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PREGAME


Aim for the Uprights


As my student-athlete career ended at the University of Tulsa, my chances of being drafted by the National Football League (NFL) were very good. In my senior year I was ranked third in the nation for field goals, and I played in the Senior Bowl, which in those days was a gateway to professional football. It was the first time my teammates and I got paid to play.


Although I am blessed to have many memorable moments at Tulsa, my goal of turning pro was enhanced in my final year when I kicked four field goals—my best was 57 yards—to beat Oklahoma State, 25–15, in a nationally televised game. I was selected Chevrolet Player of the Game.


Good fortune, to be sure.


But lucky?


I have loved football for as long as I can remember. And from a young age I was an above-average player. There was just one problem: genetics.


My parents, whom I love dearly, did not bless me with height. My mother was barely over 5' tall, and my father was a mere 5'9". It didn’t take long for me to realize that I wasn’t going to grow up to be physically intimidating. I would not be tall enough to compete in professional football as a wide receiver, safety, or linebacker. There was only one path to glory: placekicker.


During that Thursday night game against Oklahoma State, most of the television audience did not know that as a 13-year-old, I’d practiced relentlessly, determined to succeed.


In the winter months, I could be found in the basement of my family’s home, kicking footballs into a hockey net I’d strung up.


When spring broke, most days you’d find me outside, kicking to improve my strength, form, and accuracy.


From June through August, after working a summer job, six days a week I would go to the local high school and kick footballs. It was a family thing: Dad was my holder; Mom was my retriever: she chased down every ball I kicked so that we could begin another round.


And another.


And another.


Some people who were familiar with my routine may have thought, “My goodness, that young lad has a goal in life.”


Looking back, I’d choose a different word—intention.


I intended from a very early age to make the best of my dreams by pushing the limits of my talents and DNA through hard work and a positive attitude.


Regardless, and despite my Tulsa glory days, after 40 years I still hold a number of school records, for points after touchdown percentage, 0.992 (119–120); the two longest FGs, 57 and 58 yards; and most field goals in a season, 21. After years of training and game-day success, I was on the precipice of the next big thing, my dream-come-true scenario: hearing my name called in the NFL draft.


With the other top players in the country, I was invited to attend a number of combines—tryouts, basically—hosted by several teams that wanted an up-close look at that year’s draft class.




Then two weeks before draft day, I was contacted by the special teams coach for the New York Giants, who wanted an even closer look at Stu Crum. When I arrived at the Tulsa practice field with my snapper and holder, Coach had already placed 10 footballs on the 30-yard line—a 40-yard field goal—and asked me to kick.


I was ready.


You can do this, Stu. No pressure.


I had my team: a kicker is not a soloist.


My guys know the drill. We’ve got this.


I took my position, locked in, and began my approach to the ball—


Then Coach surprised me.


“Stu, don’t kick it through the goal posts.”


I stopped and stared. What?


“I want you to hit the right upright,” he said.


Why would he ask me to do that? It had no purpose in competition; in fact, all it produced was the thud of disappointment. Also, in that moment, I was quite sure it was impossible to do and I’d fail the audition.


Coach saw the confusion on my face but just smiled and waited patiently for me to digest his request.


I took my position, locked in, and began my approach to the ball.


Everyone watching was amazed, but no one more so than me. That first kick was a winner: the ball clanged against the right upright. I’d done it!


But only that one time. I took nine more kicks, and they all went astray.


Afterward, Coach joined me and pointed to the uprights. “Why do you think I asked you to hit the upright?”


I didn’t have a clue and felt lucky to be 1 for 10.




“Stu, I’ve seen you on film and know your stats. I know you’re a good kicker. But I want you to aim higher. I want you to aim for great and not just good.”


It was a profound lesson that would steer me through many significant passages:




	Draft day when I was chosen by the New York Jets.


	Early injury-laden seasons.


