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PROLOGUE


UNLEASHING TALENT






Most leaders and employees do not know what their strengths are. When you ask them, they look at you with a blank stare, or they respond to you in terms of subject knowledge—which is the wrong answer.


—PETER DRUCKER








It was rush hour on a cold January morning. The Washington, D.C., Metro was bustling with early commuters racing to catch their trains, focused on maintaining their schedules, and hoping to make it to work on time. In the midst of the rush, a man sat down on the freezing cement, perfectly positioned in a corridor where all the travelers had to pass by him on their way.


In his hands, the man held a violin case. He opened it, removed the violin from its protective padding, and placed the case in front of him, silently asking for listeners to throw in a dollar or two. Or twenty…or more.


This anonymous violinist then began to play. He had chosen six Johann Sebastian Bach compositions to perform for the morning travelers. His playing was flawless, but few noticed. After several minutes, a middle-aged man paused for a moment. But after less than a minute, he moved on. The musician received his first contribution several minutes later as a woman tossed a dollar into his open violin case, but she didn’t slow her determined pace. A few minutes later, an older gentleman paused for a moment as he leaned against the Metro station wall. But he soon looked at his watch and hurried along to his destination as well.


The man played for about 45 minutes, and in that time thousands of commuters passed in front of him. Children seemed to have the most interest in his music. The first person who looked like he wanted to stay and listen was a three-year-old boy, who seemed mesmerized both by the music and the musician. But his mother clearly had places to go and dragged him forward. Many other children stopped to listen, and without exception, their parents prodded them ahead, never slowing to take in the performance even for a moment.


When he was done, the violinist gathered his donations, packed up his instrument, snapped the case closed, and left. In the 45 minutes, he had collected $32 in his violin case. There was no applause or recognition for his effort. There was nothing but the morning rush—the process of getting the daily commute over so that important work could begin.


The event was a social experiment conducted by The Washington Post. The man who played in the cold station that morning was Joshua Bell, one of the world’s finest violinists. He performed six of the most complex and intricate pieces ever composed for the violin, and he did it on an instrument that was worth $3.5 million. Just two nights earlier, Bell had performed to a sold-out concert hall in Boston, where tickets averaged more than $100.


It seems almost unimaginable that nearly every one of the thousands of people who rushed past Joshua Bell that day could be completely oblivious of the demonstration of his world-class talent. Yet, how often do we walk past magnificent talent that might be right before our eyes?


Like the people at the Metro station, we often ignore greatness and brilliance simply because we are not fully present in the here and now. We get so busy in the urgent press of the day, consumed with getting things done or going somewhere, that we ignore—or at the very least, give less-than-passing acknowledgement to—the extraordinary talent that is almost always before us.


How often do you see the talents of those you associate with?


How often are you aware of the unique gifts of those who surround you?


As a leader, do you have even a glimmering of the potential in the people on your team? Do you even see the talent in yourself?


Not only are we talking about that wicked outside basketball shot you swooshed last Friday. Or the fact that you can speak four languages. Or the 24 hot yoga moves you’ve mastered.


We’re talking about the vast, hidden resources in yourself and others that have never been tapped or even suspected. We’re talking about the “Joshua Bell” within your team members and within you.


Think about this: Have you ever had a leader in your life identify a capacity within you that you yourself did not see?


If so, how did it affect your life?


How did it affect your relationships with others?


Would you like to be able to do for others what this person did for you?






AUTHOR NOTE As a teenager, I was about as lazy as one can get. I was a poor student—I got lousy grades even in subjects I was good at. History, for example. I actually loved history and read a lot of it on my own, but I refused to read my schoolbooks. That was work!


One day my history teacher, who I thought didn’t like me at all, pulled me aside after class and looked me in the eye. He said to me in a shaky voice, “You are shortchanging yourself. You could do so much better. In fact, I think you have a gift for history.”


As he said those words, I had a strange feeling inside. No teacher had ever shown any particular interest in me before. Gradually, I shaped up under his eye. He watched me, coached me, and kept encouraging me. His vision of what I could do inspired me, and I began to work. To cut to the chase, I eventually graduated with first-class honors in history from a major university. It was a great feeling, and I owe my success in large part to that one teacher with a shaky voice who cared.








