
        
            
                
            
        


		
			Praise for The Care Quotient

			 

			“The key to any successful organization is it’s people—their skills, loyalty, their character and dedication to the company. If it’s a small business, the people are all—it’s make or break. Joseph Gulfo gives the key to caring for and listening to your people in this magnificent book. Skip it at your risk.”

			—Dan W. Lufkin, Co-Founder, Donaldson Lufkin & Jenrette

			 

			“Take the Care Quotient survey to see how much you care about creating the best environment for your employees so that they can flourish and bring your business to new heights.”

			—Kay Koplovitz, Founder and Former CEO of 
USA Network and the Syfy Channel, and author of 
Bold Woman, Big Ideas and Been There Run That

			 

			“Nothing that I have read on management… becomes more real world than The Care Quotient when it comes to smaller companies which represent 99.7% of employers in the U.S. Building the passion and excitement of a small company is a differentiating advantage. Thousands of people around the world will benefit from this book.”

			—Fred Hassan, Managing Director, Warburg Pincus and 
author of Reinvent: A Leader’s Playbook for Serial Success

			 

			“Small businesses account for 54% of all U.S. sales and 66% of all net new jobs since the 1970’s, however, they face a multitude of special challenges often neglected in management and leadership books. The Care Quotient provides unique and powerful management techniques for this critical segment of the economy—the engine of innovation and job growth in the U.S.”

			—Jeffrey B. Kindler, CEO of Centrexion, 
Chairman of the GLG Institute, and former CEO of Pfizer
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			Adele

			and to the many others who were patient with me while I tried,

			and to Millennials, especially those who I write about in this book—

			your inquisitiveness compels me to take nothing for granted; 

			your WHY’s make my BECAUSE’s relevant; 

			your irreverence makes me laugh; 

			your revelations inspire and validate me; 

			and your presence in my life makes me a better person.
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			INTRODUCTION

			
What Does Caring in Business Mean?

			I was having pizza on August 15, 2015 with my 16-year-old niece, Jennifer, who was trying out for her high school volleyball team. We had just gotten off the beach where I was simulating spikes for her to save by using her arms, shoulders, and pectoral muscles to block the fast-moving ball and keep it alive. She did very well. 

			I asked how try-outs were proceeding and whether she thought that she would make the team. She told me that her chances were very good and that many of her peers don’t quite have the knack. She said that she would like to help some of them by providing tips that were useful to her, but she doesn’t want to do so because if they get really good at it, they may become better than she and possibly replace her.

			I told her that she should help her potential teammates without worrying about the outcome because sharing knowledge and helping others is always the right thing to do—this is what our faith teaches us, and what Jesus practiced, and so should we. Her father chimed in by saying that the coach will notice and see that you are a leader and a team player and will want you even more. While I agreed wholeheartedly with his point, it bothered me. I did not want Jennifer to care for personal gain; the moral satisfaction that she would feel deep within should provide sufficient reward.

			I then thought about the situation more and made the point that, throughout my career, I actually couldn’t think of a single instance in which selflessly caring about a fellow employee, or customer, or investor, or patients did not enhance the business, project, them, or myself, in the long run. And so I realized that selflessly caring not only enhances my chances of being counted among the sheep, as opposed to the goats, but it also is really good for business.

			Actually, it is great for business. Selfless caring blinds and numbs you to pain and personal risk; it emboldens you to keep trying—to come up with new solutions, work harder, work smarter, work differently, sacrifice your pride, accept a good idea from wherever it emanates, invite input, and deliver—come what may. Once you behave in a manner in which your personal immediate gain is not your highest priority, the potential for extraordinary results is boundless.

			This is the spirit in which this book is written. Selfless caring is not only a great way of life; it also provides for tremendous business success. It is my secret to becoming a manager of very successful companies and projects, and a leader whom many employees I’ve had the pleasure and privilege of managing would like to work with again. 

			Selflessly caring in business is my “secular theology.” 

			How did I develop it? I was an altar boy and lector since the age of ten; to this day, when I see a priest celebrating Mass alone, I walk up on the altar and help out in any capacity. To me, Jesus is the greatest manager and leader the world has ever known. I think that the Bible, The Seven Habits of Highly Effective People (Steven Covey), and Crazy Times Call For Crazy Organizations (Tom Peters) are the best leadership and management books ever written. 

			The reason that this tome is not in the Religious Studies section of your bookstore is because I don’t like turning the other cheek! Not really. Seriously, a business is not church, but it is life—messy, complicated, ugly, and beautiful, all at the same time, and replete with people who are simultaneously damaged in some ways and wonderful in others.

			I truly hope that you read this book and elect to selflessly care because in your heart you know it to be the right thing to do, as your mother told you so many times. I also hope that this book will show you how selfless caring is a mission statement, code of conduct, and business policy that will bring great success to those who practice it. 