	Heart-crushing failure in my first marriage to my high school sweetheart.


	A stint with the Oklahoma Outlaws in the United States Football League.


	That agonizing moment when I realized my professional sports career was over and it was time for Stu Crum to face the next challenge.





Some observers might say that my student-athlete and professional sports career provided special training that has allowed me to excel as a business man, husband, father, and Christian man of faith. Therefore, they conclude, this focus will not work for people shaped by other experiences.


I disagree.


Every week I write an email to the diverse group of people I work with. I cannot know every challenge they may be facing. But I’m quite sure that my Stu Speak encouragements lift all ships in the harbor, because aiming high is universal. And when applied broadly, not just for career, the notion of taking the right aim naturally helps individuals live balanced, well-rounded lives in the face of mounting, impossible demands.


The pages herein include portions of my Stu Speak emails. These directives are concise and easy to absorb. But before turning the page, please take a moment to reflect on their impact: Do they hit home? When applied to your aspirations, do they suggest a better or different way to proceed?


More motivational guidance is shared in The Intentional Playbook, a project I have developed over several decades of leadership to help men and women further their aspirations by creating strong, clear intentions.


Embracing the aim for the uprights concept works for men and women from all walks of life and at every turn in the road because it demands that we aspire to our best intentions. Through it all, may this book be a reminder that success is not measured by our achievements but by the lives we touch.


Stu Speak


“Following the right path puts you at peace.”
















ONE


Game On
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Motivating Force


I’ve been president for 18 years. When I leave, a change must be made. But because of my personal relationship with people, I can’t make those changes. So I’m here to ask you, Stu, if you get this job …”


The man I would replace at Bridgestone drilled down to the core challenge. If I stepped into his shoes, it would be me who had to reorganize 80 percent of the company’s leadership team. These people, who had devoted 30 to 50 years of their lives to the Bridgestone brand, would be facing some drastic changes. And I would not be given a list of names or strategy. No. It would be my responsibility for reviewing regional operations to determine who could help us grow and who could not.


“We need leadership change in this company, Stu. And we need to know that you have the ability to do that.” In the summer of 2013, I retired from Shell Oil Co., where I had thrived for 28 years, eventually serving as chairman and president of Jiffy Lube International. I was 53 years young and eager for new challenges when a headhunter contacted me. I’d been queried in the past, but none of the offers were particularly tempting. The Bridgestone position might be a fine feather in my cap or a nail in my coffin.


Stu, if you get this job …


The competitor Stu Crum was all in. In my youth, I was a successful athlete, and I loved to win.


Another part of Stu Crum was anxious. This would be a lot tougher than nailing an extra point or kicking a game-winning field goal. I would no longer have the reliable team I’d enjoyed at Shell. I would be the new guy. The man who must, for the benefit of Bridgestone, deprive successful men and women of a future with the company they loved.


The interview process had been rigorous. The headhunter grilled me before recommending me for the position. Then I met with half a dozen Bridgestone senior-level leaders and took a battery of tests, a strenuous mix of IQ and EQ challenges that measure a person’s ability to perceive emotions, think clearly, and manage emotion.


Amid all this analysis, someone might ask, what are they fishing for? How about emotional self-awareness, assertiveness, and independence, to name a few. And then there is stress tolerance—yup, be ready for some super stress in the upper echelons of leadership—as well as empathy and social responsibility, which I’d developed from the time I embraced the philosophy of servant leadership.


Also, as Bridgestone’s retail division president retired, the company was simultaneously replacing its chief operating officer.


Intimidating?


A little.


But even though I’d been employed for decades at Shell, that didn’t mean my experiences were staid. I did not arrive at the same office all those years. I was stationed around the world, constantly en route to international destinations. Also, in my position with Texaco I was once loaned out, you might say, to a joint venture partner. That’s why my new employers saw Caltex, owned by Chevron/ Texaco, and Texaco on my curriculum vitae.


