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Praise for Layered Leadership



“Layered Leadership by Lawrence Armstrong is a master class in growth. Growing annual revenues? Yes. Growing one’s skill set from managing a paper route to owning and leading a company with $100 million a year in revenues and offices across the world? Yes. Growing one’s ability to manage and, more importantly, lead people? Yes. Growing in wealth, authority, power, prestige, and success while remaining humble and focused on your people and their needs? Yes. Growing through hard work, putting in the hours, and yet also taking care of the body, mind, and soul through play and unstructured time off? Yes. On each and every page of his valuable book, Armstrong layers authenticity on top of humility, ability, and success to build an imminently useful how-to manual for work and life.”


—Todd Diacon, President, Kent State University


“Lawrence Armstrong’s Layered Leadership captures the key to building successful organizations by developing well-rounded leaders. I’ve personally watched and admired Larry’s impressive journey from our first project in 1986 to now. This book shares valuable strategies for encouraging creativity and driving steady growth, no matter the economic climate. This book proves the power of strategic mentorship and visionary leadership. Larry’s dual passions for business and art shine through, offering a fresh perspective on leadership that’s both practical and inspirational.”


—Ted Antenucci, President & CEO, Catellus Development Corporation


“This book is a must read for anyone striving to build a successful business and, most importantly, a successful life. His insight into how you bring your whole self into any endeavor is inspiring. In every encounter with Larry, you leave energized and committed to do more. Rarely does one meet such an accomplished and respected leader. In Layered Leadership, we all now have the opportunity to learn how to infuse creativity, discipline, humanity, and passion into everything we do…including addressing complex societal issues such as homelessness. Thank you, Larry!”


—Susan B. Parks, President & CEO, OC United Way


“Layered Leadership is a transformative guide for modern leaders seeking to inspire and drive real change. Larry’s extensive experience in guiding high-performing teams shines through in this book, offering actionable insights and strategies that blend visionary thinking with practical application. This book is essential for executives and managers aiming to build resilient, innovative teams and achieve sustained success. Larry’s dual expertise in business and art adds a unique, creative dimension to his pragmatic strategies, making this a must-read for anyone seeking to elevate their leadership game.”


—Lew Horne, President, Advisory Services CBRE, GLA-OC-IE


“Layered Leadership dives into how investing in people can lead to organizational greatness. Through Ware Malcomb’s rise to industry leadership, Larry emphasizes the importance of developing well-rounded leaders and fostering a culture of innovation and mentorship. This book is a must-have for leaders focused on sustainable growth and building a lasting legacy of excellence. Larry’s experience as an artist enriches his approach to leadership, blending creativity with strategic foresight.”


—Dick Gochnauer, Former CEO, Essendant


“I thoroughly enjoyed Layered Leadership, a must-read for anyone interested in the intersection of art, architecture, and business. It is not just about leadership but about building and sustaining a successful business. I particularly enjoyed his references to Good to Great, my favorite management book. That said, let’s appreciate that this was not written by some consultant or business pundit but by someone with personal insights who has “walked the talk”! Lastly, Lawrence’s writing style, and his own artwork included with each chapter, make this an enjoyable page-turner.”


—Steve Swerdlow, Principal, Swerdlow Advisory and Former Group President, CBRE
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This book is designed to provide accurate and authoritative information about business leadership. Neither the author nor the publisher is engaged in rendering legal, accounting, or other professional services by publishing this book. If any such assistance is required, the services of qualified professionals should be sought. The author and publisher will not be responsible for any liability, loss, or risk incurred as a result of the use and application of any information contained in this book.
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This book is dedicated to all the people who have helped and inspired me, and all of the people I hope to help and inspire.










AUTHOR’S NOTE
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I was given an incredible opportunity to lead our company. Along the way, I’ve discovered my own way to bring creativity to leadership—by synthesizing influences, metaphors, and life lessons into a style of leadership that helps people gain a different perspective and insight into leading and motivating people and building a company. Over time, I’ve been asked by many people to share how we have built our company and if I would advise or mentor someone to help build theirs.


That’s why I wrote this book.










Part One




The Foundation—Staying Balanced
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Introduction: Flashes of Light



I grew up a block from the Grand River, which winds its way through my hometown of Painesville, Ohio, to Lake Erie. When I was born, we lived in a small ranch house on a street of ranch houses. We were a half-hour drive to Cleveland and a Saturday morning drive to Headlands Beach State Park on the Lake. Dad was an industrial chemist and Mom a homemaker.


Nelmar Drive is a straight residential street, framing the front lawns of our homes, ending in the river’s elevated green bank. My brothers and I rode our bikes and played sandlot sports with tons of neighborhood kids on that quiet street. All the kids made it less quiet and very active.


When I was in first grade, our parents decided our house was too small. Dad bought the vacant lot next door and hired a builder to construct our family a new house—from the ground up.