			 

			Being a Good Manager and Leader 
Takes Just One Thing: Selfless Caring

			I have worked in start-ups and large corporations for more than twenty-five years and I pride myself on being a manager who truly cares about colleagues. I did not include anecdotes from people talking about their experiences working with me to stroke my ego, but rather to demonstrate the enormous impact that this approach provides. I know that “selfless caring” is a far more effective management style than what many leaders use. I include a lot of details about my experiences—positive and negative—because I know they will be instructive. Some of you may think that I’m patting myself on the back. That’s not the point of this book. 

			Whether you’re just starting out in your career or you’re an experienced manager, I believe you’ll find this book helpful as you focus on “selfless caring.” The examples and anecdotes from people working in a variety of fields will show you how relatively small changes in your management style will make a huge difference.

			Being an all-star manager is not about dedicating five or ten minutes per day, or following three to ten steps. It is more than platitudes, goals, and aspirations. If you care enough to be the best leader and manager you can be, you will do what I’m discussing in this book naturally, with no checklist required. If you truly care, your customers, company or department, and employees will be on your mind twenty-four hours per day, seven days per week. If they aren’t, you don’t care enough to be the best, and you will not be.

			Managing is a moral responsibility. You literally are responsible for the lives and well-being of those who report to you and those, in turn, who depend on them. The way you make them feel about themselves and the value that you add to their lives will be what they project outwardly to the people with whom they have influence. This multiplier effect is a daunting responsibility. You truly can change the world, one corner at a time, if you care.

			Care about what?

			Good question. Many business leaders care deeply about themselves—their income, lifestyle, standing in the community, pride, cars, home, and many other externals. Often, these people amass significant wealth; however, they are poor managers and have non-existent leadership skills. But, they care. 

			However, it is selfless caring that is the key to doing the right things at the right time and becoming a highly effective and respected leader. If you selflessly care you will faithfully practice the two most important behaviors that lead to success:

			 

			  1.	Tirelessly prepare by searching high and low for the answer in textbooks, papers, the Internet, and in the heads of experts; and if there is no answer to your exact problem, then 

			  2.	Relentlessly trying until something works. 

			 

			The keys to the latter are having: (a) no pride in objectively determining something you have tried has failed; (b) back-up plans, assuming that the course of action you are attempting will likely need tweaking or may fail; and (c) no fear in reinventing yourself to come up with novel approaches that may work. 

			Selflessly caring leaders don’t hold back; rather they find a way to deliver business results, have their messages resonate, reach employees (even the difficult ones), satisfy customers, and advance their companies.
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			Selfless caring drives tireless preparation and relentless trial and error, which leads to the discovery of the winning solution and desired outcome.

			 

			Selfless caring is a character trait that is grounded in a moral belief system whose basic tenets include:

			 

			  1.	Holding principles and truth as your highest order goals

			  2.	Taking personal responsibility for outcomes and results

			  3.	Leaving people and circumstances better than you found them

			  4.	Applying all of the gifts that God, your genotype, and your phenotype have bestowed upon you, even for the most menial of tasks

			  5.	Taking responsibility for the overall well-being of those whom you manage.

			 

			Organization of the Book

			The book is a collection of anecdotes from my experiences managing numerous people and projects, and running several companies in the biomedical field—biotechnology, pharmaceutical, and medical device. The stories are cataloged under six chapters that represent major themes that flow from selfless caring. The first six chapters answer the questions, “Selflessly care enough to do what?” Along with caring about the right things, they constitute the elements of the “Care Quotient,” a tool to evaluate leadership potential and to identify areas of improvement for leaders. Chapter 7 contains specific insights that have been amassed on various topics based on the principles contained in the first six chapters in the form of articles and editorials that I have published. The Conclusion contains a summary of the important lessons of the book, as well as the specifics of the Care Quotient instrument, a management and leadership tool to help identify areas for leadership development.

			As part of the research and vetting of the concepts in the book, I contacted several former employees who worked on projects that I managed and in companies that I previously ran. I had not worked directly with any of these individuals for some time, from two to twenty years. Many of them went on to work for other companies and other managers, which brings into sharp contrast the lessons in this book.

			The book includes actual narratives that demonstrate the lesson, as well as quotes from former employees about how these actions, performed out of selflessly caring, affected them and motivated them to do the best job possible. In this way, they exceeded their own expectations, which enabled them to develop skills that they never thought they had and positioned them for rewarding and successful careers.

			 

			Background

			The specifics about many events that are discussed in The Care Quotient are analyzed and presented in dramatic living color in my first book, Innovation Breakdown: How the FDA and Wall Street Cripple Medical Advances. (See innovationbreakdownbook.com for more information.)

		


		
			CHAPTER 1

			
Management is a Gift 
and a Profound Responsibility

			Having a position of authority relative to others is an honor; it also comes with an implicit promise to enhance the lives of those whom you’ve been appointed to oversee. Make no mistake, done correctly, it is very hard work; in fact, how often have you heard managers say that the hardest thing to do is to get their work done through other people? The challenging side of managing often obscures the gift and responsibility it represents. The person who selflessly cares enough thinks about this every day, and it often frightens him. The opportunities that a manager has to enhance or diminish employees’ lives, and the lives of their dependents, is enormous. A simple smile or compliment on a job well done or a “thank you” can change the mood of an employee, who in turn may treat his or her loved ones in a manner that inspires or encourages them to do something wonderful, and so truly great things can happen for so many because of you.

