the outside for help—the solutions
to your problems exist inside your
company. Talent is a multiplier. The
more energy and attention you invest
in it, the greater the yield. The best
leaders are relentless at seeking out,
shadowing, studying, and highlighting
the lessons of their own top perform-
ers. Most CEOs spend their time
benchmarking best practices in other
companies. They want to know how
they’re doing relative to their peers. I
tell my clients: “Don’t go on a tour of
Disney, Southwest Airlines, or
Discover Financial Services. You have
some of the best managers working
inside your company. Look to them
first and learn from them.”

At Gallup, we documented the sim-
ple secrets of these extraordinary peo-
ple. In every company we studied, we
found hundreds of them toiling away
in relative obscurity. If you find them
and shine a light on them, they will
point the way to the future.

Best Buy is devoted to understand-
ing the power of local managers and
work groups. In a sense, the compa-
ny’s strategy is built on uniformity—
and yet across 400 stores, there’s an
amazing range of employee engage-
ment and business performance. To
improve performance, Best Buy’s lead-
ers just need to build on the strengths
of their best stores by identifying inter-
nal best practices and shining a light
on best managers—people like Ralph
Gonzalez, a store manager who was

by Marcus Buckingham 
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charged with resurrecting a troubled
Best Buy in Hialeah, Florida. He gave
every employee a whistle and told
them to blow it loudly whenever they
“caught” anybody doing something
“revolutionary.” Today, the whistles
drown out the store’s soundtrack, and
the store is one of Best Buy’s best.

Most companies would take a best
practice, like Ralph’s whistle, and give
out whistles in every store. Best Buy
did something smarter: It extracted
and spread the core lesson from
Ralph’s best practice, rather than insti-
tutionalizing the practice.

Attitude Adjustment 5: Don’t assume
that everyone wants your job—or that
great people want to be promoted out of
what they do best. There are two myths
about talent that feed the conventional,
misguided approach to career tracks and
leadership development. The first myth:
Talent is rare and special. Wrong. We all
have talent. What’s rare and special is a
worker who finds a role that suits his or
her talents. The second myth: Some roles
are so easy that they don’t require talent.
Wrong again. We hear a lot about devel-
oping more respect for frontline workers
and customer-facing employees, but
peel the onion and you run into a rigid
hierarchy of jobs. The compensation sys-
tem evolves out of that hierarchy. So do
titles and careers.

It’s meaningless to say that we want
to build world-class organizations if
we don’t value world-class perfor-
mance in every role. Yet the people
who touch customers the most—front-
line workers—get the least respect and
lowest pay. The false assumption is
that anyone can do that job.

Unfortunately, the only way we
have to reward excellence on the front
lines is to promote people out of the
roles that they do best. We turn great
housekeepers into supervisors, virtu-
oso shelf-stockers into salespeople, and
managers into leaders. A major chal-
lenge for CEOs is to define excellence
in every role—and pay on it, award
titles on it, distribute prestige on it,
and make it a genuine career choice.

Leaders’ main task is engaging their
employees at every level. What are you
doing to turn your people’s talent into
the performance that thrills customers?
No one can steal a culture that is built
by focusing on individual strengths,
and any advantage that’s hard to steal
is an advantage that lasts.                    LE

Marcus Buckingham is author of First, Break All the Rules:
What the World’s Best Managers Do Differently (Simon
and Schuster). Visit www.marcusbuckingham.com.

ACTION: Adjust your attitudes.

participant-observer—that unique abili-
ty that enables us to gain perspective
on our own life. By understanding the
context we operate in, we can project
ourselves into a more rational and pre-
dictable future. Leadership is all about
creating a vision that creates value.
• Judgmental skills. The crucible of

real life is the classroom for leadership
learning. Leaders learn by failure and
mistakes. “Ready, fire, aim, fire again”
describes the way leaders learn from
acting and from correcting errors. Their
entire life is a learning experience.
• Character. What the leader says, the

leader must do. People must count on
the leader or they won’t take the risks the
leader asks them to take. A clear, strong
point of view is helpful, but leaders must
stand for something different from con-
sensus. The successful company consists
of high-caliber talent, a shared vision and
mission, open and honest communica-
tion, and people who have power and
freedom to act. Such a culture is built on
a foundation of high ethical standards
that shape the reciprocity of trust that

binds follower to manager,
manager to leader, leader to
follower in a ring that circu-
lates the common goals.
• Optimism. Leaders are

optimists and purveyors of
hope. They listen to the
“still, small voice” and trust
their gut to help them
unravel the complex issues
that lead to new vision and

value creation. Leaders trust others and
are trusted by their peers.
• Balance. The need for self-esteem,

technical competence, people compe-
tence, conceptual skills, judgmental
skills, integrity, optimism, and trust is
vital to the leader. But each want and
need must be kept in balance so an
individual does not tilt in one direction
and favor it at the diminution of
another. We define ourselves by our
choices, carrying with us defeats as
well as victories. Those choices become
part of the tapestry of leadership.

• Leaders believe. They not only have
seen the new possibilities, but they pre-
sent them to others at whatever risk
might follow. Leaders not only are risk-
takers but believe in change and facili-
tate change. Not only does the enterprise
change, but the leader changes and all of
the followers change too. LE

Howard G. Haas is adjunct professor of strategic management
at the University of Chicago Graduate School of Business. He
is author of The Leader Within (Harper Collins), from which
this article is adapted. Email howard.haas@chicagogsb.edu.

ACTION: Become a more creative leader.

THERE ARE THREE TYPES
of people in busi-

ness—value destroyers,
value creators, and people who move the
sand around the beach. The custodians,
administrators, and other overseers are
the bean counters, the product watchers,
the foot soldiers who require little vision.
The value destroyers wear out capital,
exploit people, and manipulate events
for short-term goals. Value creators are
the makers of goods and services who
lay the foundation for improved produc-
tivity that creates wealth, new possibil-
ities, and economic vitality.

Leadership, the ultimate creative skill,
is rewarded with premium
compensation—not to be
confused with entitlement. A
leader is a visionary whose
creative effort matches the
test of inquiry and chal-
lenges from informed fol-
lowers. Value-creating and
vision go hand-in-hand in
successfully led companies.

And what does creativi-
ty require other than an open mind?
• Technical competence. Any would-

be leaders must demonstrate to col-
leagues that they are exceptionally
proficient in at least one phase of the
business. Knowledge is the currency of
future achievement.
• People competence. Two competen-

cies are important to leaders: commu-
nication and listening. Being part of an
informal network that broadcasts the
“news” is most helpful. There cannot
be any kind of transformation without
excellent and consistent communica-
tion. Leaders also understand the
unspoken feelings of their colleagues.
• Conceptual skills. The leader cuts to

the heart of complex issues by inte-
grating and creating simplicity out of
complexity. “I would not give a fig for
the simplicity this side of complexity,”
said Justice Oliver Wendell Holmes,
“but I would give my life for a simplic-
ity on the other side of complexity.”
• Participant-observer. How we deal

with trauma, the dislocations, anger,
and anxiety prepares us for our role as

Creative
Leaders
They master the craft.

Leadership Creativity
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vation at myriad points in the network.
Network remedy: Reallocate certain

information, decision rights, and tasks
to alleviate overloaded points and
draw others into the network.

2. The formalist. Rising stars tend to
rely too heavily on formal structure as a
map of how work gets done. They fail
to leverage the power of informal net-
works. The lines and boxes on a chart
show an approximation of how power
and resources are distributed, but they
can also mask or distort the underlying
networks and collaborations that are
the currency of execution. Formalists
miss levers of influence when they fail
to exploit informal networks. 

Network remedy: Identify brokers,
marginalized voices, overloaded
points, and fragmentation where net-
works have fallen out of alignment.

3. The disconnected expert. Skill
gaps—whether related to technical
knowledge, decision-making ability, or
interpersonal influence—often manifest
themselves when an emerging leader
has little time to devote to learning.
This high performer does not address
skill gaps—deficiencies of technical
expertise, decision-making ability, or
interpersonal style—by leveraging rela-
tionships. The disconnected expert will
fail when a new role or changing times
demand underdeveloped skills.

Network remedy: Those who keep
moving and enjoying success find ways
to augment individual abilities through
their network by developing self-
awareness and actively building ties to
those who can help address skill gaps.

4. The biased learner. A rising star can
become a biased learner when certain
voices—such as those who are nearby
or who have a similar background or
common values—disproportionately

influence learning and decision-making.
Poor strategies, inflexibility, and unethi-
cal decisions are all likely outcomes in
networks where 70 to 80 percent of a
leader’s key relationships come from
their past function.

Network remedy: Identify and cor-
rect overinvestment and underinvest-
ment in relationships.

5. The surface networker. If rising stars
assume a big network is needed, they
tend to become surface-level network-
ers who know a lot of people but don’t
engage in behaviors that build the per-
sonal connection, sense of trust, and reci-
procity critical to relationships over time.

Surface networkers are often seen as
politicians, salespeople, or office gossips.
Their loose ties to many people tend to
be useful only when the networker can
create value by connecting others. They
rarely benefit from others bringing
opportunities to them.

Network Remedy: Use the network
diagnostic to uncover self- and peer
perceptions and modify behavior.

6. The chameleon. These networkers
tailor their actions to fit in with whatever
group they happen to be with at the time.
Rising stars whose early influence was
built on persuading those over whom
they had no authority to do things for
them likely fall into this trap. By trying
to appear as “one of the guys,” a leader
can inadvertently create impressions of
favoritism, and the subgroups in the net-
work can lose sight of the objectives that
guide them. The outcome is a lack of align-
ment among key people and subgroups.

Network Remedy: Discover where
and how people need to be connected
underneath the leader.

In addition to being positioned well
within an overall network, high per-
formers cultivate personal networks
that extend their abilities and help
them learn and develop at work. They
have people in their network who pro-
vide complementary (not similar)
expertise, and create bridges across
aspects of formal structure.

High performers often distinguish
themselves not just in the quality of their
networks, but in their beliefs and behav-
iors regarding relationships. More impor-
tant than the number of relationships they
forge is the strength of those relationships.
Rising stars actively reach out to others
and invest well in relationships. LE

Rob Cross is a professor of management at the Univ. of Virginia
and author of The Hidden Power of Social Networks
(Harvard BSP). Call 434-924-6475 or email robcross@virginia
.edu. Robert J. Thomas is the John R. Galvin visiting professor of
leadership at the Fletcher School of Law and Diplomacy at Tufts
Univ. and co-author of Geeks and Geezers (Harvard BSP).
Call 617-454-8682 or email robert.j.thomas@accenture.com.

ACTION: Avoid the six traps of networking.
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People Network

PERSONAL NETWORKS ARE TOO IMPOR-
tant not to attend to in leadership

and talent programs. As much as 90
percent of the information employees
take action on comes from people in
their network. The quality and scope
of your network impacts your ability
to solve problems, learn in new roles,
and implement plans. 

The solution, however, is not simply
the more-is-better approach to network-
ing. High performers 1) tend to position
themselves at key points in a network
and leverage the network around them
when implementing plans; 2) invest in
relationships that extend their expertise
and help them avoid learning biases
and career traps; 3) value networks and
engage in behaviors that lead to quality
relationships.

High performers tend to occupy
network positions that bridge discon-
nected clusters of people. Strategically
leveraging relationships enables rising
stars to see the big picture better, gen-
erate innovative solutions by integrat-
ing the expertise of those with unique
backgrounds, position their efforts
well, bypass bureaucratic gridlock,
and obtain resources and support. 

