



[image: ]






Principle-Centered Leadership











Stephen R. Covey






Copyright


Principle-Centered Leadership


Copyright © 1990, 1991 by Stephen R. Covey


All rights reserved, including the right of reproduction in whole or in part in any form.


Cover art to the electronic edition copyright © 2009 by RosettaBooks, LLC


First electronic edition published 2009 by RosettaBooks LLC, New York.


ISBN e-Pub edition: 9780795309595









To inspired principle-centered leaders and thinkers of the past and present for their tireless wisdom, and to our clients and their organizations for the challenge to bridge the gap between the theoretical and the practical.







Foreword


I’m so excited that business leaders will be able to get access to this book in a convenient ebook format. I always intended Principle-Centered Leadership to be a handbook for leaders everywhere, and now you can take it anywhere and refer to it anytime. I love it.


This book is fundamentally different from any other leadership book you will ever find. Years ago I began to notice a trend in leadership literature—a trend that worried me. There was no shortage of advice, but it seemed to me to be more and more about the quick fix, the “one-minute” solution, the simple gimmick, and the tricky technique. Down deep, nobody really believes in this kind of management because we all know at a very basic level, that it doesn’t work.


This book answers a very old but basic question: What’s the best way to lead people to achieve great things? Regardless of the wild economic and technological environment we work in, the natural principles of effective leadership just don’t change. We lead by principle or we fail by violating principle. Just as you can’t hurry a tree from a seed to a flower, you can’t speed up a relationship with a team member. It takes time for people to build trust with each other. And just as you can’t plant a garden and expect to harvest tomorrow, you can’t manage only for results this quarter at the expense of your long-term success. The universe doesn’t work that way; neither does your business.


I hope Principle-Centered Leadership will help you find that core of timeless effectiveness that ensures your success.


Stephen R. Covey   
December 2009      

FranklinCovey Co.





Preface

A PRINCIPLE-CENTERED APPROACH



In my seminars I often invite people to share their toughest problems or ask their hardest questions. Inevitably these deal with conflicts or dilemmas that can’t be resolved using conventional approaches. Here are just a couple of examples:




	How do I balance personal and professional areas of life in the middle of constant crises and pressures?


	How can I be genuinely happy for the successes and competencies of another?


	How do we maintain control, yet give people the freedom and autonomy they need to be effective in their work?


	How do we internalize the principles of total quality and continuous improvement at all levels and in all people when they are so cynical in the wake of all the past programs of the month?





Perhaps you have asked yourself these questions as you have grappled with real-life challenges in your personal life and in your organizations. As you read this book you will gain an understanding of the basic principles of effective leadership.


Give a man a fish, and you feed him for a day. Teach him how to fish, and you feed him for a lifetime.


With understanding you will be empowered to answer these and other tough questions by yourself. Without understanding you will tend to use hit-and-miss, seat-of-the-pants approaches to living and problem-solving.


In recent years, since the publication of my book The 7 Habits of Highly Effective People, I have worked with many wonderful individuals who are seeking to improve the quality of their lives and the quality of their products, services, and organizations. But, sadly, I have seen that many use a variety of ill-advised approaches in sincere attempts to improve their relationships and achieve desired results.


Often these approaches reflect the inverse of the habits of effective people. In fact, my brother, John Covey, who is a master teacher, sometimes refers to them as the seven habits of ineffective people:




	Be reactive: doubt yourself and blame others.


	Work without any clear end in mind.


	Do the urgent thing first.


	Think win/lose.


	Seek first to be understood.


	If you can’t win, compromise.


	Fear change and put off improvement.





Just as personal victories precede public victories when effective people progress along the maturity continuum, so also do private failures portend embarrassing public failures when ineffective people regress along an immaturity continuum—that is, when they go from a state of dependency, where others must provide their basic needs and satisfy their wants and desires, to a state of counterdependency, where they engage in fight-or-flight behaviors, to a state of codependency, where they cooperate in rather destructive ways with each other.


Now, how can people break such habits and replace them with new ones? How can you and I escape the pull of the past and recreate ourselves and achieve meaningful change in our personal lives and in our organizations?


That’s what this book attempts to answer. In section 1, I deal with the personal and interpersonal applications of the principles of effectiveness; in section 2, I deal with the managerial and organizational applications.


SOME OBSERVATIONS OF THE PROBLEM



Let me share with you some examples of the problem we all face in personal and professional life. Then I will suggest a principle-centered solution.


•  Some people justify heavy-handed means in the name of virtuous ends. They say that “business is business” and that “ethics” and “principles” sometimes have to take a backseat to profits. Many of these same people see no correlation between the quality of their personal lives at home and the quality of their products and services at work. Because of the social and political environment inside their organizations and the fragmented markets outside, they think they can abuse relationships at will and still get results.


•  The head coach of a professional football team told me that some of his players don’t pay the price in the off season. “They come to camp out of shape,” he said. “Somehow they think they can fool me and Mother Nature, make the team, and play great in the games.”


•  When I ask in my seminars, “How many of you would agree that the vast majority of the work force possess far more capability, creativity, talent, initiative, and resourcefulness than their present jobs allow or require them to use?” the affirmative response is about 99 percent. In other words, we all admit that our greatest resources are being wasted and that poor human resource management hurts our bottom lines.


•  Our heroes are often people who make a lot of money. And when some hero—an actor, entertainer, athlete, or other professional—suggests that we can get what we want by living life by our own rules, then we listen to them, especially if social norms reinforce what they say.


•  Some parents don’t pay the price with their kids, thinking they can fake it for the public image and then shout and yell and slam the door. They are then shocked to see that their teenage kids experiment with drugs, alcohol, and sex to fill the void in their lives.