			If you selflessly care enough, you will take this responsibility seriously and tremendous results will follow. 

			 

			Backdoor Escape

			A former colleague, Penny Humphries, who supported me as an administrative assistant at MELA Sciences while she was completing her Speech Pathology degree, told me that she was most taken by how I always gave employees an “out,” a gracious way to move on or back down from a circumstance in which they had not performed as required for the good of the project and company. The agreement we had with Penny, who was over-qualified to be working with me as an administrative assistant, was that she would do the work if I made a special effort to include her in business analyses and decisions because she ultimately wanted to run a department or company in her field. It was a two-way street—Penny’s insights were very valuable and greatly factored into many decisions that I made. 

			The fact that she singled-out this behavior speaks volumes to me, because we had many conversations about business, and I included her in virtually everything I was doing; so she saw quite a lot. I firmly believe that when delivering negative feedback to an employee, it is necessary, right up until the moment that the person is no longer an employee, to do so in a manner that preserves his dignity. I think that when pointing-out shortcomings in performance, a manager not only has the opportunity to challenge employees to do better, but also to inspire them to want to be an even greater contributor than is expected. It is more likely that the employee listens, accepts, and changes his behavior for the good of the company if this is done compassionately, and in a manner that not only leaves the dignity of the person intact, but also gives him an opportunity to build upon his self-worth quickly. It is necessary to do this for the psycho-emotional health of the employees; it keeps them motivated and teaches them compassion and empathy, which they will pass on, while, at the same time serving the critical business need. It is an approach that requires knowledge of the person and great touch. You need to deliver the message so that the action is corrected for the moment and doesn’t happen again in the future, but you need to leave the person with his pride. 

			This is difficult to do, especially when you are busy and acting in the heat of the moment, which as CEO of a medical device start-up under great duress from many external forces, was a routine occurrence. Penny had a front row seat to situations like these. Giving a gracious “out” requires a deep knowledge of the person to whom you are delivering the negative feedback, and a focus on the behavior, not the person—hate the sin and love the sinner, so to speak. It also requires empathy and a long view. If you selflessly care, you will take the time to get to know the employees well enough to know how to play moments like these and develop a customized formula for every employee who reports to you.

			 

			Perched on a Train

			I was once traveling by train with an employee and I was explaining a trick that I use in meetings and presentations. I actually pretend there are two of me—one in the thick of the action (meeting, presentation, debate, or conflict) and a two-inch size me perched with a view of the whole situation. Mini-me is constantly giving feedback about how I am being received, while I then adjust my approach to have maximal impact, or at least to cease doing anything offensive. This discussion took place at the end of the day as we were traveling back to New York from Washington, DC. I made the point that I have been doing this so long that it has become second-nature to me, and that I am doing it right now. This surprised her. I explained that I realize I am the boss and that she is captive and that the last thing I want is to be overbearing and detract from her personal time and invade her personal space. So I said, I am perched right over there (I pointed to the overhead luggage rack across the aisle), looking at whether you are leaning in or pulling back, turning away or anticipating my next word, whether there are any reactions that might suggest I have bad breath, and whether you are feeling good about this or would rather be sleeping. She looked at me quite shocked, as if to say, “Why would you be doing this during a friendly exchange?” and then she said aloud, “Wow, it must be very difficult being you.” 

			Indeed, it is difficult. But, I realized that we are not “friends.” Rather as her manager and leader, I had the responsibility to enhance her career. I was doing my job. Selflessly caring managers don’t allow themselves to be delusional, that is, to think that employees are their friends. No, every interaction with an employee must be viewed from the perspective of a work relationship and responsibility. This also makes the job very lonely, but, so it is if you want to be an effective leader.

			 

			Lending a Helping Hand

			In my sophomore high school English class, the American Literature teacher, Br. Anthony Lamb asked us one day, “What is the difference between being kind and being considerate?” No one raised a hand as Br. Anthony searched the room for someone to step-up. Finally, I spoke up making the point that if I were kind, I would give Greg money for lunch if he asked to borrow some; if I were considerate, upon overhearing him earlier telling John that he left his wallet home, I would offer money to him before he even had to ask. “Right,” said Br. Lamb, surprised that anyone got the right answer. 

			Fast forward twenty-five years—an employee got into an accident on the way to work; she was in the middle of a divorce and was living in a small apartment with her two children. She was asking our lawyer whether the company would pay the deductible because she had no money, and she was returning to the office from a work-associated function. The answer was no. Later in the day, I gave her a personal check for more than the deductible. Two years later, I overheard her telling a colleague that her apartment was robbed and her son’s school computer was stolen. She was distraught—he absolutely needed the computer for school and couldn’t graduate without it. I asked how much a new computer would cost and I gave her a check to pay for it. She was a very proud, independent woman who emigrated to the U.S. from Eastern Europe, and kept her emotions to herself. 