In contrast, an associate of ours shared the following experience:






I once worked with a senior leader who felt that developing people, really investing in them, took up too much time and eventually led to disappointment. He said to me, “You spend all that time and money developing them, and then, once they have learned what they need to know, they leave.”


I empathized with him. It certainly can be frustrating to invest in people and then have them choose to go elsewhere. But then I said to him, “Let’s look at this a little differently. What if you don’t invest in them, and they stay? What kind of people would you be working with then?”


This leader lacked the spirit to keep great people. He saw time investing in his people as a waste, and then felt resentful when they left.








Leadership today requires many things, but one of the fundamental roles of a great leader is to see, recognize, and ultimately unleash the talents and strengths of others—and to create a bonding attraction for these people to the organizations for which they work so these talents and strengths are not developed and then lost to others in today’s rapidly changing work environment.


So how do leaders do that? Think about it. While most leaders are promoted for their competence and skills, truly exceptional leaders are remembered for the impact they have on the lives of those they lead. When you ask people to tell you about the best leader they’ve ever had (and we have—on six continents around the world), they rarely will say that this leader was the most technically competent person they ever met. Rather, they will tell you about this person’s humanity, courage, concern, and deep personal interest—about how he or she helped people grow, develop, accomplish tasks, and find greater meaning in work and contribution.


They will tell you that this leader genuinely cared.


More than 80 percent of those we asked said that at least two of the following statements describe the “greatest leader” they have ever worked for.




	“I had confidence that my leader would help me discover, develop, and use my talents in order to accomplish something meaningful.”


	“I had confidence that we shared a vision of what I was to accomplish, why it was important, and how I was going to do it.”


	“I had confidence that my leader would be seeking ways to be a source of help to me.”





In today’s work environment, creating that kind of confidence is not just “nice to do”; it is absolutely critical for attracting and retaining top talent and creating high performance. True, there’s a price for taking the time to create the relationships that inspire growth, creativity, top performance, and loyalty to leaders and organizations, but the payoff can be enormous.


You’ve probably heard it said that people don’t leave organizations, they leave managers. You’ve also probably heard it said that “Millennials” (generally considered those born between the early 1980s and sometime around the year 2000) are the most mobile generation ever, frequently hopping from one job to another. In fact, Gallup reports that Millennials—who now make up more than half the workforce in the United States1—are the most likely generation to switch jobs, with 60 percent open to a new job opportunity.2


But it’s our experience that good people in all generations (Millennials, Gen-Xers, Boomers, and Silents) generally don’t leave involved managers who genuinely care about them and create an inclusive work environment. People in every demographic want connection. They want to feel like they belong and that their leaders and team members genuinely care about them. They want to feel that they have the help and support of their leaders in accomplishing important goals and making meaningful contributions. Managers and leaders who inspire these kinds of connections often make the difference between success and demise for organizations.


This book is about 3 Leadership Conversations that can enable you—as a leader of a team, a project, or an organization—to create that sense of caring and belonging. It’s about how they can help you attract and keep the best and brightest and unleash their talent toward what matters most. It’s about how they can make it possible for you to create the connection and the confidence described in the three bullet points above.


We recognize there are many opportunities for leadership in today’s world—both formal and informal. In our team-oriented, flexible workplace, you may be the leader of a team one day and report to a team member on a different project the next. You may also have opportunities to mentor and coach. However, we suggest that all of these opportunities fall under the umbrella of leadership, and these conversations can effectively be woven throughout all of these interactions and roles.


Initially, you can learn how to conduct these conversations in a matter of moments and create immediate positive results. Over time, however, you can develop a rich resource of knowledge, character, and skill to create an environment of leadership conversation in your team or organization that will fully unleash talent and clear the path for high performance.


Although the focus of this book is on using these conversations to create top business and organizational performance, as you can tell from some of our personal sharing—and probably your own thoughts as you read—these conversations are also extremely helpful in interacting with family members and others with whom we have important relationships and informal leadership influence.