On weekends, our family piled in the family station wagon to drive around Northeast Ohio, checking out different new homes that builders were offering. My parents hired one they liked, and by the time I was in second grade, our family was watching our new home go up on the newly graded lot. I’d come home after school and wander around the jobsite after the workers left. Probably not an activity parents would allow these days, but these were the mid-1960s, and kids in a town like ours had a lot of freedom as long as they were home by dinnertime. Parents didn’t hover the way they do now.


From when our house was just a hole in the ground to the time the framing went up and the house was built, I found various vantage points of exploration, fascinated by the white two-story Colonial. I watched all the stages of construction, curious about the wood frame, the windows, the way open spaces became rooms where my family would live. I was eight years old.


When you are a kid and a sponge for whatever the world lights up for you, and the spotlight is on buildings, you see how all buildings contain layers. Our house did, and so do human dwellings throughout history. The ox bones, felt, and skins of the Mongolian tent. The aspen poles, buffalo blankets, and exterior skins of the teepee. Then there is the clay and straw of African huts, or the Irish country cottage of the 19th century made with local stones and clay, covered with a thatch roof stuffed with bog turf.
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FLR 1.15 MOV (36" x 48"). Mixed media on board.


Since the new house was next door, we moved in over a few days. I still remember that first night, surrounded by my brothers’ excitement, the new space, color, and smell of new carpet, my own room with a view from the second floor. I spent my childhood and teenage years there and was always building things from erector sets to Tinkertoys to tree houses. The project deeply inspired me.


Not long after the house was completed, I discovered a new indoor shopping mall had started construction downtown. I hopped on my bike and rode off to this mysterious excavation of much greater scale than our home project on Nelmar Drive. In the months ahead, I climbed all over that construction site (after hours) to see the construction progress: the materials, the steel frame, the bundled yellow lumber stacked, hoisted, and nailed to the sky. Finally, there was brick and mortar’s patient artistry followed by panes of glass put into place. I was compelled by the process, how different materials came together and in what sequence, and the tools used to achieve the result.


Then, one 10th-grade summer, I had a job at the local library and used the reference books to research college architecture programs. I found about four, five, or six I wanted to apply to, and Kent State University was one of them. My dad and I visited several of the universities, but for me, Kent State stood out from the others. I loved the beautiful campus and how well rounded the program was. It wasn’t focused only on one thing. It was focused on the whole thing.


Not only did I get my architecture degree at Kent State, but during my fourth year in a five-year program, I had the chance to study abroad in Florence, an experience transformative to my perspective and ways of thinking. When you’re a middle-class kid from the Midwest and get an opportunity to travel to a European country, it just changes your whole life. Leonardo da Vinci became my greatest professor (more on him later).
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I met Sandy in high school. She ended up sitting right in front of me in our American Government class senior year. I liked her—she was super cute and interesting—so I made it my mission to get to know her a little bit in class and worked up the nerve to ask her out after a couple of months. I remember dialing those numbers on the rotary phone the first time I called. I was pretty nervous. She said yes, and we never looked back.


When I went to Kent, she attended a community college in our town. Then the next year, she came down to Kent State as a transfer student. We got married in Kent right after I graduated in 1980. Sandy is my most trusted advisor and a creative and effective leader as cochair with me on the Kent State Campaign Executive Committee.
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“Layers of space define the project and begin to emanate from the hills, valley, and ocean on our horizons.”


We were very fortunate to be able to design and build our own home, a dream for many architects. Achieving this dream brought me full circle from the home my parents built for our own family.


“Our house was always your laboratory of layers,” Sandy once said to me. “It is such a great example in terms of architecture.”


The house we designed is a complex structure, pure white, nestled in green surroundings. Fundamental to understanding this building is the concept of layers; correspondingly, the building is a perfect visual exploration of this idea. The plan derives from two shifted grids, aligned with different geometries of the property and bordering streets. The external layer, itself constructed of many smaller layers, wraps around the architectural skeleton of the building and creates almost infinitely complex divisions of three-dimensional volume.
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Figure 1. Layers generate intrigues of space.


Layers of space define the project and begin to emanate from the hills, valley, and ocean on our horizons. Outdoor spaces, site walls, and landscape elements provide organized layers leading to the exterior façade. The exterior wall is itself a study in layers, a solid void composition of plaster, metal, and glass. The exposed structural columns and brisesoleil* provide another spatial layer, and as you experience space deeper into the house, layers manifest in solid and glass walls, railings, and elements defining the public and private zones. (See figure 1.)


Plaster panels form the exterior walls. Glazing elements form a transparent layer, a view into the interior of the building, and the layers of space beyond the perimeter.


The way I conceive my art, the way I provide leadership, and the way I built my company is in layers.


For designers and architects, we always deal in three-dimensional layers of space. But layers aren’t only found in our built environment. Layers occur in the natural world and the built world. They can be perceived not only in physical space but also in atmospheric, intellectual, and emotional space.
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Layers of topography around the Provo River. By the riverbank, an angler chooses a trout fly.


“To seek the timeless way, we must first know the quality without a name,” wrote the late and legendary architect and urbanist Christopher Alexander. “There is a central quality which is the root criterion of life and spirit in a man, a town, a building, or a wilderness.”