•  When I invited one executive to involve all his people and take six months to write a corporate mission statement, he said, “You don’t understand us, Stephen. We will whip this baby out this weekend.” I see people trying to do it all over a weekend—trying to rebuild their marriage on a weekend, trying to rebuild an alienated relationship with their son on a weekend, trying to change a company culture on a weekend. But some things just can’t be done on a weekend.


•  Many parents take teenage rebellion and rejection personally, simply because they are too emotionally dependent upon their children’s acceptance of them, so a state of collusion is established, where they need each other’s weaknesses to validate their perceptions of each other and to justify their own lack of production.


•  In management everything is often reduced to measurement. July belongs to the operators, but December belongs to the comptrollers. And figures are often manipulated at the end of the year to make them look good. The numbers are supposed to be precise and objective, but most know they are based on subjective assumptions.


•  Most people are turned off by “motivational” speakers who have nothing more to share than entertaining stories mingled with “motherhood and apple pie” platitudes. They want substance; they want process. They want more than aspirin and a Band-Aid for acute pain. They want to solve their chronic problems and achieve long-term results.


•  I once spoke to a group of senior executives at a training conference and discovered that they were bitter because the CEO had “forced” them to “come and sit for four days to listen to a bunch of abstract thoughts.” They were part of a paternalistic, dependent culture that saw training as an expense, not an investment. Their organization managed people as things.


•  In school we ask students to tell us what we told them; we test them on our lectures. They figure out the system, party and procrastinate, then cram and feed it back to us to get the grades. They often think all of life operates on the same short-cut system.


Some habits of ineffectiveness are rooted in our social conditioning toward quick-fix, short-term thinking. In school many of us procrastinate and then successfully cram for tests. But does cramming work on a farm? Can you go two weeks without milking the cow and then get out there and milk like crazy? Can you “forget” to plant in the spring or goof off all summer and then hit the ground real hard in the fall to bring in the harvest? We might laugh at such ludicrous approaches in agriculture, but then in an academic environment we might cram to get the grades and degrees we need to get the jobs we want, even if we fail to get a good general education.


THE SOLUTION: CENTER ON NATURAL PRINCIPLES



These are problems that common approaches can’t solve. The quick, easy, free, and fun approach won’t work on the farm because there we’re subject to natural laws or governing principles. Natural laws, based upon principles, operate regardless of our awareness of them or our obedience to them.


The only thing that endures over time is the law of the farm: I must prepare the ground, put in the seed, cultivate it, weed it, water it, then gradually nurture growth and development to full maturity. So also in a marriage or in helping a teenager through a difficult identity crisis—there is no quick fix, where you can just move in and make everything right with a positive mental attitude and a bunch of success formulas. The law of the harvest governs. Natural laws, principles, operate regardless. So get these principles at the center of your life, at the center of your relationships, at the center of your management contracts, at the center of your entire organization.


If I try to use manipulative strategies and tactics to get other people to do what I want—while my character is flawed or my competency is questionable—then I can’t be successful over time. Rhetoric and good intentions aside, if there is little or no trust, there is no foundation for permanent success. But if we learn to manage things and lead people, we will have the best bottom line because we will unleash the energy and talent of people.


We often think of change and improvement coming from the outside in rather than from the inside out. Even if we recognize the need for change within, we usually think in terms of learning new skills, rather than showing more integrity to basic principles. But significant breakthroughs often represent internal breaks with traditional ways of thinking. I refer to these as paradigm shifts.


Principle-centered leadership introduces a new paradigm—that we center our lives and our leadership of organizations and people on certain “true north” principles. In this book I will deal with what those principles are, why we need to become principle-centered, and how we attain this quality. (Incidentally, these chapters first appeared as separate articles in Executive Excellence magazine, published by our Institute for Principle-Centered Leadership. Over the past eight years in Executive Excellence, some 500 contributing writers, representing the best thinking on management in America, have validated the paradigm of principle-centered leadership.)


Our effectiveness is predicated upon certain inviolate principles—natural laws in the human dimension that are just as real, just as unchanging, as laws such as gravity are in the physical dimension. These principles are woven into the fabric of every civilized society and constitute the roots of every family and institution that has endured and prospered.


Principles are not invented by us or by society; they are the laws of the universe that pertain to human relationships and human organizations. They are part of the human condition, consciousness, and conscience. To the degree people recognize and live in harmony with such basic principles as fairness, equity, justice, integrity, honesty, and trust, they move toward either survival and stability on the one hand or disintegration and destruction on the other.


My experience tells me that people instinctively trust those whose personality is founded upon correct principles. We have evidence of this in our long-term relationships. We learn that technique is relatively unimportant compared to trust, which is the result of our trustworthiness over time. When trust is high, we communicate easily, effortlessly, instantaneously. We can make mistakes and others will still capture our meaning. But when trust is low, communication is exhausting, time-consuming, ineffective, and inordinately difficult.


It’s relatively easy to work on personalities: all we have to do is learn some new skill, rearrange language patterns, adopt human relations technologies, employ visualization affirmations, or strengthen our self-esteem. But it’s comparatively hard to change habits, develop virtues, learn basic disciplines, keep promises, be faithful to vows, exercise courage, or be genuinely considerate of the feelings and convictions of others. Nonetheless, it’s the true test and manifestation of our maturity.


To value oneself and, at the same time, subordinate oneself to higher purposes and principles is the paradoxical essence of highest humanity and the foundation of effective leadership.


LEADERSHIP BY COMPASS



Correct principles are like compasses: they are always pointing the way. And if we know how to read them, we won’t get lost, confused, or fooled by conflicting voices and values.


Principles are self-evident, self-validating natural laws. They don’t change or shift. They provide “true north” direction to our lives when navigating the “streams” of our environments.


