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			To the two ladies in my life: My mother and my wife, from whom I have learned how to navigate through the waters of life, who have always unconditionally supported me, who inspire me continuously by example, who are constantly there to help me avoid the dangers of getting titanicized

		

	
		
			Prologue

			They will tell you that leading a company is a fascinating endeavor. This is true, sometimes. It is also often true that we learn more from our mistakes than our successes. I am quite certain that in moments of crisis, people demonstrate their true abilities. Being a diver, I can tell you that if you lose your nerves in a moment of danger, if you are not prepared or well accompanied… you won’t live to tell the tale. And all of this is learned.

			“The Icebergs In Our Way” guides us through a tragedy in order to help us avoid our own. Just like in ancient Greece! It helps us to change and improve. To “trans-form” ourselves. Because what Juan Serrano does best is “trans-formation” or training people to change1. I am proud to say that I started a company from scratch in 1999 that now has over 30,000 employees in Spain. We have experienced unexpected levels of success, in large part due to the help of Juan and his team, with their special way of teaching.

			You are about to enter into a story that will captivate you. For a moment you will feel the icy breeze of a night in the North Atlantic. You will try to discover if there are icebergs in your midst. You will take care to turn the rudder in the necessary direction. You will decide whether to send the passengers’ telegraph messages on time or whether to pay more attention to the warnings you are receiving from other ships. And you will see whether the machinery obeys you. Juan will help you discover why all the things that happened on the Titanic are important for you and your company. You will feel the helplessness of those who played a role in the shipwreck and, somehow, an empathy for their failure. That is the desired effect at least, because we learn the most from our own failures! You will enjoy Juan’s recounting of the experience in the first part of the book, to then reach the second part where you will be able to carefully analyze the 21 lessons that he has extracted from this disastrous tale. Is your company a “Titanic?” Are you headed toward a hidden iceberg even though the waters appear calm, just as they were on that fateful night in 1912? Can you do something to avert a similar fate?

			Of course you can do something, but don’t wait until you are 200 meters away from the iceberg. If you do, you will quickly discover that not even the best human team, the most advanced technology, the most favorable market conditions, the most precise customer satisfaction surveys, or the most accurate market studies and statistics will be enough to save you.

			Allow me to offer an example that will help illustrate what awaits you if you enter an ocean full of icebergs.

			To be customer centric, you first need to be employee centric. You can’t give your customers good service if your employees are unhappy and do not understand and share the company’s mission and their role in it. They must know what is expected of them, and they must be prepared to undertake this mission. Now, put yourself in my shoes. We are in 2001. You have 10,000 people working three thousand kilometers away in the Canary Islands. You can’t get them excited, it’s practically impossible to thank them for what they do, and you can’t program everything they do. How do you get them to fulfill their mission? This situation is an “iceberg,” and if you can’t find your way safely around it, your company will collide with it and sink.

			Juan and his team helped us get around this obstacle. At the time, we had about 200 supervisors. These were the people in charge of those 10,000 employees on a daily basis. They were what you would normally call “middle managers.” For two years, Juan and his team trained them in leadership, customer management, interpersonal skills, negotiation, creating experiences for customers, teamwork, and multiple intelligences, applied to all the above. Through this “trans-formation,” they became true service managers that were capable of leading successful teams, managing balance sheets, creating PowerPoints or selling additional services. This became our top and best differentiating factor and that has helped us steer clear of many icebergs!

			Prepare yourself for this type of reflection. Take the time to let what you read sink in and evolve. Be humble and recognize your own “Titanic” voyages. You have a great opportunity to turn your own journey into a success story. Bon voyage!

			
				JOAQUIM BORRÀS

				Joaquim Borràs has been Executive President and CEO of ISS Iberia (Spain and Portugal) until his retirement, in January 2017. He was key in the launching of ISS Spain, in 1999 and has been closely linked to it, since then. Nowadays he is Honorary President of ISS Spain, and also President of the ISS Foundation Una Sonrisa Más (one more smile).

			

		

	
		
			Introduction

			This book is not about the story of the Titanic.

			There are many books (some of them excellent) that will give you abundant information about the Titanic and her2 fateful voyage in April 1912. These books portray stories and facts about what happened before the voyage, and even relate some of the consequences in the aftermath. This is not one of those books.