Network Traps, Network Remedies
High performers risk falling into six

traps that impede their progression:
1. The bottleneck. In this trap, the ris-

ing star becomes a bottleneck, over-
loaded with relational demands. Some
rising stars fall into this trap by being too
controlling. By not delegating tasks or
decision rights or by holding on to infor-
mation too tightly, these people force
others to rely on them. Other rising stars
fall into this trap for more benign rea-
sons: They want to be leaders or experts,
and in their minds, leaders or experts
must answer people’s questions or solve
their problems—not point them toward
other resources or people. Bottlenecks
waste time and hold up work and inno-

Top-Talent Networks 

by Rob Cross and Robert J. Thomas
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How well your enterprise is doing today,
and how it goes about it, has more to do
with the type of alpha you have at the
helm. Here are the three alpha leadership
types, listed in order of their effective-
ness, from lowest to highest:

1. The Driver. The mantra of this
leader is, “I do know how things are,
and this is what needs to be done—and
whatever it takes, it’s going to get done.”
Drivers display an instinctively produc-
tive approach to leadership. They make
things happen and get others to produce
too. They have no patience for “analysis
paralysis.” If the road ahead isn’t clear,
they concentrate on what can be done in

the meantime. The Driver’s religion is
progress, and they push for it in whatev-
er ways they can. Famous examples of
Drivers in politics are Ronald Reagan,
Margaret Thatcher, Ralph Nader, and
Donald Rumsfeld; examples in business
are Dennis Kozlowski (Tyco), Jill Barad
(Mattel), and Richard Mahoney
(Monsanto). The Driver’s leadership
style is characterized by hands-on con-
trol and reflected in the systems and
marketing methods of their enterprise.
Drivers may push too hard, and are
often so focused on action and accom-
plishment in the now that they fail to
predict future consequences.

2. The Developer. This leader’s creed
is, “I expect things can turn out well
for myself and others. I look forward
to the positive future, which I see is
possible, and then work to bring that
about.” Developers display an opti-
mistic approach to leadership. They
are natural team-builders who persua-
sively win cooperation for their posi-
tive plans. Excellent at envisioning
feasible outcomes, yet also flexible

Leadership Instincts 

STRATEGIC PLANNING IS
vital to the success of

any enterprise. Other-
wise, we remain stuck in coping with
today’s demands. However, plans don’t
work by themselves. Any successful
plan needs a leader who can make
things happen, attract people toward a
better future, and create a new reality.

So, why do so many bright execu-
tives, carefully hand-picked for posi-
tions of leadership, often fail at this? 

For years, HR professionals and
senior leaders have missed a critical
factor in determining who will suc-
ceed. That factor is the role of instincts.
When it comes to understanding why
we do the things we do (or fail at
things we try), we must turn to etholo-
gy—the study of instincts.

Have you heard of fight-or-flight
response, alpha male or alpha female, body
language, or imprinting? These con-
cepts are borrowed from ethology—a
biological science that studies instinc-
tive behavior.

Human ethologist Desmond Morris
wrote The Naked Ape and Peoplewatching.
His book, The Human Zoo, is interesting
to those who aspire to leadership excel-
lence. Consider these instinctive traits of
an alpha leader in baboon society:
• You must display the trappings,

postures, and gestures of dominance.
• In moments of rivalry, you must

threaten your subordinates aggressively.
• In moments of physical challenge,

you (or your delegates) must be able
to overpower your subordinates.
• You must suppress squabbles that

break out between your subordinates.
• You must reward your inner circle

by permitting them to enjoy the bene-
fits of their high ranks.
• You must repell threats or attacks

arising from outside your group.
It is startling how many leadership

instincts we share with primates. But
there are significant differences, too. 

Three Alpha Leadership Types
Recent advances in ethology have

revealed that human alphas (of both
genders) come in more than one flavor.

about how to get there, they see how
to get around difficulties or turn them
around to make things work out well.

Developers in politics are Bill Clinton,
Aung San Suu Kyi, Nelson Mandela,
and Gloria Steinem. In business they are
Raymond Gilmartin (Merck), Patricia
Russo (Lucent), Steve Sanger (General
Mills), and Gerald Levin and Steve Case
(AOL Time Warner).

The Developer’s leadership style is
encouraging and integrative. They are
natural networkers and masters at
merging the capacities of people and
enterprises. However, a tendency to
perfectionism often leads them to over-
build capacity, not remaining respon-
sive to shifts in the marketplace. 

3. The Paradigm Shifter. This
leader’s philosophy is, “I create and re-
create the game I am playing. I pour
energy into my ideas and they light up
for others too. Whatever I do I go for it,
wing it as necessary, and get there.”
The Paradigm Shifter is the most effec-
tive human alpha, displaying an
instinctively (and infectiously) enthusi-
astic approach to leadership. They
dream of things that never were and
ask why not? They are natural lateral
thinkers who regularly reinvent their
enterprises and empower others to do
the same. They make the game fun. 

Famous examples of Paradigm
Shifters in politics are John F. Kennedy,
Mikhail Gorbachev, Corazon Aquino,
Eliot Spitzer, and Hugo Chavez. In
business they are Jack Welch (GE),
Sherry Lansing (Paramount), Ted
Turner (CNN), Anita Roddick (Body
Shop), Richard Branson (Virgin), and
Ann Rhoades (Southwest, JetBlue).

The Paradigm Shifter’s leadership
style is freewheeling, imaginative, and
exciting. Not only good at outcomes,
they create whole new realities for peo-
ple to buy into. It is often difficult to
remember how things were before they
wove their magic. 

Sometimes, people who are highly
competent, yet not true alphas, stray
into positions of leadership. However,
they seldom last long.

Using ethology, we can now predict
with accuracy how well a candidate
will perform in a leadership role. The
question is not can they do the job, but
will they do it? Strategic plans can now
be audited for instinctive bias. But
these instincts are also mutable.
Individuals can shift gears into higher,
more effective modes of leadership.   LE

Gus Griffin is an international management consultant and per-
formance coach. Call 503-616-3333 or email gus@instinx.com.

ACTION: Predict how candidates will perform.

by Gus Griffin 
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Leadership Instinct

I t ’ s  t h e  c r i t i c a l  s u c c e s s  f a c t o r .



IBEGAN MY EXECUTIVE
coaching career by

accident. I was work-
ing with a CEO who said, “We have
this young guy working with us who
is smart, dedicated, hardworking, dri-
ven to achieve, entrepreneurial, and
gets results. He is also an arrogant,
stubborn, opinionated know-it-all. We
don’t think he is living our values. It
would be worth a fortune to me if we
could turn him around. I heard the
word fortune and said, “Maybe I can
help!” He said, “I doubt it.” That’s
when I came up with my idea: “I will
work with him for a year. If he gets
better, pay me. If he doesn’t get better,
it’s all free!” The CEO said, “Sold!” 

Perhaps the biggest challenge I
faced was getting over my own ego. It
finally dawned on me that my clients
don’t get better because of me. They
get better because of themselves and
the people around them. If their drive
to improve doesn’t come from their
heart, it won’t happen. 

Follow Up or Fail
My partner, Howard Morgan, and I

measured the impact of leadership
development programs on increased
leadership effectiveness, as judged not
by participants, but by their coworkers
six months later. We found that partici-
pants who do not follow up make no
progress, while those who return from
the programs, practice what is taught,
discuss what they learn with co-workers,
and do regular progress checks are
seen as becoming more effective lead-
ers. The people who improve the most
have a support group or network that
holds them accountable.

Many executive coaches are paid
for activities—not results. They get
paid based on the time they spend
and because their clients like them. I
don’t get paid because my clients like
me nor do I get paid for spending
time. I get paid if my clients get signif-
icantly better on pre-selected behav-
iors, as judged by the people who
work with them and their managers. 

My mission is helping successful
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My client says, “Here are the positive
things that I have learned about
myself. Here is what I want to change.
I can’t change the past, so please give
me ideas on how I can do a better job
in this behavior in the future.”

I tell my clients: Never promise to do
everything that your co-workers sug-
gest. Leadership is not a popularity con-
test. Just listen. Be quiet, think about
what you are learning and then say
“thank you.” Tell them, “I can’t promise
to do everything you suggest, but I can
promise to listen and do what I can!”
After my clients talk with their co-
workers, they talk with me. I review
what they have learned and give them
my ideas. Not all of my ideas are bril-
liant. I reserve the right to be wrong. I
ask my clients to only use the ideas that
work for them. They have a disciplined
follow up process with their co-workers.
They then get measured on their
improvement in identified behaviors,
leadership effectiveness, and their fol-
low-up with each co-worker. Leaders
who stick with the process get better. 

People Who Care
Rather than force people to partici-

pate in leadership development, set
strict guidelines on who is allowed to
participate. If participants won’t com-
mit to follow up and apply what they
learn, don’t waste time, money, and
energy on training them. Put all your
energy into those people who care.

Successful people want to win, and
it’s hard for them not to win. I asked
one of my CEO clients, “What have you
learned since becoming CEO?” He
sighed, “My suggestions become
orders.” If you’re the CEO,  you always
win. You need to learn to let others win.

My typical client is a multi-millionaire,
brilliant, dedicated, hardworking person
who sincerely wants to get better. Each
one will admit that none of this stuff is
easy. It’s hard to change! 

I find it ironic that companies say,
“We’re going to transform our leaders
by having them sit through a two-day
program.” Yeah, right! 

This compulsive need to win at every-
thing you do can easily become a habit.
To help leaders break the habit, I tell
them, “Your co-workers and I will give
you ideas. Even if you think our ideas are
stupid, don’t argue with us or critique
our ideas. Just say, “thank you.” If you
don’t like our suggestions, don’t do them.

People listen much better when they
don’t have to prove how smart they
are. So I teach my clients how to listen
without composing their next com-
ment to prove how smart they are.

leaders achieve a positive long-term
change in behavior. I don’t work on
reformation projects. If companies are
thinking about firing an executive, I
don’t want to work with this person. I
no longer try to convince anyone to do
anything. I just say, “Look inside your
heart. Is this the right thing to do? If it
is, do it. If it’s not, don’t do it.”

There are two elements of what I do in
coaching: one is required; the second is
optional. If my clients don’t want to do
the required; then I don’t work with
them. I just say, “Why waste my time and

yours?” The required part is that my
clients must agree that I will interview all
of their pre-selected co-workers. The
CEO either picks the co-workers or
agrees that they’re the right co-workers.
After interviewing my clients’ co-work-
ers, I develop a profile of their leadership
behavior. My report contains confiden-
tial, anonymous feedback. And then I
spend time with the co-workers to help
them help my client. I tell the co-work-
ers, “I’m going to be working with my
client, Joe, for the next year. I won’t get
paid if Joe doesn’t get better. Better is
not determined by Joe (or by me)—bet-
ter is determined by you.”

I then continue, “I have four requests
for you: 1) Let go of the past (simple but
not easy); 2) Swear to tell the truth (it
increases the odds they will); 3) Be a
positive and supportive coach for my
client—not a cynic, critic, or judge; and
4) Pick something that you want to do
better. My client will reach out to you
and say, ‘I want to get better at X.’ You
can then say, ‘Please help me get better
at Y.’ This way hundreds of people end
up getting better—all because we
decide to help more and judge less.” 