Principles apply at all time in all places. They surface in the form of values, ideas, norms, and teachings that uplift, ennoble, fulfill, empower, and inspire people. The lesson of history is that to the degree people and civilizations have operated in harmony with correct principles, they have prospered. At the root of societal declines are foolish practices that represent violations of correct principles. How many economic disasters, intercultural conflicts, political revolutions, and civil wars could have been avoided had there been greater social commitment to correct principles?


Principle-centered leadership is based on the reality that we cannot violate these natural laws with impunity. Whether or not we believe in them, they have been proven effective throughout centuries of human history. Individuals are more effective and organizations more empowered when they are guided and governed by these proven principles. They are not easy, quick-fix solutions to personal and interpersonal problems. Rather, they are foundational principles that when applied consistently become behavioral habits enabling fundamental transformations of individuals, relationships, and organizations.


Principles, unlike values, are objective and external. They operate in obedience to natural laws, regardless of conditions. Values are subjective and internal. Values are like maps. Maps are not the territories; they are only subjective attempts to describe or represent the territory. The more closely our values or maps are aligned with correct principles—with the realities of the territory, with things as they really are—the more accurate and useful they will be. However, when the territory is constantly changing, when markets are constantly shifting, any map is soon obsolete.


A value-based map may provide some useful description, but the principle-centered compass provides invaluable vision and direction. An accurate map is a good management tool, but a compass set on “true north” principles is a leadership and empowerment tool. When pointing to true north, the needle reflects alignment with natural laws. If we are locked in to managing by maps, we will waste many resources by wandering aimlessly or by squandering opportunity.


Our values often reflect the beliefs of our cultural background. From childhood we develop a value system that represents a combination of cultural influences, personal discoveries, and family scripts. These become the “glasses” through which we look at the world. We evaluate, assign priorities, judge, and behave based on how we see life through these glasses.


One common reactive pattern is to live life in value-based compartments, where our behavior is largely the product of expectations built in to certain roles: spouse, parent, child, business executive, community leader, and so on. Because each of these compartments carries its own value system, reactive people often find themselves trying to meet conflicting expectations and living by differing values according to the role or the environment they are in at any particular time.


When people align their personal values with correct principles, they are liberated from old perceptions or paradigms. One of the characteristics of authentic leaders is their humility, evident in their ability to take off their glasses and examine the lens objectively, analyzing how well their values, perceptions, beliefs, and behaviors align with “true north” principles. Where there are discrepancies (prejudice, ignorance, or error), they make adjustments to realign with greater wisdom. Centering on unchanging principles brings permanency and power into their lives.


FOUR DIMENSIONS



Centering life on correct principles is the key to developing this rich internal power in our lives, and with this power we can realize many of our dreams. A center secures, guides, empowers. Like the hub of a wheel, it unifies and integrates. It’s the core of personal and organizational missions. It’s the foundation of culture. It aligns shared values, structures, and systems.


Whatever lies at the center of our lives becomes the primary source of our life-support system. In large measure, that system is represented by four fundamental dimensions: security, guidance, wisdom, and power. Principle-centered leadership and living cultivates these four internal sources of strength.


ALTERNATE LIFE CENTERS
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Focusing on alternative centers—work, pleasure, friends, enemies, spouse, family, self, church, possessions, money, and so on)—weakens and disorients us. For example, if we are focused on the social mirror, we empower circumstances and the opinions of others to guide and control us. Lacking security and self-esteem, we tend to be emotionally dependent on others. Lacking wisdom, we tend to repeat past mistakes. Lacking guidance, we tend to follow trends and fail to finish what we start. Lacking power, we tend to reflect what happens to us and react to external conditions and internal moods.


But when we center our lives on correct principles, we become more balanced, unified, organized, anchored, and rooted. We have a foundation for all activities, relationships, and decisions. We also have a sense of stewardship about everything in our lives, including time, talents, money, possessions, relationships, our families, and our bodies. We recognize the need to use them for good purposes and, as a steward, to be accountable for their use.


Centering on principles provides sufficient security to not be threatened by change, comparisons, or criticisms; guidance to discover our mission, define our roles, and write our scripts and goals; wisdom to learn from our mistakes and seek continuous improvement; and power to communicate and cooperate, even under conditions of stress and fatigue.


•  Security. Security represents our sense of worth, identity, emotional anchorage, self-esteem, and personal strength. Of course, we see various degrees of security—on a continuum between a deep sense of high intrinsic worth on one end and an extreme insecurity on the other, wherein a person’s life is buffeted by all the fickle forces that play upon it.


•  Guidance. Guidance is the direction we receive in life. Much of it comes from the standards, principles, or criteria that govern our decision making and doing. This internal monitor serves as a conscience. People who operate on the low end of the guidance continuum tend to have strong physical addictions and emotional dependencies, conditioned by their centering on selfish, sensual, or social life-styles. The middle of the continuum represents development of the social conscience—the conscience educated and cultivated by centering on human institutions, traditions, and relationships. On the high end of the continuum is the spiritual conscience, wherein guidance comes from inspired or inspiring sources—a compass centered on true principles.


•  Wisdom. Wisdom suggests a sage perspective on life, a sense of balance, a keen understanding of how the various parts and principles apply and relate to each other. It embraces judgment, discernment, comprehension. It is a oneness, an integrated wholeness. At the low end of the wisdom continuum are inaccurate maps, which cause people to base their thinking on distorted, discordant principles. The high end represents an accurate and complete life compass wherein all the parts and principles are properly related to each other. As we move toward the high end, we have an increasing sense of the ideal (things as they should be) as well as a sensitive, practical approach to realities (things as they are). Wisdom also includes the ability to discern pure joy as distinct from temporary pleasure.