He wrote, “Intuitively we may guess that the beauty of a building, its life, and its capacity to support life all come from the fact that it is working as a whole. A view of the building as a whole means that we see it as part of an extended and undivided continuum. It is not an isolated fragment in itself, but part of the world which includes the gardens, walls, trees, streets beyond its boundaries, and other buildings beyond those.”1




“Intuitively we may guess that the beauty of a building, its life, and its capacity to support life all come from the fact that it is working as a whole. A view of the building as a whole means that we see it as part of an extended and undivided continuum. It is not an isolated fragment in itself, but part of the world which includes the gardens, walls, trees, streets beyond its boundaries, and other buildings beyond those.”


—Christopher Alexander





The natural environment undulates and changes as layers shift from plains to tree lines to mountains to riverbanks and the layers of current in the river itself. Geological wonders such as the Middle Provo River in Utah, where I love to go fly-fishing, exemplify the visual and living layers of our earth. The lush grasslands of the valley gradate in rolling curves, becoming forested ridges and then giving way to the slabs of granitic and volcanic layers of the Wasatch Range. We are highly conscious of boundaries in how we see, navigate, and explore nature.


Physical layers are one aspect of how you experience the world. Another way is with light. If I am in my office at Ware Malcomb, natural light enters the space from the exterior. There are shadows that it creates. There’s an LED light from above my head. On my desk, light glows from the computer screen.




Physical layers are one aspect of how you experience the world. Another way is with light.





Sound surrounds us in layers. In my office, I hear one seam of voices outside the door; another is the hum of the air-conditioning duct above; yet another is the barely audible traffic noise from the adjacent street. Music is filled with layers, integrated layers, of instruments, sound effects, and vocals. Musical tracks are produced in separate instrumental and vocal layers and then integrated and synthesized. I like to focus on one particular instrument when I’m listening and then perceive all of the other layers around it in the song.


As the reader, you experience layers as you read a book: the first layer is processing the words as they appear on the page, but you also experience different emotions and thoughts as you read, and your senses pick up on different inputs around you, some of which you notice and some you do not.


Layering Leadership Lessons


What does all this have to do with you? Leadership, whether of a start-up; small, mid-sized, or large firm; team; church; or any organization, must work as a whole across the continuum of functions and people, comprised of many layers, but not in the traditional manner of layers of management in a bureaucratic org chart. We are discussing a more conceptual way of perceiving and synthesizing layers of disparate influences, methodologies, and learning.


The leadership processes and operational strategies that I have learned over time will lead to better outcomes and more goals achieved for any manager or leader in any profession or industry who reads these pages, does the explorations, and implements changes as they fit your particular situation. Layers are a metaphor, a methodology, and a framework for synthesizing the vast amount of knowledge required for our lives and work.




Layers are a metaphor, a methodology, and a framework for synthesizing the vast amount of knowledge required for our lives and work.





I believe that by adopting these strategies, you will see more positive outcomes and faster business and personal growth than you’ve known.


Integral to what I teach and share is that this kind of leadership is creative. It’s about synthesizing input from many varied sources. It’s about bringing your whole self to the team and the objective. No layer in life is constrained by another layer. Just as a painting transcends the frame (see figure 2), leaders can transcend job description (and not to do more but make more of what they do).
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Figure 2. Gestalt. Layered metal. The art transcends the frame.


My inspiration for art, business, leadership, and even parenting comes from many different places. Sometimes it’s a word said in passing, sometimes a painting, sometimes a play of light and shadow on a tree, sometimes a sunrise, sometimes a song that’s on the radio. Our studies of other companies outside our industry led to creative applications at Ware Malcomb. I’ve experienced breakthrough insights for my art and our company in nature, listening to music, taking a walk.


I refer to these revelations as flashes of light.


I will demonstrate techniques and methods for nurturing breakthrough creative thinking and idea formation in this book. I encourage you to challenge yourself with this approach. Many people don’t think of themselves as creative. I believe everyone is creative.


Back on Nelmar Drive at the Armstrong house construction site, a flash of light arrived one summer afternoon: when I grew up, I wanted to be involved with the building process. I followed that realization through my decision to study architecture at Kent State. Years later, while guiding our business to national prominence, several more flashes of light illuminated critical strategic directions.


If you’re reading this book, you know what it means to make a difference with your team, company, profession, faith, and family. You know what it means to see and grab hold of critical opportunities. Now that you know a bit about me, in the next chapter we’ll turn to how this book will help you learn and do more consistently as a leader, day to day.


I’m an optimist (my grandmother taught me to be one). I try to practice gratitude for all I have every day. I tried to demonstrate this in my writing when our Vistage group was challenged to write a poem on the spot in one of our meetings.