			I cannot tell you how rewarding it was to see the look of appreciation on her face. I believe that this contributed to her ongoing love of the company. It also established a bond between us, and she felt comfortable giving me honest, and critical feedback on various things like my message(s) at the company meetings or new policies that we implemented. I got back many fold what I gave her, but I didn’t do it for that reason, and it is probably why I received such dividends. Employees can detect the intent behind a manager’s actions.

			 

			Even the Interns

			Having summer interns is a great idea for a company, especially a small company, because they are eager, typically high academic achievers, and if you treat them well and they like your company and the staff, you will be successful in recruiting them to the company when they graduate. That wasn’t the intent when one of the software engineers asked whether he could have a summer intern to do some routine programming. Then others heard the news and also asked if they could have a summer intern after justifying the need. Poof. We went from a small company of thirty-five employees not really looking to establish a talent-cultivation and acquisition program, to a company with an excellent summer internship program.

			I didn’t know what was happening until I was told by our HR Director, Vivian, that five interns would be starting the following week, basically one for each department in the company, and one would function as my administrative assistant. I worried that the experience would not be rich enough, that we couldn’t provide exposure to a wide enough range of things to make it worthwhile for them. I felt that we shouldn’t be doing it because we could not live up to our end of the bargain, and it bothered me, a lot.

			So I came up with a plan. The interns would meet as a group for two hours every week with a different department head. The department heads would spend the first hour teaching all of them about the area of discipline in general, as it would be in many different companies, then for the second hour, how that discipline was applied at our company. This would expose them to several different managers and teach them about many different aspects of the company. Also it was an opportunity for our managers, who were young and lacking a great deal of experience, to teach—to organize their thoughts and intelligently and cogently present their departments and their work. This went on for seven weeks. I met with them on the first day for one hour to kick it off and get to know them and explain how the summer would proceed. I also met with them for two hours at the end to explain financing and corporate considerations as the “capstone” session for their summer experience. 

			It was a resounding success; our HR director presented our program to many universities from which we were able to pick the best and brightest interns for subsequent summers. We kept doing it year after year and wound up hiring some outstanding talent that came to us through the intern program; we attracted superlative performers who would never have come our way had it not been for the summer intern program. In fact, Maceij, one such talent who joined us full time, devised the final algorithm that was selected for use in our FDA-approved melanoma detection device, MelaFind.

			This is an excellent example of a small company instituting a phenomenal policy that made tremendous business sense and paid huge dividends. However, it was not borne from explicit research on the topic, best practices sharing, or perceived need; rather it arose from a belief that management is a gift, as well as a profound responsibility because we selflessly cared. 

			The program was so successful that full-time employees expressed interest in participating. So we ran a similar program after the summer for younger full-time employees, which worked very well to augment their engagement and understanding of the company, in toto, and how their contribution fit into the mix. Relationships among employees from different departments formed, which helped create a feeling of connectedness.

			 

			Investing in a Person While Selling an Asset

			Our company had two products, one of which was on the market but required more optimization. We made the decision to divest this product, called DIFOTI (Digital Fiber Optic Trans-lllumination) in order to focus our resources on MelaFind. There was much debate about this, and it did not sit well with the founders and other old timers at the company. I was in my role as President and CEO for about a year when it was apparent that we needed to do this for many reasons. The DIFOTI team leaders promptly left the company; the only person on the small staff that remained was a sales guy in his early twenties named Zack. I didn’t know him well, at all, because I was focused on other matters in the company involving MelaFind. Nevertheless, I noticed things about him. He had a solid work ethic, was articulate, and liked by all employees; I could see why he was successful in sales.

			Although I did not know the specifics, Zack had a few curveballs thrown his way in life, at which he swung and missed, and he really needed this job, which provided him stability and a home of sorts. Divesting the business was the last thing he needed; here was another curveball, and I felt terrible because I was pitching that day. I wanted to change his luck and his life. He needed a metaphorical hug, a pat on the back, and someone to tell him everything was going to be alright.

			So I approached him and offered him a deal; he had very little experience, but he knew the product and customers. I told Zack that if he trusted me and put everything he had into this effort, I would make sure that he had a great deliverable to call his own. I promised that I would spend time with him and show him the ropes. I told him that I was going to have him work with a consultant, an ol’ pro from Johnson & Johnson named Jack McGrann who was a business development expert, and with a top deals attorney from a blue chip law firm. Zack did not trust me because he had heard terrible things about me from people who did not agree with my decision to sell the product. I told him that I would make sure he hit this one out of the park and, after doing so he could either stay with the company and work on MelaFind, or leverage the great experience he had gotten into finding a new job.

			He reluctantly agreed, but maintained a guarded demeanor around me. I saw the conflict in his face—he was simultaneously interested but also suspicious. I am sure that he was contacted routinely by the individuals who left the company to go work with them, but he did not go. I purposely spent a lot of time with him because he needed direction and a strong influence in his life. The only thing that we had in common was a love for the Jets. So I invited him to a Jets game with my nephews. He showed up, wearing a light jacket, and the temperatures plummeted and snow began falling. I gave him my gloves and a hat. The Patriots killed the Jets. However, we bonded over our disdain for the anemic Jets offense, and the cold weather. Zack began to trust me and to open up.