•  Power. Power is the capacity to act, the strength and courage to accomplish something. It is the vital energy to make choices and decisions. It also represents the capacity to overcome deeply embedded habits and to cultivate higher, more effective habits. At the low end of the power continuum we see people who are essentially powerless, insecure, products of what happens or has happened to them. They are largely dependent on circumstances and on others. They are reflections of other people’s opinions and directions; they have no real comprehension of true joy and happiness. At the high end of the continuum we see people with vision and discipline, whose lives are functional products of personal decisions rather than of external conditions. These people make things happen; they are proactive; they choose their responses to situations based upon timeless principles and universal standards. They take responsibility for their feelings, moods, and attitudes as well as their thoughts and actions.


These four factors—security, guidance, wisdom, and power—are interdependent. Security and well-founded guidance bring true wisdom, and wisdom becomes the spark or catalyst to release and direct power. When these four factors are harmonized, they create the great force of a noble personality, a balanced character, a beautifully integrated individual.


ORGANIZATIONAL CENTERS



Principle-centered leadership incorporates the Seven Habits of Highly Effective People and related principles, application practices, and processes. Because principle-centered leadership focuses on fundamental principles and processes, genuine cultural transformations often transpire.


Once you get principles at the center, you realize that the only way to treat people is how you want them to treat you. You see your competition as a learning source, as friends who can keep you sharp and teach you where your weaknesses are. Your identity is not threatened by them or by other external conditions because you have an anchor and a compass. Even in a sea of turbulent change, you maintain perspective and judgment. And you are always empowered from within.


ALTERNATE ORGANIZATIONAL CENTERS
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Alternate organizational centers—profit, supplier, employee, owner, customer, program, policy, competition, image, and technology—are flawed compared with a principle-centered paradigm. As with individuals, principle-centered companies enjoy a greater degree of security, guidance, wisdom, and power.


For example, if the security of an organization comes from its image or cash flow or from comparisons with competitors or from the opinions of customers, its leaders tend either to overreact or to underact to the news and events of the day. Moreover, they tend to see business (and life) as a zero sum game; to be threatened by the success and recognition of others; and to delight in the failures of competitors. If our security is founded on the weaknesses of others, we actually empower those weaknesses to control us.


Real empowerment comes from having both the principles and the practices understood and applied at all levels of the organization. Practices are the what to do’s, specific applications that fit specific circumstances. Principles are the why to do’s, the elements upon which applications or practices are built. Without understanding the principles of a given task, people become incapacitated when the situation changes and different practices are required to be successful. When training people, we often teach skills and practices, the specific how to of a given task. But when we teach practices without principles, we tend to make people dependent on us or others for further instruction and direction.


Principle-centered leaders are men and women of character who work with competence “on farms” with “seed and soil” on the basis of natural principles and build those principles into the center of their lives, into the center of their relationships with others, into the center of their agreements and contracts, into their management processes, and into their mission statements.


The challenge is to be a light, not a judge; to be a model, not a critic.





Section 1



PERSONAL
    and
INTERPERSONAL
EFFECTIVENESS


 








FOUR LEVELS OF PRINCIPLE-CENTERED LEADERSHIP WITH KEY PRINCIPLES


[image: ]


© 1991 Covey Leadership Center





INTRODUCTION



I have long advocated a natural, gradual, day-by-day, step-by-step, sequential approach to personal development. My feeling is that any product or program—whether it deals with losing weight or mastering skills—that promises “quick, free, instant, and easy” results is probably not based on correct principles. Yet virtually all advertising uses one or more of these words to entice us to buy. Small wonder many of us are addicted to “quick fix” approaches to personal development.


In this section I suggest that real character and skill development is irrevocably related to natural laws and governing principles; when we observe these, we gain the strength to break with the past, to overcome old habits, to change our paradigms, and to achieve primary greatness and interpersonal effectiveness.


Of course, we do not live alone on islands, isolated from other people. We are born into families; we grow up in societies; we become students of schools, members of other organizations. Once into our professions, we find that our jobs require us to interact frequently and effectively with others. If we fail to learn and apply the principles of interpersonal effectiveness, we can expect our progress to slow or stop.


So in this section I also deal with the attitudes, skills, and strategies for creating and maintaining trustful relationships with other people. In effect, once we become relatively independent, our challenge is to become effectively interdependent with others. To do this we must practice empathy and synergy in our efforts to be proactive and productive.


RESOLVING DILEMMAS



Throughout history, the most significant breakthroughs have been breaks with the old ways of thinking, the old models and paradigms. Principle-centered leadership is a breakthrough paradigm—a new way of thinking that helps resolve the classic dilemmas of modern living:




	How do we achieve and maintain a wise and renewing balance between work and family, personal and professional ambitions, in the middle of constant crises and pressures?


	How do we adhere to simplicity in the thick of terrible complexity?


	How do we maintain a sense of direction in today’s wilderness, where well-developed road maps (strategies and plans) are rendered useless by rapid change that often hits us from the blind side?


	How do we look at human weakness with genuine compassion and understanding rather than accusation and self-justification?


	How do we replace prejudice (the tendency to prejudge and categorize people in order to manipulate them) with a sense of reverence and discovery in order to promote learning, achievement, and excellence in people?


	How can we be empowered (and empower other people) with confidence and competence to solve problems and seize opportunities—without being or fearing loose cannons?


	How do we encourage the desire to change and improve without creating more pain than gain?


	How can we be contributing members of a complementary team based on mutual respect and the valuing of diversity and pluralism?


	Where do we start, and how do we keep recharging our batteries to maintain momentum for learning, growing, and improving?





As you read this section, you will gain an understanding of the basic principles of effective personal leadership, and this new understanding will empower you to resolve these and other tough questions by yourself.


FOUR LEVELS, FOUR PRINCIPLES



Principle-centered leadership is practiced from the inside out on four levels: 1) personal (my relationship with myself); 2) interpersonal (my relationships and interactions with others); 3) managerial (my responsibility to get a job done with others); and 4) organizational (my need to organize people—to recruit them, train them, compensate them, build teams, solve problems, and create aligned structure, strategy, and systems).