After reviewing their feedback, my
clients talk with each of their co-workers.

Leadership Coaching

Executive Coaching

by Marshall Goldsmith

Make sure your leaders practice their behaviors.



NOBODY LIKES DIFFI-
cult conversa-

tions. Dealing with
conflict is one of the most challeng-
ing leadership issues for technically
gifted executives. We know a con-
versation will be difficult when we
feel anticipatory dread or anger.
Another clue is procrastination; we
put the conversation off until a “bet-
ter time.” These issues then become
overt conflicts when that better time
never comes. The resulting scenario
isn’t pretty and often erodes trust
between the parties. 

We complicate mat-
ters when we assume
that the parties are on
opposing sides. The
challenge is to find the
side that both parties are
on—something that both
can agree is a shared
goal or outcome. It
might be as lofty as a
mutual investment in
the company’s survival
or competitive edge. At worst, the
shared side may be both parties’
investment in an amicable separation. 

I don’t like these dialogues any
more than my clients. Once I faced a
difficult conversation with our college-
age daughter when a review of credit
card charges yielded major sticker
shock. Her expenses had far exceeded
our expectations. Upon inspection, we
found an upward trend had existed
for a year. We had to talk.

A good beginning was essential.
Would I lead with righteous indigna-
tion or create a coaching conversation?
At first glance, this seems a silly ques-
tion, yet we lead with righteous indig-
nation all the time—we simply don’t
acknowledge we’ve made this decision.

First I had to find the side we
were both on. Focusing on the
immediate situation was insufficient;
I had to see the bigger picture. I also
knew that giving advance warning
of a difficult conversation is helpful
and creates better results. 

Whose Side 
Are You On?

by Patricia Wheeler 

Find common ground.

Another leadership challenge is the
tendency to add too much value. For
example, if I come to you, my boss,
with an idea, and you think it’s a
great idea, you’ll likely say, “That’s a
great idea, but let’s add this to it.”
Well, the quality of the idea may go
up 5 percent; however, my commit-
ment to execution may go down 50
percent. It’s not my idea anymore. It’s
now become your idea. It’s hard for
smart, successful people not to con-
stantly add value. You need to ask, “Is
it worth it?” before you speak. 

Everyone around the people I coach
knows exactly what my clients are try-
ing to improve. If you want others to
develop, start with yourself and let
other people watch you try to get better.

Almost all executive education is
based on the myth: If they under-
stand, they will do. Somehow we pre-
tend that if you post the right word,
say the right phrase, or talk about the
right technique, people will do the
right things. If that were true, then
why are so many people fat? Go on a
diet and work out every day! It’s not
hard to understand. It’s hard to do!
The challenge in leadership develop-
ment is not making sure that leaders
understand the practice of leader-
ship—it is making sure that leaders
practice their understanding.  

Why Measure It? 
Part of being an effective leader is

setting up systems to measure every-
thing that matters, including impor-
tant soft-side values: how often we’re
rude to people, how often we’re
polite, how often we ask for input,
how often we bite our tongue rather
than say an inflammatory remark. 

If you track a number, you remind
other people that you are trying. It’s
one thing to tell your employees or
customers that you’ll spend more time
with them. It’s another if you attach a
real number to that goal, measure it,
and make people are aware of it. 

Everything is measurable, from days
spent communicating with employees
to hours invested in mentoring a col-
league. All you have to do is look at
your calendar or watch—and count.
Setting numerical targets makes you
more likely to achieve them. Creating
an income statement for the soft stuff
will make you a better leader. LE

Marshall Goldsmith helps successful leaders achieve positive,
measurable change in behavior. He is co-founder of Marshall
Goldsmith Partners and the author, co-author, or editor of 20
books. Visit www.MarshallGoldsmithLibrary.com, email
Marshall@MarshallGoldsmith.com, or call 858-759-0950. 

ACTION: Do some soft-side accounting.
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Keeping in mind my wish to con-
clude with some agreements and
action steps, I began, “Amy, we need
to talk about a difficult issue.” After
explaining my concern, I said, “My
intention is not to criticize you or
make you wrong; it’s to help you
make good budget decisions.” 

It’s crucial to talk about our own
part in the problem. This minimizes
focus on who’s right and wrong and
sets the stage for generating solutions.
Leaders often contribute to problems
by lax management and tolerating
problems. To Amy, I said, “We didn’t
clarify our expectations and commu-
nicate them clearly to you.”

When both parties have improve-
ment agendas and must collaborate to
find solutions, defensive reactions are
rare. Since this issue will require ongo-
ing discussion, I suggested an initial
action step. I asked, “May I request that
you not use our credit card unless we
discuss the expense in advance?” She
agreed, and I thanked her for having this

discussion with me. We’ve
since had several produc-
tive talks on the subject, and
we both feel respected and
listened to by the other. 

Five Keys
Here are five keys for

turning your difficult
interactions into solution-
focused coaching conver-
sations: 

1. Find a way to first
understand, and then get on the same
side. Put yourself in the other person’s
shoes. Sounds easy, but when you’re
upset, it’s difficult. This is called bridg-
ing—acknowledging what is of mutual
interest or intent to both parties.

2. Acknowledge your part and
claim your own improvement agenda.

3. Make requests for change, not
demands.  

4. Acknowledge the other person
for hanging in there. This is easy, and
it creates great relationship traction. 

5. Craft a next step that both of you
agree to and a time to revisit issues. 

The result is a conversation that
both parties feel good about, now and
later. These conversations work better
than the shame-and-blame game.
Defensiveness has never produced a
positive business result.                    LE

Patricia Wheeler is a senior partner in the Levin Group and
executive coach. E-mail Patricia@TheLevinGroup.com or call
404 377-9408. 

ACTION: Have an important conversation.

People Conflict



IRECALL THE MARKET’S
initial disappointment

when I became CEO in
June 2000. At 6 p.m. that day I was in a
television studio in Cincinnati, being
grilled about why P&G was doing so
poorly. The stock price had dipped that
day because I was a total unknown.

Now the markets look at us favor-
ably. From fiscal years 2000 to 2005,
our profits jumped almost 70 percent,
and revenues increased by almost 30
percent. Investors have embraced our
future thanks to new products and
innovations in several brands. Our
$54 billion acquisition of Gillette in
January 2005 was well received.

I don’t think that dramatic shocks
to the corporate system—such as high
targets for revenues and earnings,
bold vision, new business model,
groundbreaking technology, major
strategic moves, or a new outside
leadership—are necessary for trans-
forming performance. My first five
years as CEO of P&G show that a
long-term insider can lead a company
to new levels of performance through
a more subtle form of leadership. 

My approach to leadership is to
raise aspirations and then achieve
great execution. In the end, it’s all
about executing with excellence. But
to get excellent execution, you must
have disciplined strategic choices, a
structure that supports the strategy,
systems that enable teams to work
together, a winning culture, and inspi-
rational leadership. If you have all
that, you’ll get excellent execution.

I played a different role during my
first 15 years with P&G. The game
then was to gain another half a share
point and another half a margin point.
It was much like classical military
strategy. Over time, competing in this
way can erode into complacency. You
can get used to being a player without
being a winner. I became interested in
transforming players into winners.
Once being a mere player is accept-
able, the culture must be transformed.
Improving the numbers isn’t enough.
Deeper change is required.
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Leading Change

by Alan G. Lafley 

Raise  aspirations  and then execute .

Leadership Change

Sometimes the need for a change is
obvious from a company’s competitive
position. For example, when I headed
P&G’s Asian operations, we were the
last entrant into Asia and a small play-
er there. We had to boost our perfor-
mance just to become a serious player.
But in other parts of the company—
such as beauty care—our performance,
though lagging, was still thought to be
respectable. I set out to change that view.

Stretch Aspirations
Although aspirations should stretch

a company, it is counterproductive to
over-promise and under-deliver. As a
new CEO, I took P&G company goals
down to 4 to 6 percent top-line
growth, which still required us to
innovate to the tune of one to two
points of new sales growth a year, as
well as some market-share growth
and, on average, a point of growth
from acquisitions. And then I commit-
ted to achievable double-digit earn-
ings-per-share growth. The share price
went down again because I set lower,
more realistic goals. These were still
stretch goals, because I had publicly
committed the company to growing
faster than it had in recent years. 

I reined in the company’s aspirations
in a second way by defining the core
markets, categories, brands, technolo-
gies, and capabilities—and focusing our
near-term efforts on the top 10 priori-
ties. Our markets and operations were
too vast and diverse to be turned
around all at once. This decision meant
that only a fraction of the more than 100
countries where P&G operates would
receive significant attention initially. 

Beyond defining the core, I had to
communicate priorities clearly, simply,

and frequently. The core businesses are
fabric care, baby care, feminine care,
and hair care. And so I was asked: “I’m
in home care. Is that a core business?”
“No.” “What do we need to do to
become a core business?” “You have to
be global leader in your industry, have
the best structural economics in the
industry, grow consistently at a certain
rate, and deliver a certain cash flow
ROI.”  People then understand what it
takes to become a core business.

Repetition and clarity are required,
even when working with the best and
brightest people, because of the sheer
scale and diversity of our workforce. Our
100,000 people come from more than 100
cultures. Another reason is the need to
clarify the thinking of employees so they
can focus on problem-solving. I want
them to use the same basic model and
discipline to make the right choices for,
say, the Philippines, where we have a
half-billion-dollar business. I want the
local manager there to think about what
kind of culture is going to be a winner
and what kind of capabilities are needed.

Coaching and Choices
To a large degree, our division lead-

ers must define their own future. I play
the role of coach, but coaching doesn’t
mean coddling. I expect our managers
to make tough strategic choices. Most
people don’t like to make choices, par-
ticularly ones they have to live with.
They argue, “It’s much better to have
options.” And those extraneous options
tend to reappear on the table after they
have been dismissed. So I insist on a
“not-do list” as an end-product of the
strategy process. For example, when we
chose our innovation programs, we
cleared the deck of other stuff. If we
caught people doing that stuff, we
would pull the budget and the people
and get them refocused.

To help managers make these strate-
gic choices, leaders must sometimes
challenge deeply held assumptions. For
example, when I took over Asian oper-
ations, one of our cosmetics managers
in Japan said, “This is nothing like
laundry detergent.” I spent the next
month talking with consumers and
then reported, “Cosmetics is everything
like laundry detergent! You need to
know who your consumers are—inti-
mately. You need to understand their
habits and practices and their needs
and wants, including those they can’t
articulate. Then you’ve got to delight
them with your brands and products.”
I didn’t want the mystique of cosmetics
to prevent the team from adopting clas-
sic P&G principles and practices. 



by Joseph A. Michelli 

From ordinary to extraordinary.

IINVITE YOU TO DISCOVER a
rich mix of ideas that

will help you apply the
Starbucks’ vision, creativity, and leader-
ship practices to your company.

Fresh-brewed, piping-hot leadership
strategies have made Starbucks a robust
company. Forty millions customers visit
each week. The employee turnover rate
is 250 percent lower than the industry
average. With five new stores opening
every day, Starbucks must be doing
something right. 

The Starbucks experience shows us
how employee motivation, excellent cus-
tomer service and satisfaction, and com-
munity involvement build a great
company. Starbucks’ five core principles
can be applied to your company:

1. Make it your own. Partners
(employees) think about customer ser-
vice in a way that allows each of them
to connect with customers personally.
According to Chairman Howard Schultz,
“We are not in the coffee business serv-
ing people; we are in the people business
serving coffee.” 

