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Praise for The 8th Habit

“Steve Covey does it again with cutting-edge thinking. The 8th Habit is about finding out why you’re here and helping others to do the same. Is there a nobler cause? Don’t miss this book!”

—Ken Blanchard, coauthor of The One Minute Manager® and Customer Mania!

“Covey’s work has influenced millions upon millions of people worldwide. In this book, he takes a huge conceptual leap and introduces us to ideas and practices that will have a profound impact on all our lives. The 8th Habit is a marvelous read, a triumph of the spirit and, in my view, Covey’s most important work.”

—Warren Bennis, Distinguished Professor of Management, USC; author of On Becoming a Leader; and coauthor of Geeks and Geezers: How Era, Values, and Defining Moments Shape Leaders

“Getting results in large companies is a very rare skill and this book captures how to do it. The guidance provided here will prove invaluable for leaders who are trying to drive tighter execution in their organizations.”

—Kevin Rollins, President and CEO, Dell Inc.

“For years I have been using the 7 Habits as guiding principles in leading my business. I had to read The 8th Habit. Having done so, I am completely wowed, captured and empowered. The 8th Habit is a true masterpiece, a must-read. These principles of personal and organizational leadership, when lived, unleash human genius and inspire deep commitment and magnificent levels of service and satisfaction. This book will be my gift to all my associates as required reading for all of my future endeavors.”

—Horst Schulze, former President and COO of the Ritz-Carlton Hotel Company

“Stephen Covey has long been a surefooted guide to those desiring to better themselves. The 8th Habit: From Effectiveness to Greatness shows how to climb the summit of fulfillment and achievement.”

—Steve Forbes, President and CEO of Forbes and Editor-in-Chief of Forbes magazine

“I hope Stephen writes a dozen more books. But should he not do so, The 8th Habit will clearly stand as the crowning achievement of a lifetime of service. May millions upon millions the world over read, share and be moved to firmly grasp the reins of their lives as a result!”

—Tom Peters, author of Re-imagine: Business Excellence in a Disruptive Age

“This remarkable new book, The 8th Habit: From Effectiveness to Greatness, provides the key to unlocking a wondrous gift—namely, the greatness within each of us. It also achieves the same substantive standards Stephen Covey provided in The 7 Habits of Highly Effective People.”

—John R. Wooden, Coach Emeritus, UCLA Basketball, and author of My Personal Best

“Stephen Covey continues to amaze. With this book, he enables readers to take another giant step toward realizing the greatness that resides within ourselves and others. His 8th Habit is really a timeless principle of leadership—one of respect for the individual, an essential truth lost in a world that increasingly regards people as little more than a means of production. In a marketplace that is global and linked by seemingly infinite networks, Stephen helps us reveal and celebrate the unique greatness of the countless people who touch our lives every day. As the leader of 120,000 talented individuals in nearly 150 countries, I appreciate the distinction—and the framework for leadership that this learned man so freely shares.”

—William G. Parrett, Chief Executive Officer, Deloitte Touche Tohmatsu

“With The 8th Habit, Stephen Covey has taken leadership to a new, inspiring level. A book that all who aspire to leadership positions must read.”

—Arun Gandhi, President, M.K. Gandhi Institute for Nonviolence

“Great leaders know and appreciate the value of people. They don’t just listen to the opinions of others, they seek them out. They make sure every member of their team has the opportunity to make a meaningful, lasting contribution. They recognize that their most important responsibility as a leader is to develop their people, give them room to grow and inspire them to realize their full potential. This has long been our philosophy at Marriott, where we believe that if we take great care of our associates, they will take great care of our customers. Stephen Covey shares this philosophy, and his book The 8th Habit: From Effectiveness to Greatness is an excellent guide on how to be a stronger, more effective and truly inspiring leader.”

—J.W. Marriott, Jr., Chairman and CEO, Marriott International, Inc.

“As usual, Stephen R. Covey has excelled in focusing on what inspires the heart and at the same time gets the business done. The 8th Habit—to have peace of mind and intense focus—is essential.”

—Ram Charan, author of What the CEO Wants You to Know and coauthor of Execution: The Discipline of Getting Things Done

“I have been waiting more than a decade for the next phase of Stephen Covey’s work on The 7 Habits of Highly Effective People. The demands on my life have changed dramatically since I first read The 7 Habits and I needed another way to look at my life and my balance. I am inspired again!”

—Greg Coleman, EVP, Yahoo! Media and Sales

“The 8th Habit is a powerful, practical road map for progressing beyond effectiveness. Anyone who aspires to happiness and fulfillment should read this book.”