Each level is “necessary but insufficient,” meaning we have to work at all levels on the basis of certain master principles. In this section, I will focus on the first two principles:


•  Trustworthiness at the personal level. Trustworthiness is based on character, what you are as a person, and competence, what you can do. If you have faith in my character but not in my competence, you still wouldn’t trust me. Many good, honest people gradually lose their professional trustworthiness because they allow themselves to become “obsolete” inside their organizations. Without character and competence, we won’t be considered trustworthy, nor will we show much wisdom in our choices and decisions. Without meaningful ongoing professional development, there is little trustworthiness or trust.


•  Trust at the interpersonal level. Trustworthiness is the foundation of trust. Trust is the emotional bank account between two people that enables them to have a win-win performance agreement. If two people trust each other, based on the trustworthiness of each other, they can then enjoy clear communication, empathy, synergy, and productive interdependency. If one is incompetent, training and development can help. But if one has a character flaw, he or she must make and keep promises to increase internal security, improve skills, and rebuild relationships of trust.


Trust—or the lack of it—is at the root of success or failure in relationships and in the bottom-line results of business, industry, education, and government.





Chapter 1

CHARACTERISTICS OF PRINCIPLE-CENTERED LEADERS



From study and observation and from my own strivings, I have isolated eight discernible characteristics of people who are principle-centered leaders. These traits not only characterize effective leaders, they also serve as signs of progress for all of us. I will briefly discuss each in turn.


THEY ARE CONTINUALLY LEARNING



Principle-centered people are constantly educated by their experiences. They read, they seek training, they take classes, they listen to others, they learn through both their ears and their eyes. They are curious, always asking questions. They continually expand their competence, their ability to do things. They develop new skills, new interests. They discover that the more they know, the more they realize they don’t know; that as their circle of knowledge grows, so does its outside edge of ignorance. Most of this learning and growth energy is self-initiated and feeds upon itself.


You will develop your abilities faster by learning to make and keep promises or commitments. Start by making a small promise to yourself; continue fulfilling that promise until you have a sense that you have a little more control over yourself. Now take the next level of challenge. Make yourself a promise and keep it until you have established control at that level. Now move to the next level; make the promise, keep it. As you do this, your sense of personal worth will increase; your sense of self-mastery will grow, as will your confidence that you can master the next level.


Be serious and intent in the whole process, however, because if you make this commitment to yourself and then break it, your self-esteem will be weakened and your capacity to make and keep another promise will be decreased.


THEY ARE SERVICE-ORIENTED



Those striving to be principle-centered see life as a mission, not as a career. Their nurturing sources have armed and prepared them for service. In effect, every morning they “yoke up” and put on the harness of service, thinking of others.


See yourself each morning yoking up, putting on the harness of service in your various stewardships. See yourself taking the straps and connecting them around your shoulders as you prepare to do the work assigned to you that day. See yourself allowing someone else to adjust the yoke or harness. See yourself yoked up to another person at your side—a co-worker or spouse—and learning to pull together with that person.


I emphasize this principle of service or yoking up because I have come to believe that effort to become principle-centered without a load to carry simply will not succeed. We may attempt to do it as a kind of intellectual or moral exercise, but if we don’t have a sense of responsibility, of service, of contribution, something we need to pull or push, it becomes a futile endeavor.


THEY RADIATE POSITIVE ENERGY



The countenances of principle-centered people are cheerful, pleasant, happy, Their attitude is optimistic, positive, upbeat. Their spirit is enthusiastic, hopeful, believing.


This positive energy is like an energy field or an aura that surrounds them and that similarly charges or changes weaker, negative energy fields around them. They also attract and magnify smaller positive energy fields. When they come into contact with strong, negative energy sources, they tend either to neutralize or to sidestep this negative energy. Sometimes they will simply leave it, walking away from its poisonous orbit. Wisdom gives them a sense of how strong it is and a sense of humor and of timing in dealing with it.


Be aware of the effect of your own energy and understand how you radiate and direct it. And in the middle of confusion or contention or negative energy, strive to be a peacemaker, a harmonizer, to undo or reverse destructive energy. You will discover what a self-fulfilling prophecy positive energy is when combined with the next characteristic.


THEY BELIEVE IN OTHER PEOPLE



Principle-centered people don’t overreact to negative behaviors, criticism, or human weaknesses. They don’t feel built up when they discover the weaknesses of others. They are not naive; they are aware of weakness. But they realize that behavior and potential are two different things. They believe in the unseen potential of all people. They feel grateful for their blessings and feel naturally to compassionately forgive and forget the offenses of others. They don’t carry grudges. They refuse to label other people, to stereotype, categorize, and prejudge. Rather, they see the oak tree in the acorn and understand the process of helping the acorn become a great oak.


Once my wife and I felt uneasy about the labels we and others had attached to one of our sons, even though these labels were justified by his behavior. By visualizing his potential, we gradually came to see him differently. When we believed in the unseen potential, the old labels vanished naturally, and we stopped trying to change him overnight. We simply knew that his talent and potential would come in its own time. And it did, to the astonishment, frankly, of others, including other family members. We were not surprised because we knew who he was.


Truly, believing is seeing. We must, therefore, seek to believe in the unseen potential. This creates a climate for growth and opportunity. Self-centered people believe that the key lies in them, in their techniques, in doing “their thing” to others. This works only temporarily. If you believe it’s “in” them, not “in” you, you relax, accept, affirm, and let it happen. Either way it is a self-fulfilling prophecy.



THEY LEAD BALANCED LIVES



They read the best literature and magazines and keep up with current affairs and events. They are active socially, having many friends and a few confidants. They are active intellectually, having many interests. They read, watch, observe, and learn. Within the limits of age and health, they are active physically. They have a lot of fun. They enjoy themselves. They have a healthy sense of humor, particularly laughing at themselves and not at others’ expense. You can sense they have a healthy regard for and honesty about themselves.