			Jack made Zack put together a list of all the major companies in the sector space and worked with Zack in analyzing their product portfolios to determine whether DIFOTI would be a good fit. They made their list of parties to approach. Under Jack’s guidance, Zack developed a pitch, including pro forma income statements and valuation models. He and Jack visited more than twenty-five companies. When things got warm, I would join them. When things got hot, we would then involve our ace lawyer. The effort proceeded for more than a year. I could see the change in Zack—his confidence, depth of knowledge, and comfort in his position. We ultimately reached a deal with a major company in the dental arena. Zack was responsible for the deal, and he was thrilled with himself. I was so happy for him. The company that acquired the product was so impressed with Zack that it asked him to stay employed at our company while its engineers re-developed aspects of the product; and the company subsidized his salary. Zack stayed with us working with the acquirer’s product development, market research, and marketing teams; he would pull-in our engineers when needed. 

			After a couple of years, he received a job offer and approached me asking what he should do; that’s how close we had gotten! I told him that he should go because this new company could offer him things immediately that I could not because MelaFind was still in development and had not been approved for marketing by the FDA. So he left and has had a fantastic career, hitting fastballs, sliders, and curves out of the park, regularly. In fact, at the time of the writing of this book, he had gotten accepted into a Harvard Business School program for working professionals.

			When I contacted him about this book, this is what he had to say:

			 

			So I am going to do this in a bullet format, note style, and see where it all ends up. I don’t know how long I worked with you, but I can tell you that you influenced my career more than anyone before or after you. Here are a few of my memories...

			 

			I felt you took a chance on me, and believed in me. The belief motivated me to work hard and be successful. I would say I actually worked harder to make you successful, than me. I wanted you to look back on your decisions with me as positive, and that drove me much more than any personal success. 

			 

			You taught me. I remember sitting in your office with your whiteboard and learning how to value a company, which is something that I used at my next company and led to a sale to ____ for ___ dollars. Glad I took notes that day!

			 

			You were nice to other people, but not too nice! What I mean here is that you were generally nice to people, which is important to me. If you weren’t nice to people, it would have turned me off regardless of your investment in me. However, if someone did not work hard enough in your eyes, or did not perform, you were tough on them. It showed me that when you were good to me, it was because I earned it. I think it’s really important for employees to know where they stand with their manager, without needing ESP!

			 

			You told me to think for myself. You probably don’t remember this, but we were in a meeting with about six people from MELA and maybe four people from ____, and you asked me what I thought about something, and you said “... and don’t just tell me what you think I want to hear.” Important message, but it was a tough place to hear it. At the time, it was embarrassing, though since then that message has stayed with me. My takeaway was, I have made it this far with my thinking, don’t change for someone else, no matter who they are. 

			 

			You pushed me, but gave me the tools and support needed to be successful. When you came to “EOS” I was a salesperson. Granted, I was a very good one, but I had very little experience outside of that. You put me with Jack and told me to sell DIFOTI. That was an awesome task. You pushed me outside of my standard role, but you gave me Jack, as well as your own time, which were the resources I needed to be successful. Saying you want your employees to grow, but not giving them the resources they need to do so is not quite realistic nor fair. 

			 

			You provided fair criticism. When I made my first big presentation to ____, you told me before the meeting to pick a theme of the presentation, a message that I wanted them to get, and then kind of stay with it through the presentation. Well, I did just that, except I did too much. When it was over you said, “Great job, but you hit your message too many times, and I think it was overkill. I should have warned you about that.“ What a great way to give feedback. I don’t really know how to sum that up, other than what you read there, but that delivery impacted me far beyond my presentation ability (which is pretty damn awesome right now!). 

			 

			I have been giving what you said a lot of thought, and looking at my own role as a supervisor, and while I largely agree with your theory of caring about people is enough to make you a good manager, I must add the caveat that you also must convince the people you manage that you do actually care. I have had a few managers that said they cared about me and my success, and very well may have in hindsight, but at the time I was working for them I didn’t see/feel it. In order to be a good manager I think you not only have to genuinely care about your people, but they have to see and feel it, and those two things aren’t automatically attached. With you, no matter how the criticism was delivered, or what you said, you made me believe that you genuinely cared about my personal and professional success, and ultimately that’s why I bought into you. I stayed at the company when _____ and _____ (remember them?!) begged me to leave, but I stayed because I didn’t believe you would “hurt” me. I trusted you, and that’s not an easy thing to get someone to do. I don’t think there’s a simple roadmap to building trust, but I do believe it’s a critical component of any relationship. 

			 

			That’s it. My two cents at 6 a.m. on a Wednesday. Hope you’re well.

			My favorite insight from Zack is his first point. He says that what motivated him more than anything was not to disappoint me. What motivated me more than anything was for him to have a successful experience upon which to build his career. Two acts of selfless caring led to an excellent business outcome. Employees want and need to feel a connection with their managers. When that connection is strong, employees are happy, motivated, aligned, and perform their best work. 