2. Everything matters. Paying attention
to every detail gives Starbucks a compet-
itive advantage because it builds intense
loyalty. Managers put themselves in the
shoes of customers.

3. Surprise and delight. Starbucks
delivers consistent product and service
quality to delight customers. Partners
seek ways to surprise and engage con-
sumers.

4. Embrace resistance. Starbucks
receives many forms of resistance from
communities, international organizations,
and at times, customers but then use criti-
cism to become better.  

5. Leave your mark. People want to do
business with and work for conscientious
companies. Starbucks encourages its peo-
ple to be involved in their communities,
matching cash contributions.

Howard Shultz and his team have ral-
lied their people to participate in a vision
that creates business success. LE

Joseph A. Michelli, Ph.D., is the author of The Starbucks
Experience (McGraw-Hill). Visit www.josephmichelli.com.

ACTION: Apply these five principles.

Being a role model is vital when a
CEO makes tough demands on man-
agers. Our managers expect me to
make the same kind of strategic choic-
es I require of them and to act consis-
tently on those choices. I know that I
must be ready for moments of truth
that alert the organization to my com-
mitment. For example, early in my
tenure as CEO, I had to decide whether
to supply strong marketing support for
the launch of several new brands.
Profit pressure was severe. We had just
missed earnings two quarters in a row.
But innovation is our lifeblood, and the
businesses believed in their products
and in their brands. So we locked arms
and went ahead. When I look back
now, I see that I had to make such
choices to convince P&G managers we
were going to go for winning.

This 163-year-old company is accus-
tomed to leadership in most of its mar-
kets and famous for its cultural pride
and self-confidence. So I
affirmed the competitive
value of our culture. I started
with P&G values and said,
“Here’s what’s not going to
change. This is our purpose:
to improve the lives of people
with brands and products
that deliver better perfor-
mance, quality, and value.
The value system—integrity, trust, own-
ership, leadership, and a passion for
service and winning—won’t change.
The six guiding principles won’t
change. Okay, now, here’s the stuff that
will change. Any business that doesn’t
have a strategy will develop one; any
business that has a strategy that’s not
winning in the marketplace will either
change its strategy or improve its execu-
tion.” So I was very clear about what
was safe and what wasn’t.

Consumer Orientation
Aspirations are energizing only when

grounded in new ideas that can help us
win in the marketplace. Transformations
always have a strong content dimen-
sion—particularly at P&G, where prod-
uct innovation is a central element of
strategy. I believed, however, that the pen-
dulum had swung too far toward tech-
nology. At one point, the annual budget
for “skunk works” technology—experi-
mental projects—reached $200 million.
Thus P&G, which built all of its processes
around consumer pull, was now pushing
technology into the market. This was
not the way to develop winning ideas.

I describe that approach as “forward
to the future,” which I contrast with my
own “back to the future” mind-set: I

wanted to put consumers front and cen-
ter and get back to asking, “Who are they
and what do they want?” Find out what
they want and give it to them. Delight
them with P&G products. So I have this
simple saying: “The consumer is the
boss.” And there are two moments of
truth—when consumers make their pur-
chase decision, and when they use the
product. If they’re delighted at the second
moment of truth, they’ll repurchase our
brands and use our products regularly.

I used our new global structure to
support the theme of returning to a
stronger consumer orientation. The new
market-development operations were
charged with winning the first moment
of truth, the new global business units
with winning the second. The new struc-
ture then had a simple reason for being.
We are moving P&G toward a more
external focus, promoting what we call
“connect and develop”—the pursuit of
more externally sourced innovation. 

We are pushing for more
exposure to the outside
world in other ways—for
example, by establishing
strong relationships with
external designers, distrib-
uting product development
worldwide to increase
“consumer sensing” and
the flow of new ideas. That

flow surged with our acquisition of
Gillette—a deal intended to accelerate
the growth of the company by a
decade. Gillette and P&G are two of the
strongest innovators in consumer prod-
ucts. We can learn from each other.

I have strong faith in the transfor-
mative power of learning—a faith evi-
dent in the coaching role I assume with
managers and in our initiatives to
expand P&G’s formal management
and leadership training through the
company’s college. My coaching role
has shown me the importance of hav-
ing my own learning experiences. 

I credit my 25-year experience as a
P&G manager with giving me insights
into ways of transforming the company. I
know how to enroll a leadership team,
how to operationalize the strategy, how to
get the accountability all the way down.
The more deeply you understand some-
thing, the more willing you are to take
risks, and the more intelligent those risks
are. I’m not a radical change agent—more
of a serial change agent. I believe in a
series of small, interlocking changes. LE

Alan G. Lafley is CEO of P&G. This article is adapted from the
interview with Rajat Gupta, director in McKinsey’s Stamford
office, and Jim Wendler, a McKinsey adviser. Visit www.pg.com.

ACTION: Decide what will change.
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Performance Principles

Starbucks
Experience



problems. Much of the shrinkage
(stealing) in retail stores takes place
within this 20 percent group. By moti-
vating disengaged workers to become
engaged, leaders can greatly increase
productivity and profits. For example,
since Toyota has about 10 percent
more engaged workers, it runs one of
the most productive operations. 

Premise: Compensation and benefits
are key motivators for an engaged
workforce. Wrong. The manager is the
key to an engaged workforce. And the
essence of effective people manage-

ment is managing emotions. For exam-
ple, this response—my manager cares
about me as an individual—is an accu-
rate predictor of a company’s employ-
ment costs and financial success.
Gallup has identified 12 key questions
that managers can use to determine
the engagement level. One question
focuses on friendships at work. We
find that employees who have close
friendships at work are more engaged
workers. Managers need to know their
own strengths and the strengths of
their employees. Every person has
innate strengths, so build the role
around a person’s strengths rather
than trying to fit the person into the
role. We identified 34 individual signa-
ture strengths, and developed the
StrengthFinders questionnaire to assist
leaders in building strengths-based
workforce. Reinforce strengths as
opposed to dwelling on weaknesses. 

Premise: Most managers are effec-
tive. When we ask employees about
the effectiveness of their managers, we
learn that only about one in ten are
considered capable. One big reason
why people are disengaged is because
they have lousy managers! 

Engage Your People

MOST POOR DECISIONS
are based on false

premises due to igno-
rance of pertinent facts on the part of
the decision-makers. Leaders seldom
listen to the people whose lives are
affected or examine their assumptions
and premises, but accept them as true
and build their business and people
management strategies and programs
on untested assumptions. 

Let’s examine some of the premises
and assumptions underlying business
and people management today. 

Premise: CEOs care about people. We
often hear CEOs say: “People are our
most important assets.” Don’t believe it! It
is a false premise. Most CEOs don’t care
about people. They care about results. So,
management must build the business
case for the strategic importance of people
investments on the basis of hard data.
Staff professionals must become financial-
ly literate and focus on research rather
than instinct and assumptions as the basis
for their recommendations regarding peo-
ple. HR must bring a hard analytical
approach to soft people issues.

Premise: Our identity is found in
family and community. Most people
define themselves not by their family
and community but by their job, their
job title, and the brand image of their
employer. Layoffs are now seen as
more personal and engender anger. The
American dream is having a good job.
That’s how we define ourselves today. 

Premise: Most people are engaged in
their work. We find that only 25 per-
cent are truly engaged, having a strong
passion and commitment to what they
do in their job. We find that 55 percent
are not engaged—they get to work, but
something is lacking—and 20 percent
are actively disengaged. They’re the
chronic complainers. They find fault
with everything. 

The 25 percent that are engaged
create all customer satisfaction and
financial success. Disengaged employ-
ees don’t satisfy customers. They cost
a lot more to manage, miss 2.5 times
more days at work, and have much
higher levels of sick leave and health

The decisions about who becomes a
manager are the most important deci-
sions for long-term success. Strong and
caring managers are born, not made.
They have an innate ability to manage
or strength to lead. HR must identify
people with management talent and
assist mediocre managers to become
more effective by giving them the tools
they need and by telling them things
not to do. Managers establish culture
through their interactions, communica-
tions, beliefs, and values. This may
explain the predilection for groupthink.

Premise: Our economy is stronger
than ever, thanks to visionary CEOs
and innovative business practices. So
the future is bright? Not so! Through
misguided public policy and incompe-
tent management, we have witnessed
the death of convenient monopolies.
We are seeing some of the worst CEOs.
All they are doing is cost cutting!
Profits have fallen steadily over the
past 50 years as a percentage of GNP.
Great cost-cutters are never great execu-
tives. The hope for the U.S. economy is
to create value by encouraging inven-
tors and entrepreneurs and developing
a more spirited and engaged workforce
through improved people management.
Superb managers of intangible assets,
especially human capital, are the model
for future CEOs.

Continually check your premises
and assumptions. Listen to your
employees and customers. HR policies
and practices built on the wrong
premises are a waste of resources. 

Since many CEOs don’t fully appre-
ciate the importance of HR, you need to
build a case for the strategic importance
of people investment by bringing a
hard, analytical approach to soft people
issues. Your recommendations need to
be based on research. 

If your relationship with customers is
based on price-cutting, you will eventu-
ally go broke. When you are in an
engaged, positive environment and have
a relationship with the customer, you can
charge more for your products. The
secret to competitive advantage is not
price-cutting, but building a positive
relationship with the customer based on
an engaged workforce.

The next decade will be about the
emotional economy—about increasing
the number of engaged workers through
sound people management. Having a
spirited and engaged workforce makes a
difference to bottom-line results. LE 

James K. Clifton is chairman and CEO of the Gallup
Organization. Visit www.gallup.com or call 1-877-242-5587.

ACTION: Boost your engagement.

by James K. Clifton
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People Engagement

U s e  s i x  k e y s  t o  t h e  n e w  w o r k p l a c e .  
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People Talent

Leaders As Talent Fanatics

by Tom Peters

S e e  e v e r y  p e r s o n  a s  t a l e n t .

ters—relentlessly, constantly—in order
to lock in a winning combination. To
attract, obtain, and retain the most
awesome talent, leaders need to offer
up an awesome place to work—a
place where people get paid their due,
get to initiate and execute great things,
add awesome entries to their WOW
project portfolio, and add equity to
their brands.

Workers must re-imagine them-
selves as talent, and enterprises that
want to draw in enterprising people
must re-imagine themselves as talent-
management organizations. How? 

Talent Management
Here are 10 of my ideas for vaulting

the people issue (talent opportunity)
from soaring rhetoric to strategic reality.

1. Put people first—for real. The
phrase has rolled off many a lip:
“People are our most important asset.”
The problem: It’s mostly the subject of
lip service, to be sure, but not what the
enterprise does or how leaders spend
their time. There is a special meaning
to the word first, as in putting people
first. It means getting “the people
thing” right.

2. Be obsessed. The most important
trait associated with mastery is atten-
tion, or time spent. If you’re looking to
master the talent game, put it at the
top of the agenda. And keep it there.
The pursuit of talent is either an obses-
sion, or you’re not serious about it.
Either you spend virtually all of your
time on it, or you don’t.

3. Pursue the best. If you are a con-
noisseur of talent, you won’t settle for
less than the best. You’ll leave a job

TALENT MAY BE THE
most potent word I

know in the business
lexicon. Use the word talent, and a cer-
tain image comes to mind—one very
different from employee or Dilbert’s
cubicle slave. 