Our promise to you is this:


If you will engage with us by reading this book and begin to hold genuine Leadership Conversations with those around you using the Conversation Guides throughout the book, you will:




	Develop a new leadership mindset and skillset that will significantly strengthen your relationships with those you lead.


	Develop confidence in your ability to recognize and unleash the talents of others.


	Develop a growing awareness that as you unleash the talents of others, you are unleashing your own as well.





Talent Unleashed is a collaborative work by four authors who have seen firsthand the success of leaders worldwide who unleash the talents of those around them. We will occasionally share with you a few of these leaders’ stories. But most of this book is based on the work we have collectively done with literally thousands of FranklinCovey clients over the past 30 years.









CHAPTER 1


THE 3 LEADERSHIP CONVERSATIONS






Talent will be the big differentiator between companies that succeed and those that don’t. Those that win will be led by people who can adapt their organizations to change, make the right strategic bets, take calculated risks, conceive and execute new value-creating opportunities, and build and rebuild competitive advantage.


—BILL CONATY and RAM CHARAN1








As the four of us were talking, we realized that among us, we have more than 100 years of experience in working with hundreds of organizations and tens of thousands of individuals. Our experience with these organizations and individuals spans more than 50 countries around the world. We also recognized that we are all part of a remarkable organization that has done groundbreaking research on organizational, team, and individual performance improvement for more than three decades.


As we considered our combined experience, we asked this question: If we could identify one single factor that we could all agree makes a profound positive difference in the performance of individuals and companies worldwide, what would it be?


The answer was clear. It is leaders who unleash the talent of those with whom they work.


The ability to unleash talent grows out of how leaders see people and their potential and how they interact with those they lead. Effective leaders genuinely respect and care about people—about their personal growth and the meaning they get from their work, as well as their contributions to the team or organization. As a result, the people they lead are motivated to discover and unleash their talents and to give their very best.


This caring is not a leadership fad or technique. In fact, it has been recognized as an integral part of effective leadership throughout history. One of the oldest manuscripts known—“The Maxims of Ptahhotep” (ca. 2200 BCE)—is a good example.


Ptahhotep was a city administrator and vizier (first min­ister) in Egypt during the reign of Djedkare Isesi in the Fifth Dynasty. He is credited with authoring this early piece of Egyptian “wisdom literature,” which was meant to instruct young men in appropriate behavior. From the content of the manuscript, we learn that Ptahhotep placed great value on people and their talents and capacities. Since the book you’re reading is about the 3 Leadership Conversations, it is particularly interesting to note that the literal translation of the Ptahhotep document is “The Maxims of Good Discourse.”


With a few changes to update the language, some of the wisdom of this leader could well have come from the latest management and leadership literature. For example, this is what Ptahhotep had to say about the importance of listening (and therefore demonstrating caring) to those you lead:






If you are to be a leader, be patient in your hearing when the petitioner speaks, do not halt him until his belly is emptied of what he had planned to say.… Not everything for which he petitions can come to be, but a good hearing is soothing for the heart.2








At one point or another, it becomes evident to most people that good leaders genuinely do care about the people they lead. Perhaps less evident—or at least less articulated—is the reality that truly great leaders not only care about people, they also manifest that caring in ways that really matter and make a difference to those around them.


As the four of us began to examine our own practical experience and global research, our efforts to discover the most effective ways of communicating caring eventually led us to boil our findings down to 3 Leadership Conversations—rich, ongoing discussions among leaders and those they lead—that result in the recognition and unleashing of talent.


In each case, these conversations communicate sincere caring for the individual. On an ongoing basis, they maximize the opportunity to bring success, joy, and fulfillment to individuals and dramatically improved performance to teams and organizations.


The purpose of this book is to share with you these 3 Leadership Conversations—what they are, why they work, and how to develop the practical skills to create them. In doing this, we will share with you a practical tool—some simple Conversation Guides—that can enable anyone to begin to conduct these conversations immediately.