Soon after, I was given the honor to deliver a commencement address at Kent State University, and I incorporated that poem into my remarks:


Time


The light of daybreak brings a gift


To be cared for


To not relinquish to idleness


To be rejoiced in


To not be squandered


The fall of darkness brings a gift


To feel accomplished


To not relinquish to disappointment


To cherish


To not despair





* An architectural feature of a building that reduces heat gain within that building by deflecting sunlight.
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1



How to Use This Book


“Commitment is what transforms a promise into reality.”


—Abraham Lincoln


Going to California


The next layer of my life’s journey from Painesville to this book started to emerge when Sandy moved to Kent State in my sophomore year. We were happy together during college and were married shortly after I graduated in 1980.


I secured my first job out of school in a town neighboring Kent State while Sandy was finishing her degree. It was a small firm, and they paid me five dollars an hour. That’s a dollar per hour for every year I went to school . . . awesome! It was 1981, and my first job as an architect lasted only eight months.


The United States experienced the worst recession since the Great Depression, which had a particularly devastating impact on construction and manufacturing in the Rust Belt. This downturn was later surpassed by the 2007–2008 financial crisis. “The nearly 11 percent unemployment rate reached late in 1982 remains the apex of the post World War II era (Federal Reserve Bank of St. Louis),” noted Tim Sablik of the Federal Reserve in a history of the period.2 “Unemployment during the 1981–82 recession was widespread, but manufacturing, construction, and the auto industries were particularly affected. Although goods producers accounted for only 30 percent of total employment at the time, they suffered 90 percent of job losses in 1982. Three fourths of all job losses in the goods-producing sector were in manufacturing, and the residential construction industry and auto manufacturers ended the year with 22 percent and 24 percent unemployment, respectively.”3


Aiming to fight inflation, the Reagan administration and Fed chair Paul Volcker tightened the money supply, which raised interest rates and, therefore, the cost of borrowing.


The economy was suffering, and so were millions of people. It was a grim time to live around Cleveland; so many companies slowing down and laying off people. By 1982, Ohio’s 12.5 percent was the second-highest unemployment figure of any state.


So, early in 1981, my boss called me into his office and told me he couldn’t support the staff anymore. There were five of us, and he let the two most junior people go. It was rough; Sandy and I didn’t know what to do. We didn’t have a nest egg or safety net. I had to find another job, but it felt like it would be a long time until I did.


A number of my college friends had moved to Southern California after graduating. The night before they pulled out of Ohio for points west, we had a couple beers to say goodbye and wish them luck.


I had never considered leaving. I loved Ohio, I still do, and thought I would build my career in Cleveland. I started talking to my friends on the West Coast, and they urged us to consider going out there, insisting that there were lots of jobs. I called my dad to ask for his advice. He said, “You don’t have kids yet, you don’t have a house yet—there’s nothing holding you here. If you want to try a move like this, now’s the time.” It was Sandy who made the final decision. She said, “You know what? We should do this. We should go.”
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Amor 1.1 (12" x 15" x 8"). Layered painted glass and stainless steel.


I got a temporary job at an architectural firm in Canton. I was lucky to get the job, and they were up front in telling me it was temporary and that they couldn’t guarantee how long it would last. We saved up as much money as we could in a couple of months, about five hundred bucks. We packed our life up into an old Cutlass my parents had given to me. It was in good working condition, and we made it across the country in five nights, staying in motels along the way.


We started by crashing on the floor in my friend Geoff Lester’s studio apartment in Santa Ana. For two weeks, our bed was on the floor in sleeping bags, and we went out looking for jobs. Our tiny nest egg was running out.


Luckily, we both secured jobs. Sandy worked in a real estate office, and I was fortunate to be hired at an architectural firm. We found a small one-bedroom apartment. There was a Sears wholesale store down the street. We bought a mattress (not a bed) and threw it on the floor. It felt like the start of our lives together.


It was a big risk to move across the country like that. Finding the leader within you at some point requires betting on yourself and your abilities. You have to know when to take that risk and why you are doing it. That the economy had cratered in Ohio made the risk more manageable, but still, we were leaving what we knew, where we had our families and many friends. When you dive off the high board, it’s scary. But we had each other and naïve confidence.




It was a big risk to move across the country like that. Finding the leader within you at some point requires betting on yourself and your abilities. You have to know when to take that risk and why you are doing it. That the economy had cratered in Ohio made the risk more manageable, but still, we were leaving what we knew, where we had our families and many friends.





I ended up working at a thriving family-run firm for about three years and secured my architectural license. I learned a lot, but it was a small firm without much room for growth, so I decided to move on. After sending out a small number of resumes, I got a call about a week later from Bill Malcomb, cofounder along with Bill Ware of Ware Malcomb Architects. He invited me to come in for an interview, and the firm ended up hiring me.


In a year and a half, I went from designer to project manager; then, Bill and Bill offered me a new post to open and run an office in Woodland Hills in the San Fernando Valley in Los Angeles. It was an amazing opportunity to learn many things about leadership. The San Fernando office faced intense competition, and we had to learn how to understand our competition and their strengths and weaknesses; we had to position ourselves in the best way relative to them. Eventually, our office became the most profitable one in the company.