			Zack also raised the point about being tough on people when their performance is not up to expected and demanded standards. Of course, this is important in order to correct behaviors that do not enable good outcomes. But, as Zack stated, it is very important to establish a valid measuring stick. I am a manager who much prefers to manage by positive reinforcement—rewarding and complimenting excellent behaviors. However, without repercussions for poor performance, employees have no guide and true barometer; they can discount the positive reinforcement. I remember early in my career feeling the exact same way that Zack mentioned. An employee was released for poor performance, which was unfortunate for the person, however, it made me feel more valued because it showed me that management can discern a good job from a bad one. I had hope that management actually did notice what I was doing, despite the fact that I received scant feedback.

			 

			Don’t Ask Others to Do Anything You Wouldn’t

			When we needed to have our lead product, MelaFind, manufactured according to rigid FDA Quality System Regulation and European Union ISO standards, we elected to partner with a company called Askion, which was located in a small town called Gera in East Germany. Very few people speak English in Gera, but there is considerable electro-optical engineering talent in the region in large part due to the presence of Zeiss, a world-renowned manufacturer of high quality lens systems, in nearby Jena. The whole area was a cold war hotbed of clandestine electro-optical engineering for military purposes. Working with Askion was a huge effort—we asked several employees to relocate to Gera to develop the manufacturing methods, release specifications, release tests, and automated fixtures. 

			The building that Askion owned was foreboding—four stories, perfectly rectangular, twenty-foot ceilings, long central hallways painted in bright white enamel, and closed doors to every office and engineering suite. Everything and everybody had a place, and when something or someone was out of place, the walls knew it. Although Askion management was very accommodating, the building communicated something very different. So did the cafeteria in a nearby building, which we endearingly called The Communist Café because it had the same menu every day of the week no matter the time of year. If consistency really did make a champion, we were among world class athletes!

			On one of my early trips to Askion in June, the weather was very, very warm and humid, and the air did not move. Every window in this humongous building was open to no avail. Notwithstanding the fact that the facility had current, if not state of the art, equipment, it had no air conditioning. There are many things that I can tolerate, but I cannot stand sweating unless I am working out. I was told that working in these conditions is typical in Germany; that their dedication and focus makes it such that they don’t even notice it, and that it does not, at all, affect output or quality.

			I was also assured that Gera never experiences this kind of extreme heat; that this was an aberration. I did not fall for it. So I asked the President of Askion, Lutz Doms, whether it would be possible to install air conditioning. He provided me a bid to outfit our two dedicated engineering offices and conference room with air conditioning, which we did. I could not in good conscience ask our very smart and gifted engineers and algorithm experts to work in conditions that were dramatically different from the conditions at headquarters. Furthermore, I refused to ask them to do something that I myself would not do.

			The systems were a godsend. Our employees were very, very appreciative. Moreover, the Askion employees working on the project were elated. In fact, I was told that many of Askion’s best engineers sought to transition to our project because they preferred the working conditions. Every time I visited Askion from May through October I was thanked by our employees and Askion employees for taking care of them. 

			The primary reason that I did this was because I cared about our employees and I did not feel that they should have to work in conditions that were unacceptable to me. I did not do it as a means of attracting and retaining the best talent available at the facility, yet that is precisely what happened. The effort was tremendously successful.

			 

			Be Present and Available During Bad Times

			It is easy and fun to manage and lead when things are going well. I was with a fund manager recently who had previously worked in a big pharma company and then was CEO of a biotech company. He said that the most satisfaction and enjoyment that he has had in his career was when he was running the biotech company and things were going well. 

			But, things don’t always go well, especially in biotech and medtech. In fact, the overwhelming majority of companies actually fail! And, it is precisely when things are not going well that the most is needed from employees. Ironically, however, it is during the very bad times that managers seemingly forget to manage. Actually, I think that they are either so busy, or have such little emotional reserve, that they elect not to manage at those moments.

			I have believed since my early days as an associate director of clinical research that very little happening in a company is truly confidential and that if you want untiring commitment from employees, it is best to tell them virtually everything. I remember feeling that I was a pawn or frontline soldier from whom the strategy and changing dynamics of the battle plan were kept hidden. At times, information was hoarded to such an extent, and the leaders were so guarded in their statements, that I questioned the veracity of the information that was shared. I hated that feeling and I vowed that when I became the keeper of the secrets, I would share them widely. Not doing so is simply unfair—employees spend more time at work than they do with their families. This is especially true of tough times. They have earned a right to know what is going on—the unfiltered truth.

			Sharing information, however, is not convenient. It requires time, and it creates vulnerability, opening the leader up to criticism, or forcing the leader to think about things that he may not wish to be considering. And, the leader needs to be protected, right? To be in a cocoon as he figures out the best way forward, right?

			Wrong!

			In this spirit, I made myself available to employees in the bad times even more so than in the good times. I had an office with glass walls and an unrestricted open-door policy. If my door was open and I was not on the phone, any employee could come in to see me, at any time. Seldom did I ever have to say that I could not engage because I was off to a meeting or about to make a call or I was preparing for something. And, even in those circumstances, I at least addressed the issue in some, albeit cursory, fashion until I could re-engage properly.