Leadership Is a Conversation


It’s been said, “Marriage is just one long conversation, so make sure you marry someone you like talking to!” In reality, all good relationships are really just a series of healthy conversations. The more meaningful, trusting, and open the conversation, the more rewarding the relationship.


As leadership experts Robert J. Anderson and William A. Adams point out, “leadership [too] is a conversation.”3






Leaders spend most of their days in conversation—meetings, phone calls, emails, and strategic communications. How you show up in these conversations determines your level of effectiveness.… The quality of the leadership conversations determines collective effectiveness, which determines collective intelligence, which determines business performance.… The quality of our conversation and our relationships correlates directly with the results we create.4








So if leadership is really one long conversation—and we’re communicating all the time—it might be helpful to think about the nature of our conversation with those with whom we work. We might ask ourselves, “Is my conversation generous, honest, helpful, motivating, and encouraging people to better and more purposeful contribution—in other words, does it really communicate caring? Or is it rare, perfunctory, emotionally flat, and always focused only on the task at hand? Even worse, is it dreaded, down-in-the-mouth critical, and caustic?”


Figure 1.1 has excerpts from some typical workplace communication. Think about the implication of what is being communicated and think about the results. From your own experience, can you think of other recent examples where what was said communicated unintended but powerful messages?


Think about your own communication. What do the words you speak to those you lead reveal about your mindset regarding your team, your organization, and your own role? And what is the result in your team or organization?


As we work with people in organizations around the world, we often hear comments such as these:




	“I don’t understand our goals, if we even have any.”


	“The vision, direction, and purposes of our team are unclear to me.”


	“I sometimes wonder if what we do is even recognized or if it really makes a difference in the long run.”


	“I don’t know what significant contribution I can make in my role.”


	“I don’t have the power to make my own decisions about my work.”


	“I don’t feel like anyone listens to me. Why would they?”


	“I often feel that my boss is more concerned about protecting himself or looking good than really solving the problem.”





[image: image]


What motivation do people who feel like this have to discover and give their best?


Now consider the great leaders you’ve known. What was their “leadership by conversation” like? Did those they led have such a lack of clarity regarding their team’s or organization’s purpose or about their own talents or roles? Were they this apathetic about contributing?


Successful leaders, coaches, and mentors deeply care about and unleash the talents of those around them, tapping their passion, energy, and commitment. Their leadership conversations engage the whole person—the mind, the spirit, and the heart. And these conversations have a huge impact on engagement.


According to a Gallup Business Journal report: “managers account for up to 70 percent of variance in engagement,” and, interestingly, “consistent communication is connected to higher engagement.” Specifically, “engagement is highest among employees who have some form (face-to-face, phone, or digital) of daily communication with their managers” and “clarity of expectations is perhaps the most basic of employee needs and is vital to performance.… Great managers don’t just tell employees what’s expected of them and leave it at that; instead, they frequently talk with employees about their responsibilities and progress. They don’t save those critical conversations for once-a-year performance reviews.”5


The 3 Leadership Conversations we describe in this book provide a cultural framework for creating and improving your own leadership conversations to help you communicate more deliberately and clearly. They also help you communicate caring in ways that make a significant positive difference. In conducting these conversations, leaders create trust, recognize performance, establish expectations, and constantly refine and refocus strategic purpose.


Voice, Performance, and Clearing the Path


Our research and experience have led us to conclude that the most important leadership conversations are about:


      1. “Voice” or contribution.


      2. Performance on vital goals.


      3. Clearing the path to progress.
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      1. Voice Conversations affirm the worth and potential of each person on a team. In a Voice Conversation, individuals discover their unique talents, passions, and values—their individual “voice”—and align these to their job and career responsibilities. It is the process of identifying an individual’s unique talents and contribution.


      2. Performance Conversations establish and clarify goals, targets, roles, responsibilities, and accountability. In a Performance Conversation, individuals are transformed from “interchangeable employees” to trusted partners, colleagues, and teammates who work together to accomplish goals that are vital to individual and organizational performance.