—Clayton M. Christensen, Robert and Jane Cizik Professor of Business Administration, Harvard Business School

“The Godfather of Leadership has done it one better! Stephen Covey’s The 8th Habit will provide you with the ultimate tool to discover your unmistakable voice in pursuit of your true vision.”

—Pat Croce, former President, Philadelphia 76ers (NBA), and bestselling author of I Feel Great and You Will Too! and Lead or Get Off the Pot!

“An absolute must-read for aspiring business executives who want to significantly increase their personal effectiveness in the workplace and at home. Covey has created a brilliant blueprint for both career and personal success in the new millennium.”

—Douglas R. Conant, President and CEO, Campbell Soup Co.

“The 8th Habit is filled with timeless principles that will help both individuals and organizations in their pursuit of excellence. Stephen’s latest insights are challenging and compelling. This book is a call to action for twenty-first-century leaders.”

—Tim Tassopoulos, Sr. Vice President, Operations, Chick-fil-A

“Stephen Covey’s new work resonates strongly with my belief that every individual and every organization has the potential to achieve and sustain greatness. He understands that greatness requires passion and passion must be driven by core business practices that foster and reward collaboration, growth and commitment.”

—Ann Livermore, Executive Vice President, Technology Solutions Group, HP

“I believe Stephen Covey has really captured the essence of what leadership is all about. The 8th Habit will turn out to be the most important one for successful executives.”

—Michael H. Jordan, Chairman and CEO, EDS
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To the humble, courageous, “great” ones among us who exemplify how leadership is a choice, not a position
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Chapter 1


THE PAIN

LISTEN TO THE VOICES:

“I’m stuck, in a rut.”

“I have no life. I’m burned out—exhausted.”

“No one really values or appreciates me. My boss doesn’t have a clue of all I’m capable of.”

“I don’t feel especially needed—not at work, not by my teenage and grown children, not by my neighbors and community, not by my spouse—except to pay the bills.”

“I’m frustrated and discouraged.”

“I’m just not making enough to make ends meet. I never seem to get ahead.”

“Maybe I just don’t have what it takes.”

“I’m not making a difference.”

“I feel empty inside. My life lacks meaning; something’s missing.”

“I’m angry. I’m scared. I can’t afford to lose my job.”

“I’m lonely.”

“I’m stressed out; everything’s urgent.”

“I’m micromanaged and suffocating.”

“I’m sick of all the backstabbing politics and kissing up.”

“I’m bored—just putting in my time. Most of my satisfactions come off the job.”

“I’m beat up to get the numbers. The pressure to produce is unbelievable. I simply don’t have the time or resources to do it all.”

“With a spouse who doesn’t understand and kids who don’t listen or obey, home is no better than work.”

“I can’t change things.”

THESE ARE THE VOICES of people at work and at home—voices of literally millions of parents, laborers, service providers, managers, professionals and executives all over the world who are fighting to make it in the new reality. The pain is personal, and it’s deep. You may relate with many of the statements yourself. As Carl Rogers once said, “What is most personal is most general.”1

Of course some people are engaged, contributing and energized in their work . . . but far too few. I frequently ask large audiences, “How many agree that the vast majority of the workforce in your organization possesses far more talent, intelligence, capability and creativity than their present jobs require or even allow?” The overwhelming majority of the people raise their hands, and this is with groups all over the world. About the same percentage acknowledge that they are under immense pressure to produce more for less. Just think about it. People face a new and increasing expectation to produce more for less in a terribly complex world, yet they are simply not allowed to use a significant portion of their talents and intelligence.

In no way is this pain more clearly or practically manifest in organizations than in their inability to focus on and execute their highest priorities. Using what we call the xQ (Execution Quotient) Questionnaire*, Harris Interactive, the originators of the Harris Poll, recently polled 23,000 U.S. residents employed full time within key industries† and in key functional areas.‡ Consider a few of their most stunning findings:

• Only 37 percent said they have a clear understanding of what their organization is trying to achieve and why.

• Only 1 in 5 was enthusiastic about their team’s and organization’s goals.

• Only 1 in 5 workers said they have a clear “line of sight” between their tasks and their team’s and organization’s goals.

• Only half were satisfied with the work they have accomplished at the end of the week.

• Only 15 percent felt that their organization fully enables them to execute key goals.

• Only 15 percent felt they worked in a high-trust environment.

• Only 17 percent felt their organization fosters open communication that is respectful of differing opinions and that results in new and better ideas.