When I think of talent, I conjure up
a National Football League team or
the cast and crew of The Lion King.
There’s no reason we can’t view
every employee as talent. That’s pre-
cisely what the best leaders do:
Attract talent. Nurture it. Mentor it.
Reward it. Create the context in
which it can thrive.

We pay ever more lip service to
people power, even as we cling to our
long-standing penchant for hiring and
cultivating obedient employees. We say
that we take talent seriously, while
failing to transform our organizations
into attractors of talent. 

Are you a certified talent fanatic?
Whether you’re the head of a six-
person project team or the CEO, how
do you measure up to the “NFL stan-
dard?” You must become as obsessed
about finding and developing top-
flight people as the general manager
of any professional sports franchise is
about recruiting and training top-
flight players. In an age when value-
added flows from creativity, a quirky,
energetic, engaged talent pool has
become the primary basis of competi-
tive advantage.

Locus of Leadership
I imagine a world where leaders

focus on attracting and developing
talent, where companies focus on
creating awesome places to work—
environments that exert a vacuum-
like pull on the best of the best in
every line of endeavor. I imagine a
world where leaders recognize that
talent does not just support the
brand—it is the brand.

Great leaders and general man-
agers are talent fanatics—all day,
every day. If that’s true for them, why
shouldn’t it be equally true for you?
They’ll shuffle and reshuffle their ros-

open before you’ll fill a slot with a
mediocrity. That goes for a managerial
job or a telemarketing slot. Since great
talent is not kind to those who can’t
pass muster, do your people a favor:
Stress them out a bit—but don’t sur-
round them with second-raters. Give
them the best. Your legacy is one
thing: the talent that you beat the
bushes to find; the talent that you
train to get the job done. You’re in the
talent business—full-time. Your
mantra: “We will not tolerate non-
excellent talent. Anywhere.”

4. Weed out the rest. When a new
head coach takes over an NFL team,
he rarely holds on to more than a cou-
ple of assistant coaches. He has a new
philosophy and brings a new air of
performance. And he needs new tal-
ent—in the coaching and player
ranks—to pull it off. When a new hon-
cho comes aboard, must the old gang
be dumped? Of course not. But, often
the new outsider comes into an enter-
prise that has let things drift by allow-
ing seniority or log-rolling to drive
promotions. So while the number of
newbies whom a new leader brings in
will vary, she should have a free hand
in picking her staff.

5. Focus on intangibles. When it
comes to talent, what are you looking
for? The strongest arm in a quarter-
back? The highest GPA in a pharma
lab scientist? Or something more? By
something more, I mean those elements
of a person that you can’t quite put
your finger (or a number) on. Great
leaders know that something more
matters far more than raw statistics—
whether you’re recruiting for pro foot-
ball or for Pfizer. In fact, one of the
great tests of leadership maturity is
the ability to deal with the intangibles.
To get over the pretense that only the
numbers matter. Great coaches agree:
attitude and heart rule! You can com-
pensate for a little bit of ability with a
lot of heart and attitude.

6. Take reviews seriously. Okay, you
acknowledge that the people stuff is
important. But do you have a formal
talent review process—one that you
treat every bit as seriously as the bud-
get process? Look at your calendar: if
“Talent Review” is not on it in big
block letters, then you are not serious
about talent.

7. Pay up. Do I believe that offering
people great pay will win the great
war for talent? Absolutely not! I
believe the sine qua non is opportunity.
That is, the chance to shine, to make a
dent in the universe—quickly. To take
home a World Series ring. On the



other hand, if one is given a great
opportunity, and one responds with
exceptional vigor, then one should be
rewarded accordingly.

8. Set sky-high standards. Recruit
great people. Urge them to sign up
for great quests. And then set absurd-
ly high standards. It’s true in sports,
in the theater, and in ballet—and no
reason that it should not be routinely
true in the finance or IS or HR or pur-
chasing departments. 

9. Reward people skills. There are
people people—and those who are not.
If you hope to thrive on talent, pro-
mote according to who has the best
talent development skills. These peo-
ple are not soft. In fact, the best of
them are tough as nails—perfor-
mance-oriented to a fault; determined
to collect the best talent they can; and
willing to go the extra mile to show
their concern for their employees’
family and community concerns.
People are attracted to and retained
by leaders and organizations that
make them feel good about them-
selves and give off good vibes on the
integrity and quality dimensions.

10. Create opportunities to lead.
The way to create leaders is to let
people lead. You find somebody
great. Terrific. Put that somebody in
charge of something right now. The
average complex project has task
upon task upon task. Translation:
enormous numbers of leadership
opportunities. Use those opportuni-
ties. Divide the project into a bushel
of subtasks. Find a kid with a bit of
spirit and a lot of smarts, relative to
new technologies, and put her in
charge. So she’s 24? So what? Leading
is not about age.

Creative Adventures
Talent-obsessed leaders are in the

adventure-creation business. Their
chief goal is to engage people in voy-
ages of mutual discovery in an envi-
ronment marked by energy and
enthusiasm—an environment that
positively vibrates. Does your compa-
ny attract great talent—people who
will drive WOW projects that you will
use to inspire others?

Why are some people so excited
about coming to work? Decent pay is
one thing. Good benefits are another.
But the bottom line is this: Is your
company a great place to work?       LE

Tom Peters is president of the Tom Peters Company and
author of Leadership, from the Tom Peters Essentials
series. Call 513-683-4702 or visit www.tompeters.com.

ACTION: Create a cool environment for top talent.
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Competency Evaluation what behavior change took place because
of the program. Ask attendees to what
extent they changed their behavior
because of the course. Ask their managers
to what extent they have seen changes.
Then compare the two evaluations. 

Key 3: Develop an effective training
program. Select the participants who will
attend—decide on how many you can
train at one time. Determine their training
needs—what knowledge, skills and atti-
tudes do they need? Build the curriculum
on these needs. Decide what training
objectives you want to achieve. State
these objectives in terms of what trainees
should learn, what skills and attitudes
they should have. Set objectives in terms
of the behaviors they will have when they
return and the results you expect.
Schedule the program at the best time
and place. Select the most effective train-
er—someone who is effective in present-
ing information, facilitating participation,
and controlling the meeting. Use effective
visual aids to get and maintain attention
as well as increase learning.

Key 4: Start at Level 1 (reaction) and
continue through Levels 2, 3, and 4 as
resources permit. Don’t skip levels. I con-
sider reaction to be a measure of customer
satisfaction. Positive reactions keep you in
business. High-level managers may attend
a program to decide if it is worth sending
their supervisors. They will be telling
somebody—perhaps even their boss—
what they think of the program. They
might even decide about the future of the
program on the basis of what they hear.

When participants have positive
response to the program, their chances of
learning are improved. They become
more involved and interested. The desired
result is improved behavior. To get better
results, change in behavior needs to occur,
and for change to occur, the needed
knowledge, skills, and attitudes must be
taught in the training program. And to
determine whether or not the results came
from the training program, you must eval-
uate Levels 2, 3, and 4.

Is it alright to evaluate results without
evaluating behavior? No, because it is
necessary to determine the reason why
improved results did or did not occur,
and evaluating learning and change in
behavior will provide the answer.

Start with Level 1 and go through
Levels 2, 3, and 4 in order as resources
and cooperative managers permit. Don’t
skip any levels, and don’t jump to ROI
without evaluating the four levels. LE

Donald L. Kirkpatrick, Ph.D., is co-author with James D.
Kirkpatrick of Evaluating Training Programs: The Four
Levels and Transferring Learning to Behavior (Berrett-
Koehler). Contact Jane Jansch at 800-654-4935. 

ACTION: Evaluate your training.

Prepare for
Evaluation

IF YOU ARE A PROFES-
sional trainer, you are

likely familiar with my
four levels for evaluating training pro-
grams: reaction, learning, behavior, and
results. Now you need four keys for
implementing the four levels. 

Key 1: Analyze your resources. An-
swer these questions: Does your job con-
sist of only one function—evaluating
training programs—or does it include
other duties, such as planning the cur-

riculum and teaching? How large is your
staff? How much of your budget can you
spend on evaluating programs? How
much help and cooperation can you get
from other departments if you are evalu-
ating their training programs—or train-
ing their people? The answers will
dictate what you can and can’t do.

Key 2: Involve your line managers. If
they have negative attitudes toward you or
your programs, you won’t be able to evalu-
ate effectively. Here are three suggestions:
• First, ask for their input in deciding on

subject content. If you are training their
people, ask them what knowledge, skills
and attitudes should you teach to help
their people do their jobs better.
• Second, get them to prepare people for the

program. Before they send their people to a
program, ask them to discuss the program
with them and encourage them to attend
and apply what they learn to their job.
You might even ask them, “Do you have
any ideas for me to apply on my job”?
• Third, ask for their help in evaluating the

program. Levels 3 (Behavior) and 4
(Results) require their help. Here is where
you must use influence. For example, to
evaluate Level 3, you need to find out

by Donald L.
Kirkpatrick

L e a r n  f o u r  k e y s .



with him. It was wonderful to build
something from scratch, to experiment
with new ideas. Because David is such
an entrepreneur, he expects creativity
and innovation. That alone was worth
everything to me.

The great promise of HR is that you
can have a huge impact. When you
know that, you act differently. You
make better choices. You are more confi-
dent in taking risks and daring to speak
the truth—even if it means your job.

I realized the importance of the HR
role early in my career when I worked
at a struggling bank. A corporate offi-
cer came to town to interview the
senior team and assess the situation. Of
the five of us, I was the only one who
said I thought the CEO didn’t have

what it took to turn the bank around
and should be replaced. Then I went
home and told my husband I was out
of a job. But the next morning, the CEO
was gone. The replacement CEO
became one of my earliest mentors. As
a result of speaking the truth, I was
rewarded with many opportunities.

There’s a lot of responsibility when
you take an HR job. Too many people
are more concerned with keeping the
job than they are with living up to the
potential of their position. It drives me
crazy when I think about it. But then I
remember that I had the good fortune
to have a risk-taking ethic reinforced
and rewarded early in my career.

The HR leader’s relationship with
the CEO is critical in terms of driving
the company toward its objectives. If
you don’t have a good relationship
with the CEO, if the CEO doesn’t
respect your views, don’t stay—your
prospects will be limited.

The senior HR professional should

People Leaders

MY RELATIONSHIP
with JetBlue

founder and CEO
David Neeleman had an inauspicious
beginning. I actually had to recom-
mend firing him from Southwest
Airlines. Southwest CEO Herb
Kelleher hated terminating senior team
members, so he’d take them out to din-
ner to discuss their performance and
then tell them to see me. Herb was so
congenial and upbeat at dinner that
people often came to my office think-
ing they were being promoted. But
after talking with me, they’d see that it
was almost always an issue of a bad fit.  

With David, it was a matter of a
poor fit of personal styles. He came
from a high-performing smaller air-
line we had acquired and started
telling us what we were doing wrong.
That’s the nature of entrepreneurs—
they want to change things fast.
Southwest had achieved success
doing what it was doing well for 25
years. Management wasn’t receptive
to someone coming in and telling
them that most of what they were
doing could be improved. I agreed he
shouldn’t stay with Southwest.

Years later I got a call from him. By
that time I had become executive VP
of people for Doubletree Hotels and
was establishing my consulting prac-
tice. I had already signed a lease
agreement on office space and hired
two people for my new venture.