I’ll pick up on my story in the next chapter on skills development.
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Firm cofounders Bill Ware and Bill Malcomb.


What You Will Learn in This Book


In 2023, Building Design + Construction magazine (the platinum standard publication for our industry) named Ware Malcomb the number one industrial architecture and engineering firm in America for the third year in a row.4


Reaching that kind of success is about developing leaders. I knew it when I was promoted, and my life has proven it a hundredfold in the decades that followed. That’s why I wrote this book. My goal is to bring to as many readers as possible the successes of supporting and mentoring team members that are instrumental to Ware Malcomb’s leadership academy and similar practices in other great companies.




My goal is to bring to as many readers as possible the successes of supporting and mentoring team members that are instrumental to Ware Malcomb’s leadership academy and similar practices in other great companies. Developing leaders is one of my life’s most powerful and impactful discoveries and satisfactions.





Developing leaders is one of my most powerful and impactful discoveries and satisfactions. I’ve been a student of other leaders throughout my life and enormously lucky to have had great leaders show me what matters. When Jim Williams and I took over the company as president and CEO, respectively, our firm was a great regional Southern California architectural firm, and we weren’t sure how to grow. We tried hiring senior managers based on their resumes, reputations, and recommendations. Some of them worked out; many didn’t. We were watching an escalator of folks riding into the firm and exiting soon after when they didn’t fit. Jim related it to the experience of President Lincoln. When Lincoln was fighting the Civil War, he had to keep firing his top generals because they were too cautious, avoiding failure and not seeking victory. Finally losing his patience, Lincoln was famously quoted as saying, “If General McClellan does not want to use the army, I would like to borrow it for a time.” After demoting seven generals, Lincoln promoted Ulysses S. Grant, and he won the war.


We realized that experiencing and developing within our culture was the missing ingredient. We had some key young people rising within our ranks, including our current CEO, Kenneth Wink. We hired Ken as a new project manager, and we immediately noticed that, in addition to his excellent abilities as an architect, he possessed a leadership ability and a robust set of skills in working with people. We asked him to take on a new leadership assignment. All we did was mention it. Next thing we knew, he was holding a meeting in the back of the office, putting it all together with the right people and getting it done—exactly what we had asked him to do. I told Jim, “Look what can happen with empowerment and opportunity.”


Having witnessed the power of this example, we decided to emphasize, promote, and refine these values throughout our culture. We love it when people come into Ware Malcomb, understand our culture, learn what we are trying to do, believe in it, and embrace it. We love giving people opportunities. It’s so important to me that we give people chances to grow when they are committed to our company; that is what happened to me.


I was fortunate to be chosen to, first of all, run an office; then, second of all, have the opportunity to buy the company. At the time, I knew I wanted to take this company as far as I possibly could, and I wanted to give as many people opportunities to grow as possible. For us, this idea fueled our success. We have grown exponentially, but not primarily by acquiring other firms. We make the occasional acquisition but mostly hire people. We hire a lot of people. Our preferred method is to grow organically, establish new offices, and promote people from within to run those offices. We have numerous team members who have been with us for many years because they have been able to respond to an opportunity and take a risk. It’s a great way to build a company. When you acquire a smaller firm or bring in a senior person from outside, you need time for people to acclimate to your culture.


Bringing your whole self to work, cultivating your diverse capabilities, and identifying the best career opportunities is an excellent way for you to develop as a leader. It’s a great way to build a culture. The book is designed to help you do that.


The book contains three primary layers:




■Part One: The Foundation—Staying Balanced


■Part Two: Develop a Vision, Build a Plan


■Part Three: Strategic Growth





Each piece is similar in scope and length, building upon the last. First, you need a good foundation individually as a leader. Second, you need to sharpen and build out your vision and plan. Then you’ll be prepared to lead your business toward purposeful growth and gain market share from your competitors.
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Part One: The Foundation—Staying Balanced


The art of leadership begins with the search for knowledge and self-awareness. We’ll use Leonardo da Vinci as a model for learning whole-brain thinking. Leonardo was not only an artist but someone with diverse life experiences and a huge range in his skill set. He didn’t just build on his strengths. He had technical and theoretical training and interpersonal skills that helped him network and connect with influential people, a profound curiosity, and many interests in different subjects. I consider Leonardo to be the greatest genius the world has ever known.




We’ll use Leonardo da Vinci as a model for learning whole-brain thinking. Leonardo was not only an artist but someone with diverse life experiences and a huge range in his skill set. He didn’t just build on his strengths. He had technical and theoretical training and interpersonal skills that helped him network and connect with influential people, a profound curiosity, and many interests in different subjects.





Being a whole-brain leader involves layers of skills: formal (education), leadership, interpersonal, and creative skills.


We’ll walk through a series of questions regarding your current skills portfolio; based on your responses, I’ll assign you homework. Your first Exploration Sketchbook assignment will be an end-of-day creative exercise.