Every conscious intention I have made in my life might beg the question, Can I do this? In fact, if I don’t have a moment of pause or an instance where I’ve got to suck it up, maybe the intention, in business anyway, isn’t daring or deep enough.


Take a moment. Review the consequential decisions you have made. Were you intimidated, just a little? Did your stomach growl or mind roam to disastrous scenarios?


If the only measurement is winning versus losing, we can expect anxiety and doubt to rise in us like a hot blaze. There is a remedy for abating the heat. Define your intentions. Even if you lose momentarily, staying true to the scope of your intentions will set you up for success later.


Yet I confess, whenever I felt a tinge of worry, I would call upon a supportive and reliable coach: my past.


Last in Line


It was embarrassing. Sometimes it made me angry because it happened so often. At 10 years old I was always the last to be selected for team sports.


One summer at church camp we all lined up before a kickball game. Before the two team leaders called any names, my own assessment of my physical stature when compared to the other kids wasn’t exactly generous. By then I’d noticed that Mom barely stood 5' tall and Dad’s height was only nine inches more. I was the “little kid” at the playground, not a physically intimidating member of my age group, and that would never change.




But I had a secret that buzzed behind my smile. My adversity, a word I did not know at that age, had yielded some compelling results.


Yes, it was frustrating to be overlooked so many times at school and summer camp. It made me want to shout, “Come on, pick me first for once!”


Or defiant, I might think, “I’ll show you!” because in all the other group competitions, I had proved that I was a natural athlete, better at sports than most of the other kids who were taller and stronger yet, to be kind, unimpressive. Invariably, by the end of the game—kickball, basketball, baseball, touch football—my value to the team effort was obvious. It was like money in the bank, another concept that had not yet entered my young mind.


Some problems children face will not last. Whatever it is, a parent might say, “You’ll grow out of it.” Not for me. The genetic deck of cards was stacked against me, so even as an adult, I occasionally felt overlooked.


Fast-forward three decades. I’m in my mid-40s and playing on a church softball team. It took several innings before I took my first trip to the plate, because I was the nineth player in the batting rotation. When I finally faced the pitcher, I hit the first pitch about 20 feet over the home run fence. As I rounded third base, I pointed my finger at the coach and said, “Never bat me last again!”


I was smiling, but I meant it. Height discrimination, for men and women, exists. The perceptions of others, the casual disrespect, became a motivating force at an early age.


There is another aspect of height that I had not thought about much until I was at Bridgestone headquarters waiting for my next interview: when you are shorter than everyone else in the room, you can feel like an outsider.




Corporate Wife


At home I wasn’t an outsider, despite the millions of miles I logged traveling throughout my career. I had Mia, my wife of 39 years. Some might describe our marriage as traditional: I bring home the paychecks while Mia stays at home with our children. Literally, that is true. But we are collaborators. A husband-and-wife partnership that is strengthened by a shared vision and mutual love for the life we have chosen.


Years before, when I was offered a position in New Zealand, and then Singapore and Latin America, we had to agree that these opportunities were good for the whole family. We were strong because we willingly shared inverse responsibilities. While I climbed the hectic and satisfying corporate ladder to provide for our material needs, Mia conjured the immaterial yet essential ingredient needed for home life—consistency. For our children, yes, but also for husband and wife. I needed her more than ever while interviewing with Bridgestone.


“I can already feel the weight of the responsibility, Mia.”


“Me too. All those people … the lives you’ll change with your decisions.”


“Maybe I care too much.”


“You’re a caring man.”


“I know I’ll lose sleep. I won’t be right—before and after those decisions. And you’ll have to live with that as much as me.”


“Stu, when we moved to New Zealand, remember the story about the man who noticed my shoes?”


“Remind me.”