When David called me, I told him I
was not interested. I ignored his
phone calls. Then he left a message
saying, “You’d better call me back!”
When I talked to him again, he said,
“At least come to New York and meet
the team.” I flew in and fell in love
with the team. It would be the best
management team I’d ever have the
pleasure of working with in my life.

I saw that David had grown in terms
of his leadership style. He was much
more people-centric. After leaving
Southwest, he had gone to Canada and
started another airline. There he built up
his strengths as a people leader.  So I
decided to go to New York and work

report directly to the CEO. And when
you are being hired, you need to inter-
view the CEO. Make sure the CEO
expects you to be a significant player.
The other senior team members must
also believe that HR plays a major role.
While I was deciding on the Double-
tree job, I interviewed with another
company where the CEO said he pro-
moted HR but the other members had
zero respect for HR. I withdrew from
consideration. I don’t mind going in
and earning respect. That’s easy. But
when the senior team simply doesn’t
care about the role or see its relevance,
then it just takes too much time. Who
needs to fight a losing battle?

The worst thing an HR person can
do is think like an HR person. HR peo-
ple shouldn’t consider their contribu-
tions in terms of the HR perspective.
Pay attention to the other aspects to
understand the impact your role might
have on the company and how every
move you make affects the company.
To think like an HR person, in my
mind, means having a tunnel vision
that limits the prospects of the role, the
function, and the company—not to
mention your own career. 

To get noticed and receive wonder-
ful opportunities, you must first excel
at your job by working in a great peo-
ple-centric organizations—one recog-
nized for its innovation, uniqueness,
excellence, performance, and success.
Even if you stand out in a poor organi-
zation, no one outside will notice.
Headhunters look to top-performing
organizations for their A players.

Top-performing companies are also
more motivated to make sure their peo-
ple are happy, recognized, and reward-
ed. We know headhunters are courting
our people. So we have to compete to
keep them. In HR, you have an even
more important role in these compa-
nies. The organizations that stand out
in this way typically have the kind of
CEO you want to work for.

To enjoy success in HR, you need to
be a risk-  taker. Earn the respect and
credibility necessary so that the CEO
and senior team come to you and solic-
it your input. You’ll learn more when
you’re on committees that aren’t relat-
ed to HR. Make yourself invaluable to
the CEO. You have to take risks, learn
fast, and commit time and effort to be
an integral part of the organization.
And you have to maintain an open
door at all times—be available!          LE

Ann Rhoades is president of People Ink. This articled is adapted
from her interview with Martha Finney at HR Innovator. Visit
www.peopleink.com or call 505-822-7934.

ACTION: Make yourself invaluable.

by Ann Rhoades

People Performance

T h e y  g e t  t o p  p e r f o r m a n c e .
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suggestions. Communication goes
both ways, and we need to be focused
not just on what we have to say, but
on the feedback coming in.

5. Be responsive. I believe it’s my oblig-
ation to be the company’s most respon-
sive employee—never the bottleneck. I
call it the “empty-inbox syndrome.” 

Add the Personal Touch
Employees need to know that we

care about them. It’s easy to lose sight
of the value of building relationships
through personal connections. Here are
six ways we reach out to our people:

1. Send an anniversary note. I send a
handwritten note card to the home of
each employee on each anniversary of
their first day of employment.

2. Show you care. Invite
employees to submit infor-
mation about their life
events—the birth of child,
the death or illness of a fam-
ily member, an accident, or
another life-altering event. I
respond by writing a note,
making a phone call, or
visiting someone in the
hospital to show that we care.

3. Build pride. We provide a formal
venue for employees to recognize their
co-workers for upholding our values.

4. Help others through personal hard-
ship. When a single mother had her
apartment broken into, we replaced just
about everything she lost. When an
employee’s mother was diagnosed with
cancer and he couldn’t afford to visit
her, we sent him. Such small expenses
reap big rewards in employee loyalty.

5. Encourage personal and profes-
sional growth within the company.
When possible, promote from within.

6. Open the door. Leaders should be
visible and approachable. 

Maximize Resources
The size of the company does not

define the value of their resources.
That comes down to how resources are
used. The right people with the right
leadership and with the right tools can
outperform their larger competitors.
We promote learning in three ways: 
• Read. We have a library filled with

books about personal and professional

Circle of Growth

CULTURE DOESN’T JUST
happen. It is care-

fully created and main-
tained through dedicated, intuitive,
and thoughtful leadership. A leader’s
investment in the company’s most
valuable asset—its people—pays off in
bottom-line returns. I call the cycle
between employees, customer loyalty,
and profitability our circle of growth.

The cycle is continuous. Investing
in people leads to happy employees
who feel good about what they are
doing and translate that feeling to cus-
tomers. That breeds loyal customers
who drive profits into the business.
Those profits are then reinvested back
into people, and the cycle starts again. 

The circle of growth starts with build-
ing a culture that increases employee
loyalty and company profitability.
There are five methods for doing this: 

Open Communication
Here are five tactics for creating

open lines of communication:
1. Open the books. We believe in

sharing the financials with all employ-
ees. When they see the good and the
bad, they are more likely to under-
stand decisions that are made and sup-
port the company in sunshine or rain.

2. Share information and progress.
We hold quarterly town hall meetings
for all employees to share updates and
answer questions. Monthly we invite a
few employees to an informal lunch
meeting with the COO and me, which
allows us to get to know each other bet-
ter. In monthly business meetings, reps
from each department review progress.

3. Send formal monthly communiqués.
Every month I send a personal letter to
the staff, and our COO distributes a
“Did Ya Know” electronic letter. We’ve
developed a “Monthly Quick Hits”
brief that shows progress in all depart-
ments, and we also mail a magazine to
the homes of every employee. We keep
employees apprised of all upcoming
events with an annual calendar.

4. Listen. Every employee has
something valuable to add, which is
why we listen to their thoughts and

growth. Our book club meets monthly
over coffee to discuss books of interest. 
• Train. Our training department

helps employees pursue their areas of
interest by finding training opportuni-
ties both internally and externally. 
• Educate. Our generous tuition reim-

bursement program enables employees
to accomplish their goals, grow profes-
sionally, and help build the company.

Get Them Involved
Employees respond best when they

are involved in the development and
execution of ideas, which is why we
create venues that give them a voice.
Members of our staff participate in the
Better Beryl Bureau, a committee dedi-
cated to supporting company initiatives
through morale-building activities.  

To make a difference in the commu-
nity, we created the Beryl Fund
Committee. Each year this group selects
one charity and determines how we can
make a difference.

Healthy employees have less absen-
teeism and greater productivity. We have

a successful wellness program
administered internally that
provides insight into healthier
eating and exercise.

The Value of Fun
Most people spend more

waking hours at work than
they do at home. Nobody
wants all that time to be spent
in mediocrity or miserable

drudgery. We ensure that our employees
have fun; which does not compromise
productivity—it drives it. Here are four
ways we’ve made fun part of our culture:

1. Dressing up doesn’t mean a coat
and tie. To our staff it can mean any-
thing from a hula skirt for Hawaiian
Day to plaid PJs for Pajama Day. 

2. Time to celebrate. Potlucks, barbe-
cues, and afternoon ice cream are just
a few of the ways we escape the mun-
dane and spend some time socializing.

3. Involve the families. This year
more than 500 people attended our
annual Family Day carnival. 

4. Take a break. The break room
should be a retreat. Ours features com-
fortable couches, cable television, foos-
ball, fish tanks, and shuffleboard tables.

A circle of growth culture comes
from applying the principles and prac-
tices so people see that your commit-
ment to their well-being is real and you
are in this together for the long term. LE

Paul Spiegelman is founder and CEO of The Beryl Companies.
Visit www.beryl.net.

ACTION: Create a circle-of-growth culture.

by Paul Spiegelman

Performance Culture

C u l t u r e  p r o d u c e s  g r o w t h .
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reports. “The first cut was not about
competency, but commitment,” said
Reid. “Did they believe what I was
telling them? Were they comfortable
with me? Would they buy into my
vision?” He encouraged them to speak
openly and honestly, asking each,
“How are you feeling? What are you
thinking about your future here? What
are your concerns?” How can I help?”

As they responded, he used active
listening skills to identify the underly-
ing messages. He was attuned to body
language. “If someone tells you they’re

committed while they’re looking at
their shoes, be concerned,” he advises. 

Reid learned that people wanted reas-
surance that their future was secure. He
explained to people what their role
would be, what they should focus on,
and what would change. He also prom-
ised that he wouldn’t play favorites.

3. Don’t just lead your team—be a part
of it. Grant Reid has gone beyond “man-
agement by walking around” to “manage-
ment by working around.” Early in his
career, as manager at an M&Ms plant,
Reid made a point of doing every job—he
believes that a leader must understand the
business and the people who make it run.

Reid also believes that leaders
shouldn’t ask others to do things they
wouldn’t do themselves. “Once, when
we had a major storm, we didn’t close
the plant for the night shift. I made
sure that I was there. “It’s not enough
for a leader to say, ‘We’re all in this
together.’ You have to show that you
are part of the team—not above it.”

4. Help everyone become a high per-
former. Grant Reid made good on his
promise to forge a new, unified sales

Play Follow the Leader

LEADERSHIP IS WELL-
trodden terrain,

with concepts such as
situational leadership; managerial
leadership; managerial involvement;
and leadership matrices, grids, and
windows cluttering the landscape.
Perhaps the best way to gain fresh
insight is to follow a leader in action.

When Grant Reid, executive VP of
sales and customer care for Mars Inc.
Snack, assumed full responsibility for
sales, he faced a leadership challenge.
Sales had not met expectations in this
key unit of Masterfoods USA, and a
quick turnaround was needed. It was
akin to changing the wings on the air-
plane while it is flying.

Here are six principles that guided
him during this flight.

1. Don’t bury the past—build on it.
Reid knew that structure had been a
factor in not meeting their objectives.
Under the old structure, he had shared
responsibility with the unit VP of
sales. This had led to issues related to
strategy, priorities, and accountability.

One way to lead is to blame others.
This wasn’t the way Reid wanted to
lead. “If the decision had been based
purely on results, we would both be
gone,” Reid told the unit sale group in
his first meeting with them. It was an
honest and forthright statement,
which won Reid immediate respect
from his new team. He praised his
former colleague for the way he had
handled himself, encouraging his
employees to work with Reid to make
the integrated sales group a success.

Reid stressed that, going forward,
sales had to have one strategy, set of
goals, and priorities that guided
everyone. They would put the past
behind them, but not before they had
learned all they could from it.

2. It’s all about relationships.
Leadership is as much about touching
hearts as it is about changing heads.
Reid realized that his troops wouldn’t
transfer their allegiance overnight; he
would need to work hard to win them
over. He set up meetings with each of
the unit’s VPs and his or her direct

team where everyone’s contribution
would be equally valued. Since
January, over 600 people from the cen-
tral sales tream have been integrated
smoothly into Snack’s sales group. 

He started by getting agreement
from his VPs on Snack’s future strate-
gy. The new team revisited the strategy
in place and reconfirmed that it was
the right one and that the five key
strategic initiatives that stemmed from
it were still the team’s priorities.