			When MELA was in the deepest and darkest throes of a battle with the FDA and short-sellers on Wall Street, I forced myself to continue this policy. I would also walk the floors, purposely interacting with employees and speaking loudly enough for several to hear when one of them would ask me a question. As a public company in the middle of very difficult times, much was confidential. However, I would tell the employees as much as possible and layout the alternative strategies that were being considered. I would inform them of the outcomes of meetings that I had in Washington. I would also communicate the timetable and my estimate of the likelihood of success, along with any back-up plans that could/would be pursued. When times were bleak, I did not sugar-coat things. I let employees know when there was a chance that we might not prevail. I felt they needed to know that so that they could make decisions about their future and their families.

			Doing this took a lot out of me. I was in a very bad way for about a year—sleep deprived, having crying spells, and emotionally at rock bottom. Yet, I always had time for employees with questions, and I would answer them, honestly.

			As Vivian Yost, our head of human resources stated in one of her points about the importance of selflessly caring: 

			Why being honest and having integrity is so important: Being a great leader is about being a great visionary and developing a strategy to get the organization there. However, no matter how great a “visionary” a leader is, if the leader is not able to gain the trust and respect of his people, then the organization will not follow his/her strategy. Joseph was honest with his people, encouraged healthy debate, was willing to admit when he was wrong, and because of that the organization trusted in him and respected him. This was absolutely essential in a “start-up” organization that was growing into a real company. If the leader does not have integrity and honesty, then the people will not “buy into” the vision. Yes, there are always people in the organization that will criticize the CEO, but not once did I ever hear that Joseph was not a man of integrity and good moral values, that tried to do the “right” thing. Even in our darkest hours at MELA with the FDA, Joseph was honest with the organization but showed courage and integrity, which won the most heartfelt respect from the staff.

			You cannot have a moral compass, a conscience, or an ability to be selfless without having integrity. Integrity is not something you say that you have; rather it is a way of life that permeates everything you do. Integrity is a character trait that cannot be turned on or off. It is noticed by others, often in difficult circumstances.

			As Leela, our director of clinical development pointed out: 

			Integrity always matters. I wish I could remember the exact situation (and maybe you will and we can jog our memories together). But I remember you sitting in my office and we had just realized some small random caveat that might have a tiny effect on patient care or something like that. I can imagine most people in that position—they would’ve just dismissed it as being so unlikely as to not matter, let’s move, I don’t care. We just started thinking about it and then ultimately we realized everything was all good, etc. but I’ll never forget how NOTHING ELSE mattered other than doing the RIGHT THING ALWAYS for the PATIENT. 

			I remember the incident. We were in Leela’s office discussing the data from the clinical studies and devising medical arguments in support of using MelaFind. In analyzing the data, I realized that the results from the trial in a certain subset of patients actually proved the opposite point. I looked at Leela and said that not only could we not make the statement that MelaFind can be used in this way, we are actually going to need to educate doctors not to do it. After all that we went through in fighting with the FDA and the public markets, the last thing we needed was to torpedo any aspects of the medical rationale for the product that would be used in marketing. This cut off an important line of validation and medical communication, but, so be it; for the sake of patients, we could not ignore it. We both were very disappointed, but I remember Leela smiling at the end of the conversation, and after reading her comment, above, I now know why she was smiling: she was proud to work here because of our integrity. (Later, when we had the statistician perform a proper analysis on the issue, we realized that we were wrong. We actually were looking at the wrong data set. This was one time where being wrong was a good thing! But, it did not change the fact that our first impulse was to do the right thing.)

			As the manager and leader, you are under the microscope at all times. Employees notice everything. They especially notice how you behave under adverse conditions. Because of this, you have the ability to have an impact on people far beyond the existential import of the particular issue at hand. Management truly is a gift and a profound responsibility.

			 

			The Golden Rule

			Treat others as you want to be treated is one of the most powerful and insightful codes of conduct and themes in life. Indeed, Jesus used this to sum up the “Law and the Prophets.” So many things that I did in managing people flowed simply from this teaching, which I learned in first grade. It became second nature to put myself in the position of the employee with whom I was speaking. Following this simple maxim made me a very empathetic manager and taught me to constantly assess how the other party was feeling. How would I know what I would want done or said to me if I didn’t know what the other person was feeling? Empathy is a huge part of being an excellent manager and effective leader; you must first understand the other person’s state of mind.

			When I was COO of Anthra Pharmaceuticals, I developed a habit of speaking to every employee every day, which is possible in a small company. I asked an employee named John who was out of the office for the prior few days how his trip went. He was visiting a couple of clinical study sites in Arizona and Utah. John said, “Fine.” I didn’t smile, feel great about myself for engaging a “lower level” employee and then leave his work station, rather I engaged him further about the people with whom he met, problems, difficulties, insights from the investigator, and I discussed with him whether he felt that I needed to visit the site. I was not John’s direct manager; Denise was. I was confident that Denise would have reviewed all of this and more with John and would bring any significant issues to my attention. This is not why I engaged John, however. I wanted him to know that I cared and I understood what he did in the field, and that I valued his opinion as the man on the ground.