“He said, ‘I’ve never seen a woman who had shoes that match every outfit.’ At first I didn’t know how to react. I didn’t want to seem materialistic or better than anyone else. But the longer we lived there, I realized that New Zealand life was much simpler and I needed people to know me and know my heart. But this took time. Stu, when you first meet people, you always say, ‘Tell me about your family.’ Basically, you’re saying, ‘Tell me about you.’ You don’t say, ‘How’s the job going?’”


“So you’re saying—?”


“If you go to Bridgestone, be you. Once people feel valued—”


“They open up.”


“Get to know the culture, Stu.”


The Listening Tour


Bridgestone leadership had made a shrewd determination. They needed an agent of change whose ties to the past did not exist. In fact, what they were seeking was the quintessential outsider. I was the first executive outside the Bridgestone family to arrive with a mandate: change the mantra, the model, and expand expectations of gain.


But I couldn’t swagger into the company like Clint Eastwood. This was not the Wild West. This was an enormous Japanese-owned enterprise that needed fresh insights and economic concepts.


So I scheduled a listening tour.


I traveled a lot in those first months just to get to know the regional divisions and the people within the company. I wanted to hear what everyone thought was going well and where improvements were needed. After all, the departing president didn’t give me a to-do list or a playbook. It was my responsibility to assess the current conditions, understand the reasons why change was essential, and develop a dynamic new approach.


Why trust the inner ear of an outsider?


When I played junior varsity football, I was the placekicker. At the start of one game, as I trotted on field to prepare for the kickoff, I noticed the coach from the opposing team sizing me up. Then my ears tingled when I heard him advise his players to move closer. He had assumed that a short player couldn’t kick a long ball.




No worries. I didn’t curse or complain. I let my ears burn until I finally got a chance to kick a field goal. I crushed a 53-yarder and then listened as that same coach shouted to his players to move back, way back, on the kickoff that followed.


In a sense, I used that same method, my burning ears, to develop my vision for the future of Bridgestone. I didn’t sit alone in my office and think stuff up. I let other voices and minds fill my cup. A casual remark, a presumptuous boast, and even some grousing—lots of grousing, actually—could illuminate the playing field.


During my visits with six regional vice presidents, it quickly became clear that each person had a separate way of running the business. They shared the same point-of-sale system, of course, so if you went to a Firestone store or a Tires Plus to make a purchase, the front end was the same. But the way each VP chose leaders, or managed operations or procured parts, for instance, was a little different.


I knew they were very loyal and loved the company. All good people. But their practices were holding back the enterprise, impeding innovation. Set in their ways, they were running the regions like fiefdoms, not as part of one strong company.


I quickly realized that their decentralized decisions were costing Bridgestone a lot of money. We needed to share the same process for buying our oil and parts. A couple of significant changes would add tens of millions of dollars to the bottom line overnight once they were implemented.


I’ll give you an example. Imagine 2,200 stores. At each location, if they needed a brake pad, air filter, or oil filter, whatever it was, they could go to their local auto parts store, negotiate the deal, and buy that part.


We needed a new equation. If you slim down from 250 suppliers to four suppliers, which is what we ended up doing, the suppliers we chose would enjoy so much volume they’d gladly give us a better discount. In other words, scale really matters in procurement.




Always ask, why?


Why?


Why were the site managers buying parts in this disorganized manner?


Their suppliers provided perks, like free baseball or football tickets and paraphernalia for doing business with them. It wasn’t the best price point for Bridgestone, and it wasn’t necessarily the best part. But the managers did it because they had developed personal relationships that they valued.


That’s why.


My message—the words of an outsider—didn’t sit well with some people, but economy and quality needed to be the cornerstones of our new game plan. Everyone, we need to put the very best parts in our customers’ cars at the best, lowest price. Our buying power significantly increased when we centralized. I believe we saved close to $20 million just in parts our first year.


Oil procurement was next. We began a conversation with the largest oil suppliers in the United States. We said we’d give them 2,200 stores. But it wasn’t just oil we wanted. We needed discounts, marketing programs, and training to make it right for all parties involved. Their cooperation helped bring another $10 million to the bottom line our first year.