      3. Clear-the-Path Conversations turn supervisors into leaders, coaches, and mentors who become sources of help, enabling people to succeed in their jobs. Leaders “clear the path” by removing obstacles, teaching, coaching, and making course corrections along the way.


These conversations are the work of effective leaders distilled down to its essence. Voice Conversations help team members define their unique talents and contributions. Performance Conversations clarify expectations and recognize achievement. Clear-the-Path Conversations help identify what team members and leaders can do to remove obstacles and help facilitate success.


In reality, the 3 Leadership Conversations are really just parts of the one long Leadership Conversation focused into small connections you can create at any time. Some of these conversations will be longer and more formal; many will be short and seemingly spur-of-the-moment. By utilizing this framework, you as a leader can ensure you don’t squander meaningful moments with your people—moments when you can listen for voice, focus on performance, and find ways to clear the path.


Many of the conversations will happen live; however, in today’s world, many will also happen virtually—through email, texts, and social media. Face-to-face matters. Nothing replaces the connection of live human beings. But technology can offer us many more opportunities to connect, and sometimes to share more personal or difficult thoughts and ideas.


These Leadership Conversations create inflection points for people. Lives are transformed by a sense of mission. Important goals are set and accomplished. People gain hope as they realize their leader is always available to help people along the journey. As a result, individuals and teams are enabled to give and coordinate their best efforts for a remarkable sense of shared success and personal joy and fulfillment in their work.


The conversations are about improving the performance of the team or organization by bringing out the best that people can contribute. But just as important, they’re about the “how”—about building the caring relationships without which any positive leadership conversation will not work.


As brain scientist Edward M. Hallowell has said:






The all-powerful propeller of connection begins with a link to a particular person, then grows. It becomes sustaining and ever-present, a feeling of being a part of something positive that is larger than yourself, a feeling that life is workable no matter what bad things come up. This is the one force that, above all others, brings out the best in people.6








This personal connection demonstrates caring. The importance of this connection has been brought out cleverly in a twist on the “Big Rocks” demonstration FranklinCovey presenters have used for years to teach an important principle of time management. This version is referred to as “the story of the mayonnaise jar and the two cups of coffee.”






A college professor stood before his class with a huge, empty mayonnaise jar. When class began, wordlessly, he began filling the jar with golf balls.


He asked the students if the jar was full. They agreed that it was.


The professor then picked up a box of pebbles and poured it into the jar. He shook the jar lightly. The pebbles rolled into the open areas between the golf balls.


He then asked the students again if the jar was full. They agreed it was.


The professor next picked up a box of sand and poured it into the jar. Of course, the sand filled up everything else.


He asked once again if the jar was full. The students responded with a unanimous “Yes.”


The professor then produced two cups of coffee from under the table and poured the entire contents into the jar. The students laughed.


“Now,” said the professor, as the laughter subsided, “I want you to recognize that this jar represents your life. The golf balls stand for the people you love and care for. If everything else was lost and only they remained, your life would still be full.


“The pebbles are other things that matter, like your job or your home. The sand is everything else—the small stuff.


“If you put the sand into the jar first, there is no room for the pebbles or the golf balls. The same goes for life. If you spend all your time and energy on the small stuff, you will never have room for the things that are most important to you.


“So pay attention to the things that are critical to your happiness. Spend your energy on the people you love and care about. Take time to listen to them—to teach, guide, and encourage them. Show them you love them. Set your priorities. Take care of the golf balls first, then the pebbles. The rest is just sand.”


A student then raised her hand and asked what the coffee represented. The professor smiled and said, “I’m glad you asked. It just goes to show that no matter how full your life may seem, there’s always room for a couple of cups of coffee with a friend.”








Why Great Leaders Care About Caring


Successful leaders care about people, unleashing the talents of those around them and tapping their passion, energy, and commitment. Unsuccessful bosses, on the other hand, are invested in their own credit and their own positions of authority and power. The question we need to ask ourselves is, “Where is my locus of caring? Is it focused on myself—or on others?”