			John was very a quiet and serious person, but he perked-up and shared a great deal. In the back and forth, he realized that I actually used to do his job and he appeared to feel great pride in that. A few days later, I approached him and asked him what he was doing. He seemed embarrassed to say as if what he was doing did not warrant my time. He was auditing data that the clinical site entered on the case report forms with source documents (actual patient charts, redacted for confidentiality) from the medical records that they faxed since his trip. I sat down and explained to him how what he was doing was absolutely vital to the business and to our effort. I explained the ramifications of data with “holes in it,” the statistical penalties that need to be paid, etc. (In biopharmaceutical and medical device clinical studies, the FDA is predisposed to throwing-out patients from the analyses if the data are not 100% complete. This means that every missing field of information—blood pressure, laboratory results, diagnostic tests, physical examination, patient subjective evaluations at every time point in follow-up, etc. An employee might think that if 90% of the fields are complete, that is acceptable. Not so, especially for patients who respond very well to treatment. The FDA scrutinizes these cases the most, and invalidating just one case can mean the difference between hitting the statistical endpoint and not, the difference between drug approval and rejection.)

			He beamed. I could see what he was thinking on his face: “Who knew that auditing was so important?” I knew, and I told him. Now he knew, or it was further reinforced. More important, he felt understood and appreciated. And, he did a great job, not just 90%. Explaining the “why” to employees shows them not only that you care to take the time to be with them, but also gives them purpose beyond the specifics of the directions they have been given. 

			I did that with every employee, including those responsible for the shipping and receiving. Making them understand how what they were doing was vital to the project and showing them how their contribution affects the chances of success, the quality of the product, and the timetable instilled in them pride in their work and elicited great energy and enthusiasm.

			I did not do these things to stimulate and energize the workforce or to improve quality and efficiency. No, I did these things because I wished someone did them for me when I was in their positions. I did it because I knew that words from me could make them feel great about themselves, which would last to when they interacted with others, including their families. I did it because I cared. I had plenty of other things to be doing, but this task was important to me. Borne out of selflessly caring, for sure, but the effects from a business perspective were amazing.

			 

			Managing Patients and Employees

			When I was in medical school and residency, I witnessed people in pain, sick, mentally drained from their experiences, and often paralyzed by anxiety over what might happen next to them. I like dealing with people at their best—no excuses, make it happen, deliver, break down every door! But, patients were at their worst by the time I saw them. I imagined what I would be like in their circumstances—frightened, not medically trained, wanting to believe that I could be helped and that my doctors were the best and also doing their best to help me. I carried these thoughts into every room and every patient encounter.

			One day, I was with my senior resident seeing patients and we walked into the room of a sixty-plus-year old woman who was being treated for cancer. It was early in the morning. She gave me a big smile as I walked in the room and took me by the hand over to the window as she said, “Oh, doctor, I am so glad that you came in now; I can show you how I make my macrobiotic shake. I put a half scoop of this, and a full tablespoon from this container, and…” I stood there watching her with a smile on my face, listening to her talk so energetically about what this does and why she adds that. My senior resident came over and said, “Ma’am, I just want to say that research on the macrobiotic diet has shown that it actually does not do much, if anything, to help with cancer, particularly your type of cancer.”

			Imagine that? This insensitive boor just deflated the spirit of this woman, and studies have shown that patients with elevated moods fair better than those who are depressed. I thought to myself, “And I am the one in training!” I excused myself from the patient and took my senior resident physically by the elbow—he protested because we hadn’t examined the patient yet. I squeezed his arm harder and shoved him out the door. In the hall I told him that he was an absolute idiot. Here was a woman, a desperate patient with end-stage cancer who is exhibiting energy and taking control of her disease, and he goes ahead and completely deflates her. He took a deep breath in order to start speaking, so I put my finger up to my mouth in a shush gesture that you would give to a four year-old and then I said, “I don’t care if she stood on her head and spit Chiclets; if she felt it was helping her, I would be right next to her on my head, too!”

			I went back into the room and asked her to make me a shake and explain its contents. We sat on the edge of her bed and talked, and drank a horribly-tasting concoction of who knows what. She smiled and went on and on about how good it makes her feel. I smiled and nodded and held her hand. Then, I examined her and went on to the next patient.

			Sometimes, people—patients, employees, loved ones, spouses, strangers, whomever—just need a little encouragement and someone to be there with them, without rendering judgment. Give them what they need and want in the moment.

			Another experience from my residency reinforces the point about how selflessly caring brings with it excellent results; this has to do with clinic duty. When you are a first-year internal medicine resident managing the cases of a dozen to fifteen in-patients with complicated diseases—after an all-nighter with three admissions and a death pronouncement—the last thing you want to do is to go see clinic patients. The primary reason is that their problems pale in comparison to the fires that are burning on the floors. They are also pains in the neck. They don’t have their own doctors and they crave attention, so for the least significant things, they want a lot of care while your mind is on all the work you haven’t finished on really sick patients on the floors.
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