In chapter 2, we will focus on the importance of being aware of others. This includes understanding people with different backgrounds from your own, striking a balance between listening and advocating, and recognizing the creativity that everyone brings to the table. We will cover useful strategies such as coaching, the Chessboard approach, and always having a trusted second in command. These skills are critical for leadership development.


I’ll also discuss what I learned working on the homelessness issue in Orange County, California, and how critical it is to open our external focus to those around us who need help.


In chapter 3, we shift our attention toward leadership, and we will learn to incorporate skills such as active listening and unlocking creativity in all aspects of our lives. You will discover how to strengthen your leadership awareness by teaming up for generative innovation and partnering on a creative challenge, a formal mentoring ethos, and the cornerstones of mentoring. The chapter details the significance of effective leadership meetings and how to build a strategic plan. Additionally, we will learn about the role of an indispensable Number Two and the importance of promoting your best people.
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Images from my sketchbook.


Chapter 4 is my personal health manifesto: showing you the benefits of layered habits to achieve balance physically and mentally. Establish a base layer of wellness upon which you layer other habits. These vary depending on your interests and fitness. The Chinese martial art of tai chi, which concentrates on balance, strength, flexibility, and inner calm, is one example. Good sleep always, meditation, and eating healthy are others. I love skiing, and while that is a seasonal sport, it inspires me to stay fit year-round. I’ve made a concerted effort not to be a workaholic in my life, and delegation skills are essential.


Part Two: Develop a Vision, Build a Plan


When you are the leader, when you are the CEO, leading a business unit or a small business, your thought process must be out in front of your company. Think about where the company is going, where you want it to go, and how you are going to always get there. You need to look into the future. Commit your vision to paper, not just in your mind but also by mapping out where your company’s potential can be achieved. This changes everything.


When you take the time and energy to lay out your vision, it gives you a basis of what to do every day, every year, every five years to achieve that goal. When you are writing your business plan for the upcoming year, you can view that as a step toward your long-term vision. Each year’s plan represents an opportunity to build toward your ultimate vision.




When you are the leader, when you are the CEO, leading a business unit or a small business, your thought process needs to be out in front of your company. You need to be thinking about where the company is going, where you want it to go, and how you are going to always get there. You need to look into the future.





This is the strategy by which we’ve designed our company. It involves the use of specific business plans that are created each year and then repeatedly tested to ensure they align with our mission, incentivize innovation, include succession planning, prepare us for economic shocks, and promote the development of strong leaders. Most important, even with all of these factors in place, is to build a strong company culture.


Authors and consultants have published bewildering stacks of studies and books on strategic planning. They can leave you overwhelmed with lingo. Chapter 5 provides you with a jargon-free process to simplify and stress test a one-page actionable plan for your business or unit or team. I’ll discuss research methods for identifying pathways to success depending on your organization and sector. One tool is de-layering similar businesses to understand what led to success or failure, such as Home Depot versus the failed HomeClub, which were founded within five years of each other with similar business goals.


I’ll share how we adopted W. Chan Kim and Renée Maurborgne’s method for identifying “blue ocean” layers in your industry or vertical for expansion.5 We don’t want to swim in a red ocean. We want to swim in a blue ocean. (Red oceans are crowded with businesses that are fighting for a share of the market, while blue oceans represent new and uncharted territories with potential for growth and innovation.) One way we do that is by looking at examples—such as Yellow Tail wines, which found a blue ocean in an industry choked with competitors, an industry where a lot of people lose a lot of money.


Chapter 6 is where I run a master strategy class in setting double-digit growth goals and then beating them.


At Ware Malcomb, we work as One Team across the United States and the Americas. A unified culture that rewards teamwork and mentoring and does not tolerate gossip or infighting takes meticulous planning, design, and training. That aspect of leadership is the focus of chapter 7.


In chapter 8, “The Visible Light Spectrum,” you’ll get a process for calibrating with accuracy the type and scale of diversification. At Ware Malcomb, we specialize in commercial real estate: the basis for our firm is designing industrial and office buildings for speculative commercial developers. We were and are a commercial real estate–focused design firm. It was our specialty at our founding and still is. We understand our clients’ businesses. We understand what is going to make them successful and design great architecture that stands the test of time and holds long-term real estate value. To serve your clients, it’s important to understand what makes them successful.


We also learned how the commercial real estate industry is vulnerable to the ups and downs of the economy. When the economy goes down, nobody is building anything speculative.


In our business, we know when a recession is looming because the phones stop ringing. When the early ’90s recession threatened Ware Malcomb, we set out to diversify our company carefully and strategically.


Many design firms make the mistake of announcing, “We do everything.” We didn’t do that, and neither should you. We decided to compete in sectors that are closely aligned to our core business but provided a buffer against recessions. We would go into areas where we could lead and dominate our market share, a productive strategy since the mid-’90s.


At that time, we developed our metaphor of the Visible Light Spectrum for diversification, as seen in figure 1, which we’ll expand on later. We’ve tested and retested our portfolio strategy on the Visible Light Spectrum, and the result has been fast, purposeful growth to national leadership. We’ve implemented the approach at companies we’ve acquired and advised: the results have rocked.