AUTHOR NOTE Very early in my career, I worked for a man who never gave up control of anything. If power were a pie, he wanted the entire pie—with the ice cream. He did not allow for innovation, experimentation, or the development of talent around him because he feared somebody else might get some recognition. Every day was an exercise in boredom as we tried to come up with new ways to stay busy and out of his way.








Just consider the impact of that kind of self-focus on the morale, engagement, and productivity of those who worked under this man’s “leadership.”


Great leaders don’t worry about credit. They focus instead on caring and communicating that caring—and on creating new opportunities, developing future talent, and leaving a legacy of leadership. They view their role as building other leaders, and they do this by amply sharing the credit with those who have done the work.


And their language reflects those paradigms and values. They talk about “we” instead of “me.” They share the pie. And the ice cream. And everyone enjoys the results.


Let us share with you an example of the results of that kind of caring.


Toward the end of the 19th century, American industrialist Henry Ford was a young entrepreneur with a great dream: he wanted to build an affordable automobile that was within the budgetary reach of almost every family. He knew he had to find a way to get the price down to about what it would cost to buy a horse and buggy. His idea was ridiculed by many. But he didn’t stop. Needing financial support, he went to J.P. Morgan’s bank, the biggest American bank, and asked for a loan. His request was denied.


Disheartened and unsure how to proceed, Ford discussed his ideas with his boss, Thomas A. Edison. Edison recognized the talent in Ford and said, “Young man, that’s the thing! You have it—the self-contained unit carrying its own fuel with it! Keep at it!”7 Those words of encouragement changed everything for Ford and changed everything for the world. Although his first two tries failed, Ford finally created and released the very first Model A Ford, which became very popular. He gave the first car out of the factory to Edison.


Edison’s caring and personal touch stoked the fire that made Ford successful. For years they—and other innovators—went camping together, sharing ideas, fiddling around with new inventions, and just talking. These conversations gave Ford the courage to follow through on his dream, even after multiple failures.


Is there someone in your life who cared enough to make that personal connection and take time just to talk with you, inspire you, teach you—even correct you sometimes?






My definition of leadership is communicating to people their worth and potential so clearly that they are inspired to see it in themselves.


–STEPHEN R. COVEY








Was it a teacher? A coach? A friend? Perhaps it was a family member, your first boss, or even a colleague in your office. This leader may not necessarily have been someone who filled a “formal” leadership role. It could simply have been someone who took an interest in you, and more particularly, took time with you—someone who saw talent in you waiting to be unleashed, as Edison did with Ford.


If you’ve had such a leader in your life, you might have even felt the sting of gentle (or not so gentle) reproof from time to time, but you always felt that person’s concern for you. You knew that person wanted the best for you. You knew he or she believed in you. You wanted to live up to that individual’s standard. You understood that accountability was high and perhaps so was the possibility you would fail before you ever achieved anything noteworthy; but you also understood that this leader was there to support you in your efforts, remove barriers in order to clear your path to success, and continue to raise the bar for you.


Over the years, we have asked leaders in thousands of business audiences, “Who have been the great leaders in your life?”


For the most part, these business leaders can answer instantly. Generally, they think of someone who genuinely cared about them, and saw and communicated their worth and potential so clearly to them that they began to see it in themselves—someone who was able to unleash their talent.


One of our associates shared this story of a leader who unleashed his capacities:






It was my teacher. I was in a troubled-youth program. I had no sense of perspective for who I was or what I could possibly accomplish. He sat me down one day—not as part of a scheduled meeting or as part of some punishment, just in the normal course of the day. He looked at me and asked, very simply but sincerely, “What would you like to do in your life?” In a more confrontational environment, I might have taken offense to the question. But that was not the spirit of his intent, and I immediately felt his genuine interest. I said something lame like, “Uh, I don’t know.” He then looked piercingly at me and said, “You can be or do anything you want. You have tremendous capability and an amazing amount of talent, and I know you will do significant things in your life.”


I was struck speechless. I had never seen myself making even small contributions, let alone great ones. I didn’t think I even cared until that moment. But he had just told me I could do great things, and I believed him.