They can feel their own worth, which is manifest by their courage and integrity and by the absence of a need to brag, to drop names, to borrow strength from possessions or credentials or titles or past achievements. They are open in their communication, simple, direct, nonmanipulative. They also have a sense of what is appropriate, and they would sooner err on the side of understatement than on the side of exaggeration.


They are not extremists—they do not make everything all or nothing. They do not divide everything into two parts, seeing everything as good or bad, as either/or. They think in terms of continuums, priorities, hierarchies. They have the power to discriminate, to sense the similarities and differences in each situation. This does not mean they see everything in terms of situational ethics. They fully recognize absolutes and courageously condemn the bad and champion the good.


Their actions and attitudes are proportionate to the situation—balanced, temperate, moderate, wise. For instance, they’re not workaholics, religious zealots, political fanatics, diet crashers, food bingers, pleasure addicts, or fasting martyrs. They’re not slavishly chained to their plans and schedules. They don’t condemn themselves for every foolish mistake or social blunder. They don’t brood about yesterday or daydream about tomorrow. They live sensibly in the present, carefully plan the future, and flexibly adapt to changing circumstances. Their self-honesty is revealed by their sense of humor, their willingness to admit and then forget mistakes, and to cheerfully do the things ahead that lie within their power.


They have no need to manipulate through either intimidating anger or self-pitying martyrdom. They are genuinely happy for others’ successes and do not feel in any sense that these take anything from them. They take both praise and blame proportionately without head trips or overreactions. They see success on the far side of failure. The only real failure for them is the experience not learned from.


THEY SEE LIFE AS AN ADVENTURE



Principle-centered people savor life. Because their security comes from within instead of from without, they have no need to categorize and stereotype everything and everybody in life to give them a sense of certainty and predictability. They see old faces freshly, old scenes as if for the first time. They are like courageous explorers going on an expedition into uncharted territories; they are really not sure what is going to happen, but they are confident it will be exciting and growth producing and that they will discover new territory and make new contributions. Their security lies in their initiative, resourcefulness, creativity, willpower, courage, stamina, and native intelligence rather than in the safety, protection, and abundance of their home camps, of their comfort zones.


They rediscover people each time they meet them. They are interested in them. They ask questions and get involved. They are completely present when they listen. They learn from them. They don’t label them from past successes or failures. They see no one bigger than life. They are not overawed by top government figures or celebrities. They resist becoming any person’s disciple. They are basically unflappable and capable of adapting virtually to anything that comes along. One of their fixed principles is flexibility. They truly lead the abundant life.


THEY ARE SYNERGISTIC



Synergy is the state in which the whole is more than the sum of the parts. Principle-centered people are synergistic. They are change catalysts. They improve almost any situation they get into. They work as smart as they work hard. They are amazingly productive, but in new and creative ways.


In team endeavors they build on their strengths and strive to complement their weaknesses with the strengths of others. Delegation for results is easy and natural to them, since they believe in others’ strengths and capacities. And since they are not threatened by the fact that others are better in some ways, they feel no need to supervise them closely.


When principle-centered people negotiate and communicate with others in seemingly adversarial situations, they learn to separate the people from the problem. They focus on the other person’s interests and concerns rather than fight over positions. Gradually others discover their sincerity and become part of a creative problem-solving process. Together they arrive at synergistic solutions, which are usually much better than any of the original proposals, as opposed to compromise solutions wherein both parties give and take a little.


THEY EXERCISE FOR SELF-RENEWAL



Finally, they regularly exercise the four dimensions of the human personality: physical, mental, emotional, and spiritual.


They participate in some kind of balanced, moderate, regular program of aerobic exercise, meaning cardiovascular exercise—using the large leg muscles and working the heart and lungs. This provides endurance—improving the capacity of the body and brain to use oxygen—along with many other physical and mental benefits. Also valuable are stretching exercises for flexibility and resistance exercises for strength and muscle tone.


They exercise their minds through reading, creative problem-solving, writing, and visualizing. Emotionally they make an effort to be patient, to listen to others with genuine empathy, to show unconditional love, and to accept responsibility for their own lives and decisions and reactions. Spiritually they focus on prayer, scripture study, meditation, and fasting.


I’m convinced that if a person will spend one hour a day on these basic exercises, he or she will improve the quality, productivity, and satisfaction of every other hour of the day, including the depth and restfulness of sleep.


No other single hour of your day will return as much as the hour you invest in sharpening the saw—that is, in exercising these four dimensions of the human personality. If you will do this daily, you will soon experience the impact for good on your life.


Some of these activities may be done in the normal course of the day; others will need to be scheduled into the day. They take some time, but in the long run they save us a great deal of time. We must never get too busy sawing to take time to sharpen the saw, never too busy driving to take time to get gas.


I find that if I do this hour of exercise early in the morning, it is like a private victory and just about guarantees public victories throughout the day. But if I take the course of least resistance and neglect all or part of this program, I forfeit that private victory and find myself uprooted by public pressures and stresses through the day.


These principles of self-renewal1 will gradually produce a strong and healthy character with a powerfully disciplined, service-focused will.





Chapter 2

SEVEN HABITS REVISITED



SEVEN UNIQUE HUMAN ENDOWMENTS



One way to revisit the Seven Habits of Highly Effective People is to identify the unique human capability or endowment associated with each habit.


Those associated with Habits 1, 2, and 3 are primary human endowments. And if those endowments are well exercised, secondary endowments are bequeathed to the person through the exercise of Habits 4, 5, and 6. And the endowment associated with Habit 7 renews the process of growth and development.