			The purpose of this book is to share a practical case study that I’ve analyzed over the past twenty years with more than 20,000 high-ranking executives from 57 different countries and 114 different companies, not to mention business schools in the Netherlands, Spain, Slovenia, and other European countries.

			My guess is that I’ve worked with this case more than 500 times since I wrote the first version. I’ve shared it with very diverse groups of executives from very different sectors, and it’s fair to say that any issue that might arise from this case within the world of organizations (the purpose of this book) has probably already cropped up! And still, it continues to become richer over the years, largely thanks to the many astute comments that have contributed to its fine tuning, and for which I’m forever grateful.

			This, to me, is the advantage of having been able to experiment with it in front of so many thousands of intelligent people with such varying points of view and with analyses and angles that have often proved ingenious, innovative, and highly creative. This wide array of perspectives has helped me greatly over the years to contrast, complete, and, occasionally, correct my original analysis. I’ve always found the old refrain “four eyes see more than two” to be true. In my case, being able to draw on this testing ground has been a total luxury.

			If the purpose of this book is to share this case study, then the purpose of the case study itself has always been to use the metaphor of the Titanic as a basis for reflection to analyze situations that are repeated in organizations around the world during different moments in their history. One of the reasons for this repetition is that human nature is what it is, regardless of the space or time, and this reality presents challenges when companies try to transform themselves or maintain positions as customer-centric organizations.

			Accordingly, the case ends with 21 lessons salvaged from the Titanic so we can learn from others’ errors, correct our own, capitalize on opportunities, defend ourselves from certain dangers, and maintain the perspective necessary to navigate the uncertain environment of the current “seas.”

			You’ll see yourself reflected in some of these 21 lessons, or you may see reflections of situations that you’ve experienced at companies that you’ve known or worked for.

			Finally, I wanted to warn you about something I’ve encountered many times over the course of the past 20 years researching this case, especially since the 100th anniversary of the ship’s inaugural voyage in 2012.

			The literature on the Titanic is vast, and during the centennial events it seemed like there were few journalists who didn’t venture to write an article on the tragedy – many times just for the sake of doing so. The quality of these articles was highly variable, as you might imagine. And far from being helpful, it represented a major obstacle: The Titanic case is one where, for every journalist or author who poses one argument, there is another who poses an opposing one. And here we’re talking about even the most basic facts. I’ve found authors that claimed the ship that sank that night was not really the Titanic. Others maintain that J.P. Morgan sank it intentionally as part of a conspiracy with unspeakable aims. Reader be warned!

			The facts contained in this book are those that, after so many years of interest and research on this topic (19 years as a professional and 20 more on the personal level), seem to reflect most closely what really happened in April 1912, based on the most reliable sources and properly vetted information.

			Is it possible that you will come across people who tell you other things in another way? Absolutely.

		

	
		
			
				1.
				That night back in April 1912…
			

			Now, I want you to imagine yourself in the following situation. It’s 11:40 pm on Sunday, April 14, 1912. In the crow’s nest of the Titanic stand Frederick Fleet and Reginald Lee, the two lookouts on watch at that time who are waiting to be relieved of their duty in just 20 minutes’ time.

			They joke, seemingly relaxed, and they’ve obviously been very calm throughout their shift. In the James Cameron film, they wanted to capture this confident attitude (which seems to have prevailed among most of the ship’s crew) in a variety of ways. Among these is this scene where Fleet claims to his partner’s amusement that he has the ability to “smell ice” at great distances. He assures him that if they were ever to find one of those giant chunks of ice (typical at that time of year and in those latitudes of the North Atlantic), he would be able to sense its presence long ahead of time. That was his special ability. Later we’ll return to this scene and reflect on this moment.

			In a matter of seconds, the faces of both men change. They cannot believe what they see before them: The very tip of an enormous iceberg directly in front of them and just off to the starboard side.

			Immediately, Fleet rings the warning bell, contacts the helm using the internal telephone, and raises the alarm. On the bridge, the first officer, William Murdoch, quickly gives a series of orders in a perfectly synchronized chain.

			The first is to the rudder man: “All astarboard.”

			Almost simultaneously comes the second command, this time to the engine room: “Full astern.”