I began, at that moment, to see myself and my capabilities differently because I was willing to see myself as he saw me. And though I still had my occasional stumbles, I began to behave in alignment with that vision. Over the years, I kept in close contact with this man, who became a mentor to me. He was sometimes stern with me. He held me responsible for the consequences of my actions. But at the same time, he continued to help me expand my vision of who I was and what I could do, explore my interests and dreams, and remove barriers along the way.


As I look back on where I was and what I have since accomplished, I am amazed at the journey and the path I began to take that day. I graduated from high school, earned a college degree (the first in my family to do so), then a master’s degree. I married a wonderful person. I have a terrific family. I have enjoyed professional success, and today I am the leader of a large team of very talented people that does very important work. It hasn’t always been easy, but I have, in fact, done some significant things. And I will forever be grateful to my friend who first inspired me with a short but sincere conversation.












Consciously or subconsciously, people decide how much of themselves they will give to their work depending on how they are treated.… These choices range from rebelling or quitting to creative excitement.


—STEPHEN R. COVEY








More of us need to be leaders who influence others to better performance. We need to care about people for one reason, because it’s simply the moral thing for human beings to do. For another reason, it brings great happiness to us as well as others. But in addition, there’s also a very good business reason for caring.


The value of human resources has become the chief determinant of the value of an enterprise. In the 1980s, Standard & Poor’s assigned about a third of the value of a firm to “intangible assets”; that is, “the credibility of leadership and the quality and talent of the people.”8 Now, decades later, intangible assets count for as much as 84 percent of the market value of the S&P 500 companies.9


As Narayana Murthy, cofounder of Infosys, so memorably put it, “Our most important assets walk out of the door each evening. We have to make sure that they come back the next morning.”10


Investors are deeply interested in the people you lead: Who are they? What can they do? How’s their morale, their engagement, their passion? What’s the quality of their leadership?11









What is the biggest management mistake that management makes? They treat people like commodities. They treat people like numbers, not like people. It is just that simple.


—CLAY MATHILE








It’s often easy for leaders, particularly in business, to obsess over one segment of the market value—the financials—while essentially neglecting the people who create that value. It’s easy for all of us to become “too busy,” to become blinded to the value of others by a false sense of our own self-importance, to become lazy, or to get caught up in the “control” paradigm trying to manage everyone and everything, so we don’t have the deep, meaningful conversations that unleash the talent and motivation of others.
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“Well, if you understood the reasoning
coming from the head office, you'd be on
the executive committee. So let's just get
it done, okay?”

Your ideas are not valued. You're not a
person; you're just a part of a machine
run by smarter and better people than
you.

“It’s just that there are good companies
and bad companies—there is very little
we can do about it.”

We are victims. There’s nothing we can
do to change our situation.

“The good people are leaving and the low
performers are staying.”

This is a bad place to work. If you stay
here, you are a “low performer” and don’t
really have any other choice.

“I hope you've got somebody to back up
what you're saying, or you're going to get
hammered.”

Hide bad news. Personal survival
demands it. We can’t be open, honest, or
transparent here.

“Those people in shipping just don’t get
it. They are operating in a vacuum.”

The problem is not with us. The problem
is “out there.” They are the ones who
should be blamed.

“The cuts are so deep that we don’t even
have the time or capability to do our own
job.”

We can’t possibly succeed—but it's not
our fault.

“Did you hear that Marcie over in the
Operations group was just let go after 15
years? This organization seems to chew
people up and spit them out.”

You need to fear for your job. Those
who lead are not loyal to us (and, by
implication, do not deserve our loyalty).

“After we worked so long on that project,
corporate is not supporting it at all.

They just don’t understand what a great
opportunity this is.”

We don’t know or trust what we'’re
expected to accomplish in our job.
Upper management is incompetent and
clueless. We're sunk.

“There’s never enough time or resources
to do the job right the first time. But
there’s plenty of time to go back and
criticize everybody for not doing it right.”

We're at the mercy of unreasonable
people who are either too dumb or too
greedy to provide us what we need.
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