This chapter will teach the process for focusing on what you’re great at.


[image: ]


Figure 1. Workshopping the Visible Light Spectrum.


At this point, you’ll have a strategic focus for competitive advantage. You’ll have a plan for your team, your company, your consultant firm, your nonprofit, your franchise chain. Whatever the enterprise, leaders can have a detailed vision of mission and objectives but still fail to communicate through their workforce the direction or the culture required for success. The timeless Peter Drucker, one of the most influential management thinkers in history, wrote that leaders must embrace “the task of building and leading organizations in which every person sees herself as a ‘manager’ and accepts the full burden of what is basically managerial responsibility: responsibility for her own job and work group [and] for her contribution to the performance and results of the entire organization.”6


Manage things, Drucker said, but lead people. He often used the parable of the three stonecutters: While walking, a traveler came across three stonecutters and asked each of them what they were doing. The first replied, “I am making a living.” The second kept on hammering and replied, “I am doing the best job of stone cutting in the entire county.” The third stopped, looked up at the traveler with a visionary gleam in his eye, and said, “I am building a cathedral.”


Chapter 9, “Making Innovation Work,” provides a step-by-step guide on how to create a culture of innovation within an organization. The chapter highlights the importance of innovation in an organization’s strategic planning and goals and emphasizes that it should not be limited to a designated R&D unit but instead become an important aspect of corporate culture.


I explain how to develop a positive, uplifting culture for individuals and teams by drawing inspiration from our company’s history and providing detailed guidance on how to integrate innovation into the organization’s practices and operations.


This chapter provides studies of how we understand our clients’ businesses and work innovatively to provide solutions to help them be successful, such as designing:




■Mid-rise office buildings using less expensive structural steel frames than competing buildings, along with more cost-effective use of exterior skin materials. Lower cost, lower rent, faster occupancy, faster cash flow.


■Articulated tilt-up panels to incorporate into a low-rise office headquarters. Lower cost, more attractive design, faster construction, faster occupancy, faster cash flow.


■Campuses of small office buildings for sale using lower-cost building materials (concrete block) with higher-quality finish. Lower cost, faster construction, faster sales, faster cash flow.





Numerous consultants and gurus herald creativity, the cognitive event of original ideas, in our culture and leadership. We know from neuroscience that when the individual has an original idea—when the proverbial light bulb goes on—it is exciting and motivating. Certainly, we have all been in situations or businesses where the way our boss acts or the business is run dampens, or kills, those creative impulses. As with instilling cultural practices in a business, creativity matters to those early layers of leadership. This book will nourish your spirit of creativity and infuse this energy into the layers of your company’s development.


Many of us don’t think of ourselves as creative. My experience and hard-won view is that everyone is creative if they adopt a continuous-learning, whole-brain approach. Whether that describes you or not, we all have strengths and weaknesses. As opposed to feeling bad about your weaknesses or areas of inexperience, Vince Lombardi said, view those as windows into where you are in your life and your career. It is your responsibility to accept that information about yourself, to do better, to take it further, to take your growth as far as you possibly can. Make the decision that today is a day when you decide to strengthen your game. Every day, train and improve, take another step—and soon those steps will become giant ones.




Many of us don’t think of ourselves as creative. My experience and hard-won view is that everyone is creative if they adopt a continuous-learning, whole-brain approach. Whether that describes you or not, we all have strengths and weaknesses. As opposed to feeling bad about your weaknesses or areas of inexperience, Vince Lombardi said, view those as windows into where you are in your life and your career.





Part Three: Strategic Growth


Do you want to know what it takes to beat the competition and how to layer a successful acquisition, grow a unit within a business to become indispensable, and manage business development, operations, and sales to stay nimble as you grow? We offer an advanced course on growth and market leadership that we embellish with stories, metaphors, and illustrations, such as the Road Runner and the Coyote.


In chapter 10, “Embracing Your Hedgehog,” I’ll illustrate how to master this transition and have your Hedgehog serve as the basis for strategic growth. The Hedgehog is all of us putting in the work, the grind of building a company, and doing the hard things for many years. Then, suddenly, as Jim Collins explains, the Flywheel kicks in. This is exactly what happened to us, and it is why we doubled in revenue during the COVID-19 pandemic. Discipline and diligence are required for this to work.


Some leaders and, without question, some competitors of Ware Malcomb are afraid to embrace the idea of empowerment and building up your people. But it’s necessary to build the temperament to hire supersmart people and then empower and guide them. By doing so, you tap into more talent, more energy, and more aspirational drive to achieve the company’s, unit’s, or team’s mission. Fostering a culture that stays nimble as you grow encourages your leaders to move together in formation. An ocean liner takes time to maneuver into a new direction, and certainly there are giants in every industry that operate in this manner. On the other hand, a fleet of ships moves in the same direction but can change course faster without losing speed.