			The boilers are shut down. The propellers stop and immediately begin their full reversal. The 15 security hatches are closed, creating 16 watertight compartments that divide the ship’s hull from stem to stern.
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			Each piece of machinery has gigantic proportions, from the boilers (4.5 meters in diameter) to the three propellers (the central one is seven meters in diameter), to the engines… Everything is monstrously large.
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			At this point, “the question” arises.

			The curious thing is there are three very different groups aboard the ship asking themselves the same question at the same time.

			These are three groups with different levels of perspective, on the one hand, and three groups with different levels of responsibility, on the other.

			No one seems to understand what’s happening.

			The question is: “Why don’t we see any results from the actions we’re taking to handle this situation?”

			These are seasoned seamen, technically brilliant, with decades of experience. They’ve made maneuvers of this kind, and even more drastic ones, hundreds of times over the course of their professional careers.

			This maneuver in particular, port round the iceberg (which we will later analyze), was one they’d performed on many occasions, and it had always proven successful. But today – they thought – we’re not getting any results, and the worst is that no one can understand why!

			Meanwhile, Murdoch looks anxiously at the bow with the angst of someone who can’t do anything else, combined with the insufferable impatience of seeing that the bow is turning far too slowly to port. These agonizing moments are clearly reflected in Murdoch’s face. He’s sweating, clenching the railing, overwhelmed. These few seconds seem like an eternity.

			Finally, the point of the bow slips just to port of the block of ice, and immediately the entire ship feels a terrifyingly deep shudder as the starboard side scrapes along the submerged mass of the iceberg in violent friction.

			There’s a sudden shaking, which Murdoch, still clutching the railing, experiences as if it were an earthquake. The bridge rattles. The ship’s wheel shakes violently in the hands of the rudder man. A gash opens in the hull’s starboard bow holds and water explodes through them, wiping out everything in its way.

			The perception of what’s happening could not be any more different among the passengers and even some members of the crew. On the starboard foredeck, some passengers play with the ice that has fallen off the iceberg, as if the whole thing is a strange joke.

			In the forward holds, the crew and passengers who suffer the effects of the water entering the hull see things in an entirely different light.

			Murdoch issues the counter order: “Hard to port,” and activates the mechanism that closes the ship’s watertight compartments. It’s a distressing moment, and not only because of what’s happening. What’s truly awful is the feeling of impotence, lack of control, and the inability to achieve the desired results.

			William Murdoch is a hardened seaman, a true professional used to managing adversity on the high seas. It’s precisely for this reason that he’s been chosen by Captain Smith to be the Titanic’s first officer. Murdoch is no stranger to suffering, but the sensation of lacking control is a new one. In addition to this, there is the increased stress of not knowing why the maneuver he has used so many times in his life isn’t working on this day.

			The gash in the hull continues down the starboard side toward the stern. It has already scraped all the way to the ship’s fourth watertight compartment and the pressure of the inflowing water is overwhelming.

			The tension isn’t just tangible on the bridge. Now it shoots vertically, from the holds and boiler rooms to the crow’s nest where the men on watch are immersed in a heated discussion. Reginald Lee scolds Fleet: “Didn’t you say you could smell an iceberg a mile away? You damned idiot!”

			It all happened so fast: The iceberg is now behind the ship after its violent scrape along the length of the forward third of the starboard hull. For many it seems the danger has passed. Some think it was nothing but a big scare in the end. What they don’t know is that the ship has been mortally wounded and that their happiness at not having struck the iceberg head-on will be precisely the fateful circumstance that signs their death sentence.

			On the captain’s bridge, Murdoch isn’t at all at ease. He orders the time of the collision to be entered into the ship’s log: 11:40 pm. Just then, the captain enters the bridge and asks, “What just happened?”

			Murdoch informs him of the iceberg and explains the maneuver he ordered. Judging by the captain’s reaction, it’s clear he would have done the same. He doesn’t correct Murdoch in any way, and the only orders he adds now (to close the watertight compartments) are precisely the ones Murdoch has already given. In reality, the maneuver chosen by Murdoch is the same that any good seaman of his day would have ordered upon seeing an obstacle at such a short distance from the ship.

			Captain Smith orders the ship to be halted to assess the damage and make sure everything is all right.

			Down below, as we said before, the passengers are experiencing the event in the most unimaginable variety of ways. While those in third class (closer to the bottom of the hull) are now stepping into water as they get up from their bunks, those in first class are feeling no repercussions of the collision whatsoever. They simply wonder a bit at the vibration they felt at the moment of impact and, at most, they’re curious.