The primary human endowments are 1) self-awareness or self-knowledge; 2) imagination and conscience; and 3) volition or willpower. The secondary endowments are 4) an abundance mentality; 5) courage and consideration; and 6) creativity. The seventh endowment is self-renewal. All are unique human endowments; animals don’t possess any of them. But they are all on a continuum of low to high levels.


•  Associated with Habit 1: Be Proactive is the endowment of self-knowledge or self-awareness—an ability to choose your response (response-ability). At the low end of the continuum are the ineffective people who transfer responsibility by blaming other people, events, or the environment—anything or anybody “out there” so that they are not responsible for results. If I blame you, in effect I have empowered you. I have given my power to your weakness. Then I can create evidence that supports my perception that you are the problem.


At the upper end of the continuum toward increasing effectiveness is self-awareness: “I know my tendencies, I know the scripts or programs that are in me, but I am not those scripts. I can rewrite my scripts.” You are aware that you are the creative force of your life. You are not the victim of conditions or conditioning. You can choose your response to any situation, to any person. Between what happens to you and your response is a degree of freedom. And the more you exercise that freedom, the larger it will become. As you work in your circle of influence and exercise that freedom, gradually you will stop being a “hot reactor” (meaning there’s little separation between stimulus and response) and start being a cool, responsible chooser—no matter what your genetic makeup, no matter how you were raised, no matter what your childhood experiences were or what the environment is. In your freedom to choose your response lies the power to achieve growth and happiness.





SEVEN HABITS MATURITY CONTINUUM
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Imagine what might happen if you could get every person inside a company to act willingly on the belief “Quality begins with me. And I need to make my own decisions based on carefully selected principles and values.” Proactivity cultivates this freedom. It subordinates your feelings to your values. You accept your feelings: “I’m frustrated, I’m angry, I’m upset. I accept those feelings; I don’t deny or repress them. Now I know what needs to be done. I am responsible.” That’s the principle “I am response-able.”


So on the continuum you go from being a victim to self-determining creative power through self-awareness of the power to choose your response to any condition or conditioning.


•  Associated with Habit 2: Begin with the End in Mind is the endowment of imagination and conscience. If you are the programmer, write the program. Decide what you’re going to do with the time, talent, and tools you have to work with: “Within my small circle of influence, I’m going to decide.”


At the low end of the continuum is the sense of futility about goals, purposes, and improvement efforts. After all, if you are totally a victim, if you are a product of what has happened to you, then what can you realistically do about anything? So you wander through life hoping things will turn out well, that the environment may be positive, so you can have your daily bread and maybe some positive fruits.


At the other end is a sense of hope and purpose: “I have created the future in my mind. I can see it, and I can imagine what it will be like.” Animals can’t do that. They may instinctively gather nuts for the winter, but they can’t create a nut-making machine, nor do they ask, “Why do I do nuts? Why don’t I get someone else to gather nuts for me?” Only humans examine such questions. Only people have the capability to imagine a new course of action and pursue it conscientiously.


Why conscience? Because to be highly effective, your conscience must monitor all that you imagine, envision, and engineer. Those who attempt to exercise creativity without conscience inevitably create the unconscionable. At the very least, they exchange their creative talents for “canned goods,” using their creativity—their applied imagination and visual affirmations—to win material things or social rewards. Then they become hopelessly imbalanced. They may speak the lines of the life balance script, but in reality their constitutions are written on the fleshy tablets of their spleen.


It is reaffirming to me to see that winners of the Academy Awards, for the most part, exhibit creativity with conscience. For example, Kevin Costner’s Dances with Wolves made a beautiful statement about Native Americans. The academy knows that the film industry has enormous influence, and with that creative power must come conscientious social responsibility.


Practice using these two unique human capacities: first, see yourself going to the office this afternoon, or home tonight, and finding it in a terrible situation. The house is a total disaster. No one has done his or her job; all the commitments made have been unfulfilled. And you’re tired and beat up.


Now, imagine yourself responding to that reality in a mature, wise, self-controlled manner. See the effect that has on someone else. You didn’t confess their sins. You started to pitch in. You were cheerful, helpful, pleasant. And your behavior will prick the conscience of others and allow the consequences agreed upon to happen.


You just used two unique human capacities: imagination and conscience. You didn’t rely on memory; if you had relied on memory or history, you might have lost your cool, made judgments of other people, and exacerbated conditions. Memory is built into your past responses to the same or similar stimuli. Memory ties you to your past. Imagination points you to your future. Your potential is unlimited, but to potentiate is to actualize your capabilities no matter what the conditions.


In the book Man’s Search for Meaning, Viktor Frankl, the Austrian psychiatrist imprisoned in the death camps of Nazi Germany in World War II, tells how he exercised the power to choose his response to his terrible conditions. One day he was subjected to experiments on his body. And he discovered, “I have the power to choose.” And he looked for meaning. He believed that if you have a meaning (purpose or cause), if you have a why, you can live with any what.


The development of his professional life came out of that one insight. He was raised in the Freudian tradition of psychic determinism. He learned it was a lie. It wasn’t based on science. It came from the study of sick people—neurotics and psychotics—not from the study of healthy, creative, effective people. He didn’t go to his memory, he went to his imagination and conscience.


You, too, can progress along the continuum from futility and old habits to faith, hope, and inner security through the exercise of conscience and imagination.


•  Associated with Habit 3: Put First Things First is the endowment of willpower. At the low end of the continuum is the ineffective, flaky life of floating and coasting, avoiding responsibility and taking the easy way out, exercising little initiative or willpower. And at the top end is a highly disciplined life that focuses heavily on the highly important but not necessarily urgent activities of life. It’s a life of leverage and influence.