After ensuring that his VPs were
aligned around strategy and goals, Reid
quickly moved to align them around the
other elements that make for a high-
performing team: roles and responsibili-
ties; protocols, or rules of engagement for
making decisions and dealing with con-
flict; and business relationships, or
mutual expectations of how they would
behave with one another. Everyone was
encouraged to hold one another—and
Reid—responsible for achieving the
Snack results. Reid has already started to
align teams below the VP level so they too
can achieve the highest level of performance.

5. Show how it’s done. On high-
performing teams, candor is vital. Reid
set the tone when he engaged in
straight talk about Snack’s failure to
meet its sales goals, the replacement of
the unit VP, and the need for radical
change. He encouraged the old and
new members of his team to respond in
kind. He told them that he wanted
them to challenge him. In front of his
team, he’ll challenge his boss when
things are moving too slowly, role-
modeling what he expects from them. 

6. Park your ego. Leadership is not
about me, but us—and getting results.
Steely, quiet confidence trumps brassy
displays of infallibility. Effective lead-
ers possess a special kind of self-
confidence: the ability to admit to not
having all the answers. “Putting your
ego aside and asking others to help
find answers isn’t something everyone
can do,” says Reid. “It takes a strong
person to relinquish control in the
interest of finding the best solution.”
Such solutions come when leaders har-
ness collective brainpower. 

Leadership may be more art than
science, but it remains a discipline.
Leaders who, like Grant Reid, have
mastered that discipline, create a high-
performance environment in which
everyone wants to and can excel.       LE

Howard M. Guttman is principal of Guttman Development
Strategies, Inc., and author of When Goliaths Clash:
Managing Executive Conflict to Build a More Dynamic
Organization. Email hmguttman@guttmandev.com or visit
www.guttmandev.com.

ACTION: Lead by example.

by Howard M. Guttman

E f f e c t i v e  l e a d e r s  a r e  t e a m  p l a y e r s  t o o .

Leadership Discipline
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Leadership Collaboration Competence Intelligence
Internal collaboration is also critical.

No single division or class of
employees should own the innova-
tion process. Not every employee can
be an inventor, but we can all be
innovators.

ThinkPlace, a collaborative innovation
platform IBM introduced on its intranet,
allows employees worldwide to submit
ideas and then have colleagues refine the
idea with their input. In the first few
months, this new social networking plat-
form resulted in more than 300 innova-
tive ideas IBM plans to advance.

I find that getting people to collabo-
rate and let go of ingrained structures,
thinking, and behaviors isn’t easy. In fact,
fostering culture change is the hardest
part of my job. When I talk with cus-
tomers about transformation, we spend
90 percent of the conversation on culture.

Culture of Collaboration
To create a culture of col-

laboration, you have to pull
all the levers that influence
behavior: compensation,
education, and performance
appraisal systems. Culture
change can’t be dictated.
You have to let go of top-
down control and encour-
age people to reach beyond
traditional boundaries. 

1. Let go of the command-and-control
style. This style slows down decision-
making and impairs performance. In a
competitive markets, speed matters.

2. Identify the core processes of your
business. Use strong components, and
improve weak components through
process improvements, outside part-
nerships, or divestitures.

3. Forge relationships with other
companies to create value webs. In
these webs, each participant draws on
the others’ core strengths, allowing for
collaboration. Unlike a value chain, a
value web helps make everyone’s
business more profitable.

4. Work to foster a culture of collab-
oration. Companies that collaborate
effectively achieve innovation that mat-
ters to customers and shareholders.

5. Focus on leadership. Bringing
your growth strategies to life hinges
on leadership. Let-go-to-grow leaders
articulate their vision and turn the
vision into reality by creating a culture
that fosters and rewards collaboration,
productivity, and innovation.            LE

Linda Sanford is an IBM senior VP and co-author with Dave Taylor
of Let Go to Grow (Prentice Hall). Visit www-03.ibm.com/press.

ACTION: Cultivate a culture of collaboration.

LEADERS WHO EM-
brace the “let go to

grow” approach know
that the Internet, globalization, and
deregulation demand new business
models and management systems. To
achieve breakthrough innovation and
sustained revenue growth, leaders need
to collaborate more effectively. 

The Internet and related technolo-
gies give leaders a powerful platform
for social networking—the capacity to
exchange ideas in real time, debate
them, build on them, and
facilitate the collaboration
that leads to breakthrough
thinking and innovation. 

Leaders are using technolo-
gy to enable broader collabo-
ration within their companies
and with external partners.
For example, Eli Lilly has set
up the web-based InnoCentive
to create a talent pool of more
than 50,000 scientists in 150 countries. Eli
Lilly posts R&D problems on the site,
and any scientist with the expertise
can tackle them. The success rate has
been far higher than in-house perfor-
mance—at one-sixth the in-house cost.

Similarly, P&G has an entire divi-
sion now devoted to collaborating
with external partners on new prod-
ucts and technologies. In fact, CEO
A.G. Lafley said that half of all new
P&G products should originate out-
side of P&G. The company’s Mr.
Clean Magic Eraser, a hot-selling
household cleaning tool, was devel-
oped in collaboration with IDEO, a
product design firm. Innovation mat-
ters—no matter what the business. 

In some cases, the let-go-to-grow
concept is creating new business mod-
els. Take Li & Fung, the Hong Kong-
based firm that supplies apparel to
retailers in the U.S. and Europe. This
company doesn’t make anything itself.
Instead, it draws on a web of 7,500
suppliers to orchestrate the manufac-
ture and delivery of apparel to its cus-
tomers worldwide. In a low-margin
trading business, Li & Fung has par-
layed its role as master collaborator
into remarkable business performance. 

YO U M I G H T H AV E
abstract intelli-

gence—the IQ kind—
and yet be short on social intelligence. 

The ability to get along with people
represents intelligence in itself. When I
began studying this social competency
my first priority was to understand
my own capacity for connecting with
and influencing people, and to learn
ways to do it better. Social intelligence
crystallizes much of what we know
about human effectiveness.

Multiple Intelligences
The first step in understanding

social intelligence is to place it into the
context of Harvard Professor Howard
Gardner’s intelligence categories: ver-
bal-logical, mathematical-symbolic,
spatial, kinesthetic, interpersonal,
intrapersonal, and musical. I find it
helpful to rearrange Gardner’s multiple
smarts into six primary categories:
Abstract Intelligence: symbolic reasoning
Social Intelligence: dealing with people
Practical Intelligence: getting things done
Emotional Intelligence: self-awareness

and self-management
Aesthetic Intelligence: sense of form,

design, music, ar,t and literature
Kinesthetic Intelligence: whole-body

skills like sports, dance, or flying a jet
These six categories spell out a mem-

orable acronym: ASPEAK. We might
think of these six basic intelligences as
the six faces of a cube. Surely the renais-
sance person would have a strong com-
bination of all six intelligences.

If we can construct a model for
describing, assessing, and developing
social intelligence,  we can add anoth-
er important piece to the MI model.

We can characterize SI as a combi-
nation of understanding of people—a
kind of strategic social awareness—
and a set of skills for interacting suc-
cessfully with them. SI is the ability to
get along well with others and to get
them to cooperate with you.

I see five key dimensions for SI:
1. Situational Radar (Awareness): 

the ability to read situations, understand
the social context that influences behavior,

by Linda Sanford
by Karl Albrecht 

It’s the new science of success. 

Social
Intelligence Let Go to Grow

Get people to collaborate.
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Competence Values

IF YOU’RE AIMING FOR A
target, you should go

for the bull’s-eye. If you
miss the bull’s-eye, you’re still on the
target. So the target you aim for has a
lot to do with your performance.

Some people think that the only tar-
get that counts is financial success. Yet
most people want to be remembered
for their contribution to a high-per-
forming organization (HPO). Leaders
need to understand what an HPO
looks like and what is
necessary to create one.  

In HPOs, energy is
focused on three bottom
lines—being the provider of
choice, employer of choice,
and investment of choice.
This triple bottom line is the
right target. It can make the
difference between medi-
ocrity and greatness.

In HPOs people—cus-
tomers and employees—are consid-
ered on equal par with performance
and results. Profit is the applause you
get for taking care of your customers
and creating a motivating environ-
ment for your people. 

1. Provider of Choice. Being the
provider of choice is challenging.
Competition is fierce as new competi-
tors emerge unexpectedly. Customers
are more demanding and have
options. They expect to get what they
want when they want it, and cus-
tomized to suit their needs. Today the
buyer, not the seller, is in the driver’s
seat. The customer reigns. Organi-
zations will go nowhere without the
loyalty and commitment of their cus-
tomers. Leaders are motivated to
change when they discover the new
rule: If you don’t take care of your
customers, somebody else will.

To keep your customers today, you
can’t be content just to satisfy them; you
have to create raving fans—customers
who are so excited about the way your
treat them that they want to tell every-
one about you. In effect, they become
part of your sales force when your ser-
vice far exceeds that of the competition

High
Performance

and choose behavioral strategies that are
most likely to be successful.
2. Presence: the external sense of one's

self that others perceive: confidence, bear-
ing self-respect, and self-worth.
3. Authenticity: the opposite of being

phony. Authenticity is a way of behaving
which engenders a perception that one is
honest with one's self as well as others.
4. Clarity: the ability to express one's self

clearly, use language effectively, explain
concepts clearly, and persuade with ideas.
5. Empathy: the ability to create a sense

of connectedness with others; to get them
on your wavelength and invite them to
move with and toward you.

The initials of these five factors—
SPACE—form a useful construct: the
ability to understand the social space
and navigate effectively within it. This
suggests the possibility of describing,
assessing, and developing social intelli-
gence in terms of observable behaviors.
Each dimension can be deconstructed
into a set of behaviors that range from
highly ineffective to highly effective.

Toxic or Nourishing?
Toxic behaviors contribute to alien-

ation, conflict, and animosity; nourish-
ing behaviors lead to empathy, under-
standing, and cooperation. Toxic behav-
iors cause others to feel devalued, inad-
equate, angry, frustrated, or guilty.
Nourishing behaviors cause others to
feel valued, capable, loved, respected,
and appreciated. People with high
social intelligence—those who are
nourishing in their behavior—are mag-
netic to others. People with low social
intelligence—those who are primarily
toxic to others—are anti-magnetic.

The biggest single cause of low
social intelligence is lack of insight.
Toxic people are often so preoccupied
with their own struggles that they sim-
ply do not understand the impact they
have on others. They need help in see-
ing themselves as others see them.

We need to make SI a developmen-
tal priority. Managers need to under-
stand and connect with the people they
lead. High-tech professionals need to
understand the social context and
achieve their objectives by working
from empathy. All of us need to present
ourselves effectively and earn the
respect of those we deal with. Social
intelligence can reduce conflict, create
collaboration, replace bigotry and polar-
ization with understanding, and mobi-
lize people toward common goals. LE

Karl Albrecht is a management consultant, executive advisor,
futurist, speaker, and author of the best-selling book Brain
Power. Visit www.karlalbrecht.com.

ACTION: Develop your social intelligence.

and exceeds their expectations.
2. Employer of Choice. Being the

employer of choice is equally challeng-
ing. With highly mobile, competent
workers in demand, employers must
find ways to attract and keep their best
people. Good pay is no longer the only
answer. Today’s workers want more.
They seek opportunities where they
feel their contributions are valued and
rewarded—where they can be
involved and empowered, develop
skills, advance, and make a difference.

Most managers believe that people
are the most important resource. Some
even argue that the customer should
come second, because without com-
mitted and empowered employees, a
company can’t provide great service.
You can’t treat your people poorly and
expect them to treat your customers well.