			Andrews (the chief engineer presiding over an enormous team of professionals who designed and supervised the construction of the ship) is very worried and heads off quickly with the ship’s plans in hand to get information about what’s happened. Andrews senses something has gone terribly wrong. You can see it in his face. There’s so much at stake. The tension among those that know what has happened is enormous.

			No one is fully aware of the damage inflicted just yet. The ship appears to be stable. Unlike many other shipwrecks (such as the wreck of the Lusitania), the Titanic shows no signs of instability. Absolutely nothing appears to indicate that the ship’s safety might be in jeopardy. The iceberg, in fact, is now safely and calmly floating away to stern, the ocean is completely calm, and some passengers even continue to play with the chunks of ice that remain on the foredeck.

			It’s now just before midnight, and still no one is fully aware of the situation at hand. But therein lies the tragedy: The ship will go down. It’s only a question of time. The Titanic will never again see the light of day. When the sun rises, she will be at the bottom of the ocean, nearly 4,000 meters below the surface.

		


	
		
			
				2.
				The dimensions were impressive… Organizations “too big to fail?”
				[Taller towers…]
			

			On May 31, 1911, the launching of the Titanic took place amidst enormous expectations. It was the event of the year. Over a hundred thousand people congregated to witness the most advanced and largest piece of technology ever created in the history of mankind.
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			Later on, we’ll discuss the Titanic’s dimensions and technology, but I emphasize that the whole thing was nearly unimaginable at that point in time. It was easily the greatest concentration of technology of that day and age. We’re talking about very different technologies that ranged from naval design to telecommunications, from propulsion breakthroughs to the latest features in passenger comfort.
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			It’s difficult to imagine what the Titanic represented in 1911 or to gauge the impact she had on people who had recently entered a new century. The advances were coming at a breathtaking pace, and the Titanic embodied all the signs of a new era for mankind. She was majestic, powerful, robust, and immense. The Titanic was much more than just a big ship: She was the largest moving object ever built by man.

			For the ship’s launch, they used 22,000 kilograms of soap, oil, and grease to get her sliding down the rails into the water while protecting the supporting structure that held her hull under the enormous pressure of 150 kilograms per square centimeter.
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			Expectations were extremely high. Among other things, the fact that it took 15,000 people to build the ship left the world completely enthralled.

			Those who ever had the chance to see the ship’s interior were literally shocked by the sight of the four giant engines, each one the size of a three-story house. The ship was impressive.

			The day they transported the Titanic’s anchors from the foundry to the shipyard, all of Belfast gathered in the streets to witness what none of them believed to be possible. The rumors were true! Each one of the anchors had to be transported in a different carriage drawn by no fewer than 20 enormous Breton work horses!

			Each anchor weighed nearly 16 tons, and each chain link tipped the scales at 78 kilos!

			No one could fathom the magnitude of this new colossus. The proportions were simply mind-blowing. How could they not be stunned that the ship could hold enough food to feed an entire town for months? Or what about the amount of coal in the ship’s underbelly? Her giant engines consumed 825 tons of coal per day! At the same time, however, she had elegant lines and a solemn bearing. She was noble, dignified, and aesthetically lovely, not only in her interior but also on her impressive exterior (the likes of which they no longer make). She was serious, majestic, and singularly beautiful. The Titanic represented a new way to build ships and a new century that left the old world behind. These were times for new dimensions and advanced technology.

			In the society of those days, the Titanic was an icon meant to demonstrate “how far we have advanced,” but she was also an icon within the economic sector to which she belonged and a vital statement to the positioning of the company that created it: White Star. As we will see, the Titanic was the keystone in this company’s strategy.

			Later we will take a closer look at the situation of the market at the end of the 19th century and beginning of the 20th century. The story of the Titanic can’t be fully understood or interpreted in its entire context without first deciphering these key market indications. For now, it will suffice to provide three important pieces of information about the market at that time.

			First, in the final third of the 19th century, there were two large companies leading the market (both British). They were two huge rivals in the historical moment we are analyzing, and their dominance was clearly far above any third company in the mix. The first company, White Star, was the designer and owner of the Titanic. The second, Cunard, would one day own and operate other famed ships such as the Queen Mary and the Queen Elizabeth.