You go from victim to creative resource, from futility to hope and anchorage, and from flaky to disciplined—Habits 1, 2, and 3. Habit 1 draws on self-awareness or self-knowledge; 2 draws on conscience and imagination; and 3 draws on willpower. These are unique human endowments that animals don’t possess. On the continuum, you go from being driven by crises and having can’t and won’t power to being focused on the important but not necessarily urgent matters of your life and having the willpower to realize them.


FROM PRIMARY TO SECONDARY ENDOWMENTS



The exercise of primary human endowments empowers you to use the secondary endowments more effectively.


•  Associated with Habit 4: Think Win/Win is the endowment of an abundance mentality. Why? Because your security comes from principles. Everything is seen through principles. When your spouse makes a mistake, you’re not accusatory. Why? Your security does not come from your spouse’s living up to your expectations. If your son, your husband, your friend, or your boss makes a mistake, you don’t become accusatory, you look with compassion. Why? Your security does not come from them. It comes from within yourself. You’re principle-centered.


As people become increasingly principle-centered, they love to share recognition and power. Why? It’s not a limited pie. It’s an ever-enlarging pie. The basic paradigm and assumption about limited resources is flawed. The great capabilities of people are hardly even tapped. The abundance mentality produces more profit, power, and recognition for everybody.


On the continuum, you go from a scarcity to an abundance mentality through feelings of intrinsic self-worth and a benevolent desire for mutual benefit.


•  Associated with Habit 5: Seek First to Understand, Then to Be Understood is the endowment of courage balanced with consideration. Does it take courage and consideration to not be understood first? Think about it. Think about the problems you face. You tend to think, “You need to understand me, but you don’t understand. I understand you, but you don’t understand me. So let me tell you my story first, and then you can say what you want.” And the other person says, “Okay, I’ll try to understand.” But the whole time they’re “listening,” they’re preparing their reply. They’re just pretending to listen, selectively listening. When you show your home movies or tell some chapter of your autobiography—“Let me tell you my experience”—the other person is tuned out unless he feels understood.


What happens when you truly listen to another person? The whole relationship is transformed: “Someone started listening to me, and they seemed to savor my words. They didn’t agree or disagree, they just were listening, and I felt as if they were seeing how I saw the world. And in that process, I found myself listening to myself. I started to feel a worth in myself.”


The root cause of almost all people problems is the basic communication problem—people do not listen with empathy. They listen from within their autobiography. They lack the skill and attitude of empathy. They need approval; they lack courage. Within their frame of reference, they say, “What can I do to please that person? He has this high need for control. Wait a minute, I’m the manager in control. I didn’t come to listen—I came to tell. When I want your opinion, I’ll give it to you.” The ability to listen first requires restraint, respect, and reverence. And the ability to make yourself understood requires courage and consideration. On the continuum, you go from fight and flight instincts to mature two-way communication where courage is balanced with consideration.


•  Associated with Habit 6: Synergize is the endowment of creativity—the creation of something. How? By yourself? No, through two respectful minds communicating, producing solutions that are far better than what either proposed originally. Most negotiation is positional bargaining and results at best in compromise. But when you get into synergistic communication, you leave position. You understand basic underlying needs and interests and find solutions to satisfy them both.


Two Harvard professors, Roger Fisher and William Ury, in their book Getting to Yes, outline a whole new approach to negotiation. Instead of assuming two opposing positions—“I want that window open.” “No, closed.” “No, open.”—with occasional compromise (half-open half the time) they saw the possibility of synergy. “Why do you want it open?” “Well, I like the fresh air.” “Why do you want it closed?” “I don’t like the draft.” “What can we do that would give the fresh air without the draft?” Now, two creative people who have respect for each other and who understand each other’s needs might say, “Let’s open the window in the next room. Let’s rearrange the furniture. Let’s open the top part of the window. Let’s turn on the air-conditioning.” They seek new alternatives because they are not defending positions.


Whenever there’s a difference, say, “Let’s go for a synergistic win/win. Let’s listen to each other. What is your need?” “Well, I’m in just the mood for this kind of a movie. What would you like?” Maybe you can find a movie or some other activity that would satisfy both. And you get people thinking. And if you get the spirit of teamwork, you start to build a very powerful bond, an emotional bank account, and people are willing to subordinate their immediate wants for longterm relationships.


One of the most important commitments in a family or a business is never to bad-mouth. Always be loyal to those who are absent, if you want to retain those who are present. And if you have problems, go directly to the person to resolve them. If you refuse to bad-mouth someone behind his back to another person, what does that person know? When somebody bad-mouths him behind his back, you won’t join in.


For example, during times of death, divorce, and remarriages, there are typically many strained feelings in families over the settlements. Family members who feel slighted or cheated often say nasty things about other family members. Think how much pain and anguish might be spared if members of the family would adhere to two basic principles: 1) People and relationships in our family are more important than things (people on their death bed never talk about spending more time at the office—they talk about relationships); and 2) When we have any difficulty or difference, we will go directly to the person. We are responsible for our own attitudes and behaviors, and we can choose our responses to this circumstance. With courage and consideration, we will communicate openly with each other and try to create win-win solutions.


On the continuum, you go from defensive communication to compromise transactions to synergistic and creative alternatives and transformations.


•  Associated with Habit 7: Sharpen the Saw is the unique endowment of continuous improvement or self-renewal to overcome entropy. If you don’t improve and renew yourself constantly, you’ll fall into entropy, closed systems and styles. At one end of the continuum is entropy (everything breaks down), and at the other end is continuous improvement, innovation, and refinement.


My hope in revisiting the Seven Habits is that you will use the seven unique human endowments associated with them to bless and benefit the lives of many other people.





Chapter 3

THREE RESOLUTIONS



Every organization—and individual—struggles to gain and maintain alignment with core values, ethics, and principles. Whatever our professed personal and organizational beliefs, we all face restraining forces, opposition, and challenges, and these sometimes cause us to do things that are contrary to our stated missions, intentions, and resolutions.
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