OEBPS/images/f004-01.jpg





OEBPS/images/line.jpg





OEBPS/images/half.jpg
Layered
Leadership





OEBPS/images/f017-01.jpg





OEBPS/images/f022-01.jpg
Vision

Planning

Balance





OEBPS/images/tit.jpg
Layered
Leadership

Drive Double-Digit Growth and Dominate Your
Competition with Creative Strategies and Execution

Lawrence R. Armstrong

MATT
HOLT

Matt Holt Books
An Imprint of BenBella Books, Inc.
Dallas, TX





OEBPS/images/f007-01.jpg





OEBPS/images/f024-01.jpg





OEBPS/images/f028-01.jpg
VISIBLE LIGHT SPECTRUM

Red | Orange | Yellow | Green Blue ' Violet

Infrared

STRATEGIC DIVERSIFICATION

HealthCare Sci. & Tech. [Advanced Mig:| Industrial Office Retail

Custom Government
Home R.F.P

WHAT ARE THE OUTER LIMITS OF OUR MARKETS?

Strategy

Revenue

Profit

Diversification Successes/Failures

DIVERSIFICATION CRITERIA

Related to Commercial Can we gain brand recognition?
Real Estate? Do we have a clear strategy?
Can we be a leader? What have we learned from
LCR? healthcare & technology?

Do we have relationships

we can leverage?






OEBPS/images/f003-01.jpg





OEBPS/text/nav.xhtml


Contents







		Cover



		Title Page



		Copyright



		Dedication



		Contents



		Author’s Note



		Part One: The Foundation—Staying Balanced



		Introduction: Flashes of Light



		1. How to Use This Book



		2. Self-Awareness and the Art of Leadership



		3. Developing Others and the Pivot to Leadership



		4. Layering Personal and Financial Health









		Part Two: Develop a Vision, Build a Plan



		5. Strategy by Design: The Planning Layer



		6. Master Strategy Class: Achieve Daring Long-Range Goals



		7. Teams, Not Rivals: Building a World-Class Executive Culture



		8. The Visible Light Spectrum



		9. Making Innovation Work: How to Embed Creativity Layer by Layer









		Part Three: Strategic Growth



		10. Embracing Your Hedgehog: How to Master the Disciplines of Growth



		11. One Team, Many Markets: Layering Strategies for Sustainable Expansion



		12. Succession, Posterity, Prosperity: The Final Layers









		Acknowledgments



		Notes



		About the Author













Guide





		Cover



		Contents



		Part One: The Foundation—Staying Balanced


















		i



		ii



		iii



		iv



		v



		vi



		vii



		viii



		ix



		x



		xi



		xii



		1



		2



		3



		4



		5



		6



		7



		8



		9



		10



		11



		12



		13



		14



		15



		16



		17



		18



		19



		20



		21



		22



		23



		24



		25



		26



		27



		28



		29



		30



		31



		32



		33



		34



		35



		36



		37



		38



		39



		40



		41



		42



		43



		44



		45



		46



		47



		48



		49



		50



		51



		52



		53



		54



		55



		56



		57



		58



		59



		60



		61



		62



		63



		64



		65



		66



		67



		68



		69



		70



		71



		72



		73



		74



		75



		76



		77



		78



		79



		80



		81



		82



		83



		84



		85



		86



		87



		88



		89



		90



		91



		92



		93



		94



		95



		96



		97



		98



		99



		100



		101



		102



		103



		104



		105



		106



		107



		108



		109



		110



		111



		112



		113



		114



		115



		116



		117



		118



		119



		120



		121



		122



		123



		124



		125



		126



		127



		128



		129



		130



		131



		132



		133



		134



		135



		136



		137



		138



		139



		140



		141



		142



		143



		144



		145



		146



		147



		148



		149



		150



		151



		152



		153



		154



		155



		156



		157



		158



		159



		160



		161



		162



		163



		164



		165



		166



		167



		168



		169



		170



		171



		172



		173



		174



		175



		176



		177



		178



		179



		180



		181



		182



		183



		184



		185



		186



		187



		188



		189



		190



		191



		192



		193



		194



		195



		196



		197



		198



		199



		200



		201



		202



		203



		204



		205



		206



		207



		208



		209



		210



		211



		212



		213



		214



		215



		216



		217



		218



		219



		220



		221



		222



		223



		224



		225



		226



		227



		228



		229



		230



		231



		232



		233



		234



		235



		236



		237



		238



		239



		240



		241



		242



		243



		244



		245



		246



		247



		248



		249



		250



		251



		252



		253



		254



		255



		256



		257



		258



		259



		260














OEBPS/images/f011-01.jpg





OEBPS/images/f018-01.jpg





OEBPS/images/f015-01.jpg





OEBPS/images/cover.jpg
Lavered

Drive Double-Digit Growth and Dominate Your
Competition With Creative Strategies and Execution

Lawrence R. Armstrong






OEBPS/images/copy2.jpg
BENBELLA





OEBPS/images/copy1.jpg





OEBPS/images/f0xi-01.jpg





OEBPS/images/f008-01.jpg





OEBPS/images/f006-01.jpg