			However, in the final years of the 19th century and the first seven of the 20th century, the market leadership changed for the first time into German hands, namely those of NDL and HAPAG. This had a strong impact on the two British rivals that had dominated the market throughout the 19th century. They now had to widen their benchmarking perspectives for the first time if they aspired to continue being competitive. It was no longer enough to look at “what the other was doing.” That two-player market was gone.

			Cunard was the first to take action, and its response took on the dual form of the Lusitania and the Mauretania. These ships were totally different from anything that had ever come before. They represented a true turning point in terms of technology and sheer dimension.

			Suddenly White Star began to feel a double pressure. On one hand, they felt the market change created by the Germans’ sudden entrance onto the scene (here we’re talking both about NDL ships and the new Imperator-class ocean liners3 built by Hamburg America Line, or HAPAG).

			On the other hand, the eternal rival, Cunard, was creating more pressure than ever by launching the Lusitania and the Mauretania.

			Something needed to be done, and it needed to be done quickly. The response was almost immediate, and thus were born the Olympic-class ocean liners: the RMS (Royal Mail Ship) Olympic, the HMHS (His Majesty Hospital Ship) Britannic, and the RMS Titanic.
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					Titanic (right) and her sister ship Olympic (left) in the new Olympic class ocean liners fleet.

				

			

			It’s safe to say that the launch of the Titanic on that morning of May 31, 1911, was a clear message from White Star, not only to European and North American society in general, but specifically to its eternal rival Cunard, who had recovered market leadership in 1907 thanks to the Lusitania (which it still operated in 1911) and the Mauritania. It was also a clear message to its German competitors.

			The ship’s lines and dimensions were certainly impressive, delivering a carefully crafted aesthetic message to all: White Star is launching a ship unlike any other in the course of history.

			The Titanic had a length of 269.06 meters (882.75 feet). It’s true that when we’re not familiar with something like this (for instance the dimensions of the Titanic), we can better understand the magnitudes when we’re given something we are familiar with as reference. For example, if the official measurement of an international soccer field is 100 meters (the playing surface, that is), can you imagine a ship that was 2.7 soccer fields long? Can you now imagine what this meant to those who first saw it over 100 years ago? It must have been truly astounding.
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			The height of the ship, from the keel to the highest point of the four chimneys (three active, and the fourth built additionally for aesthetic reasons), was equivalent to an 11-story building!

			Larger ships exist today, but those who remind us of this to diminish our impression of the Titanic are, in my opinion, making the worst mistake anyone studying history can make, i.e. seeing it through modern eyes instead of putting themselves in the shoes of the people from that era. If we compared a car from that era to one from today, it would seem laughable. The same would hold true for a train, a motorcycle, or any other vehicle. In fact, the well-known Costa Concordia (launched in 2006) was only 21 meters longer (7.8%) than the Titanic.

			When the Titanic was launched in 1911, New York’s Metropolitan Life Tower was the tallest building in the world at 213 meters high. This was a monumental achievement if we compare it to Chicago’s Home Insurance Building (considered the precursor to the skyscraper), which had impressed the world only 24 years earlier with its 42-meter height. The Metropolitan Life Tower was even more impressive compared to New York’s Flatiron Building, which rose to 87 meters in 1902. But let’s compare the Met Life Tower, with its 213-meter height, to the world’s tallest building in 2011, the Burj Dubai, which stands four times higher at 828 meters.

			To get an idea of the size of those four chimneys we mentioned earlier, it was said that an entire train could have fit inside with a locomotive included.

			We must therefore visualize a tunnel. That’s what we’re talking about when we try to understand how huge those chimneys were.

		

OEBPS/images/fig07.jpg
0
\*—l

269 m
328 ft 883 ft

Bl e






OEBPS/images/fig01.jpg





OEBPS/images/fig02.jpg





OEBPS/images/fig06.jpg





OEBPS/images/logo-plataforma.png
Plataforma
Editorial





OEBPS/images/cover.jpg
Plaiaforma
Empresa

Lessons from the Titanic
Applied to Leadership

-

=

=





OEBPS/images/fig03.jpg
Harland & Wolff 1911






OEBPS/images/fig05.jpg
from the enormous preésure of 150 k.gs per cm?

transforma





OEBPS/images/fig04.jpg
= o
i