Also, your organization is evaluat-
ed on how quickly it responds to cus-
tomers. “I’ll have to talk to my boss”

doesn’t cut it. Customers
don’t care who the boss is.
They only care about the
people who answer the
phone, greet them, write
up their order, make their
delivery, or respond to
their complaints. They
want top service. So you
need to create a motivat-
ing culture and a flexible
structure that enables peo-

ple to be the best that they can be.
3. Investment of Choice. Growing or

expanding requires investment or
funding sources. Investors must
believe in the company’s viability, per-
formance, leadership, people, prod-
ucts, practices, and resilience.

You can increase profit either by
reducing costs or increasing revenues.
To cut costs, many companies are
downsizing. A more effective way to
manage cost is to make all your people
your business partners. They need to
see how their efforts impact the profit-
and-loss statement. When people
know how their organization makes
money, they are more apt to help out.

Many HPOs have open-book man-
agement. If you keep your people well
informed and let them use their
brains, they can help manage costs,
create raving fans, and increase rev-
enues. Every raving fan increases your
sales force, and your sales, making
your organization more attractive as
an investment. LE

Ken Blanchard is chief spiritual officer of the Ken Blanchard
Companies and co-author of High Performance from which
this article is adapted.

ACTION: Build the triple bottom line.

by Ken Blanchard

Create the triple bottom line.
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drive the transaction?  
Extrinsic motivators may be best for

creating short-term results, but sus-
tainable results require the intrinsic
motivators of self-management, self-
motivation, and self-monitoring. 

Trying to use both strategies is diffi-
cult. You can’t have one foot on the
dock and one foot in the boat! After
all, how can you purport to trust peo-
ple one day and not trust them the
next? You either trust your people, or
you don’t. You either adopt control-
based thinking, or you adopt freedom-
based TransAction Zone thinking. 

What is required of leaders and
front-line workers to establish a free-
dom-based workplace? 

Leaders. Leaders must trust their peo-
ple to own their jobs and to create long-

term relationships with colleagues and
customers. Leaders must believe that
their people want to be great, and if
they’re not great, it’s because manage-
ment won’t let them be! Leaders reject
the idea that people, if trusted to manage
themselves, would move toward medi-
ocrity. Leaders reject the idea of moti-
vating people with extrinsic motivators:
direct supervision, incentives, and ap-
praisals. Leaders partner with front-
line workers to establish HR systems that
support a freedom-based workplace.

Front-line workers. Workers design
and own their jobs. They are responsi-
ble and accountable for what they do to
colleagues, customers, and the organi-
zation. They establish flexible policies
and systems that serve the wants and
needs of their customers—and  look for
ways to improve the systems daily.

Leaders and front-line workers tell
the truth, trust each other, mentor each

Freedom-Based Work

THERE ARE TWO WAYS
to motivate people:

extrinsically or intrinsi-
cally. Extrinsic is being motivated from
the outside-in; intrinsic is being motivat-
ed from the inside-out. Note how each
type of motivation is applied—from the
point of view of front-line workers:
• Extrinsic motivation means being

supervised or managed: Tasks are
assigned for me to complete and my
work is monitored. I have little say
over my transactions with customers!
It also means being incentivized. Some
incentive is offered to motivate me to
work harder so that I can earn rewards
or avoid punishment. And it means
being appraised: My work is appraised
against standards and quotas. I’m
motivated to meet these to keep my job
and qualify for bonuses or promotions.
• Intrinsic motivation means being self-

managed: I decide what work to do, and
when and how to do it. I am motivated
to do my work because I’m free to choose
what, when, and how to do my work; I
own my job! I control the transaction
with my customers. It also means being
self-motivated: I choose work that is
interesting and challenging. I take pride
in my accomplishments. I am motivated
by the challenge of the work and pride of
a job well done; my work is adventurous
and rewarding! And it means being self-
monitoring: I design and use tools and
feedback systems to stay focused on
what my customers care about and to
keep my organization healthy. I am
motivated to build lasting relationships
with my customers, both internally and
externally; everybody wins—my cus-
tomer, my company and me! I live as
the steward of the TransAction Zone.

Which type of motivation works
best to deliver quality and service?
The answer depends on what you
believe about your people and who
you want to control the transaction.

Do we trust the numbers or trust
our people to make the right choice
for the customer and our organiza-
tion? Should the customer and staff
member drive the transaction or
should a policy, procedure or system

other, share new ideas, take risks for
the organization’s sake, give credit
where it’s due, are honest and ethical
in all matters, and put the interests of
others before their own. 

The Use of Measurement Tools
It’s still important to trust and verify.

The old saying, “If you can’t measure it,
you can’t manage it,” is still true. How-
ever, in control-based organizations, only
managers are trusted to design measures
and verify results. In contrast, in a free-
dom-based organization, people are
trusted to design their own measures
and verify their own results to support
and enhance transactions. We call the
interchange between the staff member
and the internal or external customer
the TransAction Point.

There are three primary transaction
zone roles:
• Front-line workers. They create

great customer transactions, remove
transaction blocks, and deliver solu-
tions to customers. 
• Wise counsels. They partner with

front-line workers, help remove trans-
action blocks, improve workflow, and
create great customer transactions. 
• Senior executives. They support a

Transaction Zone environment, sup-
port Transaction Zone thinking, and
comumicate the big picture.

Most measurement tools now used
as a means of supervising, incentivizing
and appraising workers can instead be
chosen by front-line workers to self-
manage and self-monitor in a freedom-
based workplace to improve.

If you want to become a freedom-
based workplace, ask: What’s your
strategy for creating a freedom-based
workplace? What’s your timeline and
process for making the transition?
How will you measure your progress?  

A freedom-based workplace requires
that we trust our people. Intrinsic moti-
vators create energy, creativity, and high
performance that lead to the major ben-
efits. We need to take a new look at our
beliefs, systems, processes, and policies.
People have been putting up with con-
trol-based policies and practices long
enough! Today, younger employees will
not tolerate control-based environments
for long and will vote with their feet—
employees who are born after 1980 are
leaving organizations at a rate of over
25 percent per year, meaning that every
three years, 100 percent of the staff
count is replenished!                            LE

Rob Lebow is chairman of LCI (Lebow Company, Inc.). He is author
of A Journey Into The Heroic Environment. Call 800-423-9327,
email contactus@lebowco.com, or visit www.lebowco.com.

ACTION: Use intrinsic motivation.

by Rob Lebow

People Motivation

H o w  d o  y o u  a p p r o a c h  m o t i v a t i o n ?
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Leadership Decisions

sustains support for the change. 
Decision 3: Am I personally willing

to change? Making a change is often
seen as something the leader does to the
organization. And yet most significant
changes require leaders to make person-
al changes first. Most leaders have some
aspect of their jobs to which they are
addicted. Leaders need to ask, What
personal change is needed? These
changes relate to such factors as whom
time is spent with, how strategic are the
conversations, and what responsibilities
are delegated. At the personal level, it
can mean adopting new behaviors and
skills. You may need to change the way
you lead—spending more time creating

positive strategic relationships.
Decision 4: Am I willing to hold

myself and others accountable? In
times of change, leaders often over
assume that tasks are being taken care
of. Direct reports tend to convey over-
ly positive messages about progress.
To overcome this trap, leaders and
employees need a mutual understand-
ing on such issues as: What is expect-
ed? What roles will each person play?
How will success be measured? How
often are updates required? What level
of decision-making authority has been
transferred? What are the consquences
of poor performance and the rewards
of outstanding performance?

Leaders must discuss issues, listen
to concerns, and build commitment.
When the commitments are made, the
leader must then hold people account-
able to deliver results—and consider
just how they will personally be held
accountable to the same standards.  

Decision 5: Am I willing to embrace
the people issues? Managers often tell

Leading Change 

LE A D E R S B E T T H E
future of their com-

panies on successfully
implementing a change. They paint a
picture of beauty, harmony, and dollar
signs. Yet, before the paint has dried,
the picture often fades into the reality
of another disappointing change. The
business sees no lasting change in prof-
it or process. The net result is loss.
Leaders have less confidence in their
employees and peers. Employees have
less trust in leadership and become
cynical about change. And leaders
often lose confidence in their ability to
make change happen. 

What must happen for leaders to
achieve the results they desire? They
need to make seven key decisions: 

Decision 1: Where am I taking the
business? Leaders need to consider
what they are trying to accomplish.
Focusing on the change before focusing
on the business need is like throwing
paint on a canvas before you have
decided what you are painting. If the
destination is not clear, it may not mat-
ter what the change is. Leaders need to
ask: What business are we in?  How do
we make money? Why do customers
choose us over others?  What values
must we live by? How do we measure
success? Leaders who fail to get clear
about what they want to achieve are
often seduced by the bigger-is-better
mentality. They go from profitability to
loss and confuse what they want with
what others think they should become.
Clarifying the fundamental questions
helps prevent falling into this trap.

Decision 2: Am I willing to invest
time to create a shared strategy? A
shared strategy is a common under-
standing among key stakeholders
about where the organization is going
and how it will get there. It turns bold
ideas into commitments. Most leaders
keep the strategy to themselves. Yet
managers and employees must do the
daily change work. Strategic plans
require the commitment of the people
who then implement the change.
Plans and updates must be shared
regularly. Keeping people informed

their people, “The change isn’t person-
al—it is merely a business decision.”
That’s nonsense. Don’t underestimate
the personal impact of any change.
Even minor changes can have deep
personal and emotional repercussions.
Also, many people resist change, even
when it can be positive, because they
fear loss of confidence, decreased
power, and even failure. Leaders can
help people adjust to change by pro-
viding clear expectations, listening
more to concerns, honoring past con-
tributions, understanding the employ-
ee’s personalization of the change, and
providing a clear plan for retraining.
Expect resistance and learn from it. 

Decision  6: Am I willing to listen?
Learn from the lesson of the busy
radio operator on the Titanic. A nearby
ship called to warn of ice in the area.
The operator, overwhelmed with on-
board communications, gave a sharp
reply, “Shut up.” Similarly, many lead-
ers are saying, “Shut up, I’m busy,”
when someone is trying to tell them
crucial information. Leaders can easily
fall into the trap of believing they are
listening. The team is trying to tell the
leader something. Yet, he keeps dis-
counting their message.  

Decision 7: Am I willing to get help?
Why do many leaders resist getting
help? The answer is simple: risk—both
perceived and real. First, leaders and
their followers collude about the leader
having all the answers. We like leaders
who are strong and confident. And
leaders like to be thought of as strong.
The burden of this collusion is high.

Second, leaders suffer from the you-
should-just-know syndrome, as if the
mantle of leadership endows the recip-
ient with a special ability to know all
aspects of every discipline. Although
managers can learn the concepts and
tools of effective change, the bestowal
of these skills comes from experience
and study, not title.

One manager who achieved big
improvement in customer satisfaction
advised his colleagues, “Don’t under-
take these changes on your own. Get
help from people who know how to
do this.” Help can come in the form of
books, colleagues, peers, consultants,
and coaches. The scope of the change
should dictate the path. 

Leaders who embrace these deci-
sions achieve more results and reduce
the cynicism associated with change. LE

Dave A. Jennings, PhD, is an associate professor of organiza-
tional leadership and strategy at Brigham Young University.
Email dave@davejennings.com or call 1-888-992-1212.

ACTION: Make these seven decisions.
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