I praise everyone involved because no successful business leader is a soloist.


That said, the lucrative changes that we eventually made were made possible, in part, from what I learned during the listening tour.


Well, I admit I also listened to the whispers from a supportive, reliable coach: my past.




Alley Cats


In my previous leadership role, I ran Jiffy Lube. It was a franchise business, so naturally the owners were willing to pool suppliers so that everyone got the best price for supplies. Not that the franchisee was forced to play ball: each made their own decision to join the pool price or search elsewhere for bids.


At times, working with franchisees was a bit like corralling alley cats. Frustrating? Could be. Yet you now know my motivating force: the doubts my physical stature inspired in some coaches, colleagues, and employers fueled my need to succeed at everything I did. The force informed my why, my reason for being.


But solely using force—a meat cleaver of authority—on others is not my style, nor do I believe it always works or can be sustained. Don’t talk to me about Napoleon complex. Honesty, empathy, and faith in myself and the goodwill of others are what have taught me how to succeed, even while working with stray cats, cool cats, and Cheshire cats.


I encourage you to draw on your past.


Equally, I suggest you be cautious: the past can be rocket fuel or concrete boots.


Stu Speak


“A fundamental aspect of experience is its ability to teach resilience. Through each setback, we become stronger and more equipped to face future hurdles with determination and confidence.”




The Intentional Playbook


in·ten·tion
[in’ten(t)SHen]


NOUN




	a thing intended; an aim or plan





Being Intentional: A Minicamp for Rookies


Many lives are lived on automatic and therefore rarely soar through the uprights. To be intentional is to be focused, selective, so that the full force of your physical and mental energy flies toward one target.


Think of it as dining out. After browsing the menu, do you order one of everything?


No. You make a selection. By doing so, you are aiming for satisfaction.


The same method, simple as it seems, can be used to create intentional success in all aspects of your life.


Purpose


Being intentional includes defining a purpose. As a boy, my one true purpose was to become a successful athlete. Later in life, I selected another purpose: business success. My choices helped me make the most of my time, and I got results.


Priorities


Establishing priorities allows you to take deliberate action toward achieving what you want. Make conscious choices that align with your values, beliefs, and aspirations. Just this much saves you from merely going through the motions or reacting to external circumstances.




Distractions


Clear, strong choices automatically filter out distractions. Eliminate unnecessary commitments. Avoid wasting time on activities that do not contribute to your purpose. Priorities pave the way for progress. Dreams and aspirations are achievable.


Harmony


How does your purpose fit? Revise it if it feels out of sync with your true being and interests. As you progress, you should experience a sense of balance, harmony, and inevitability.


Self-Reflection


Striving for fulfillment is not only about movement and action. Take time to evaluate your thoughts and feelings. Identify areas where you can improve or make changes. Seek to understand your motivations. Overcome limiting beliefs. Self-reflection increases self-awareness and deepens emotional intelligence. Be clear about your progress. Adjust your plans as needed.


Responsibility


Decisions have consequences. Be accountable for your outcomes. By doing so, you strengthen the power to shape your own life and avoid being the victim of circumstances beyond your control. Own your results, positive or negative. Intentional living is a social experiment: take notes and learn from mistakes so that you grow from all your intentional experiences.


Grit


All of the above help you cultivate resilience in the face of challenges. Stay motivated. Forge ahead, rain or shine, as you align each action with your purpose. The result is a deep sense of satisfaction and fulfillment, as you make a meaningful contribution to your world, regardless of whether you are pursuing personal growth or professional success.


Smile


Look at yourself in the mirror. Try to keep a straight face. You will fail. A smile is inevitable. Can’t smile? Fake it till you make it. Maintain a positive outlook even in difficult times. Sound a little wacky? Consider the opposite choice.
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