• Only 10 percent felt that their organization holds people accountable for results.

• Only 20 percent fully trusted the organization they work for.

• Only 13 percent have high-trust, highly cooperative working relationships with other groups or departments.

If, say, a soccer team had these same scores, only four of the eleven players on the field would know which goal is theirs. Only two of the eleven would care. Only two of the eleven would know what position they play and know exactly what they are supposed to do. And all but two players would, in some way, be competing against their own team members rather than the opponent.

The data is sobering. It matches my own experience with people in organizations of every kind all around the world. Despite all our gains in technology, product innovation and world markets, most people are not thriving in the organizations they work for. They are neither fulfilled nor excited. They are frustrated. They are not clear about where the organization is headed or what its highest priorities are. They are bogged down and distracted. Most of all, they don’t feel they can change much. Can you imagine the personal and organizational cost of failing to fully engage the passion, talent and intelligence of the workforce? It is far greater than all taxes, interest charges and labor costs put together!

WHY AN 8TH HABIT?

The world has profoundly changed since The 7 Habits of Highly Effective People was published in 1989. The challenges and complexity we face in our personal lives and relationships, in our families, in our professional lives, and in our organizations are of a different order of magnitude. In fact, many mark 1989—the year we witnessed the fall of the Berlin Wall—as the beginning of the Information Age, the birth of a new reality, a sea change of incredible significance—truly a new era.

Many have asked whether the 7 Habits are still relevant in today’s new reality. My answer is always the same: The greater the change and more difficult the challenges, the more relevant they become. You see, the 7 Habits are about becoming highly effective. They represent a complete framework of universal, timeless principles of character and human effectiveness.

Being effective as individuals and organizations is no longer optional in today’s world—it’s the price of entry to the playing field. But surviving, thriving, innovating, excelling and leading in this new reality will require us to build on and reach beyond effectiveness. The call and need of a new era is for greatness. It’s for fulfillment, passionate execution, and significant contribution. These are on a different plane or dimension. They are different in kind—just as significance is different in kind, not in degree, from success. Tapping into the higher reaches of human genius and motivation—what we could call voice—requires a new mind-set, a new skill-set, a new tool-set ...a new habit.

The 8th Habit, then, is not about adding one more habit to the 7—one that somehow got forgotten. It’s about seeing and harnessing the power of a third dimension to the 7 Habits that meets the central challenge of the new Knowledge Worker Age. This 8th Habit is to Find Your Voice and Inspire Others to Find Theirs.
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Figure 1.1

The 8th Habit represents the pathway to the enormously promising side of today’s reality. It stands in stark contrast to the pain and frustration I’ve been describing. In fact, it is a timeless reality. It is the voice of the human spirit—full of hope and intelligence, resilient by nature, boundless in its potential to serve the common good. This voice also encompasses the soul of organizations that will survive, thrive and profoundly impact the future of the world.
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Figure 1.2

Voice is unique personal significance—significance that is revealed as we face our greatest challenges and which makes us equal to them.

As illustrated in Figure 1.2, voice lies at the nexus of talent (your natural gifts and strengths), passion (those things that naturally energize, excite, motivate and inspire you), need (including what the world needs enough to pay you for), and conscience (that still, small voice within that assures you of what is right and that prompts you to actually do it). When you engage in work that taps your talent and fuels your passion—that rises out of a great need in the world that you feel drawn by conscience to meet—therein lies your voice, your calling, your soul’s code.

There is a deep, innate, almost inexpressible yearning within each one of us to find our voice in life. The exponential, revolutionary explosion of the internet is one of the most powerful modern manifestations of this truth. The internet is perhaps the perfect symbol of the new world, of the Information/Knowledge Worker economy, and of the dramatic changes that have occurred. In their 1999 book, Cluetrain Manifesto, authors Locke, Levine, Searls and Weinberger put it this way:

All of us are finding our voices again. Learning how to talk to one another. . . . Inside, outside, there’s a conversation going on today that wasn’t happening at all five years ago and hasn’t been very much in evidence since the Industrial Revolution began. Now, spanning the planet via Internet and Worldwide Web, this conversation is so vast, so multifaceted, that trying to figure out what it is about is futile. It’s about a billion years of pent up hopes and fears and dreams coded in serpentine double helixes, the collective flashback déjà vu of our strange perplexing species. Something ancient, elemental, sacred, something very, very funny that’s broken loose in the pipes and wires of the twenty-first century.

. . . there are millions and millions of threads in this conversation, but at the beginning and end of each one is a human being. . . .

This fervid desire for the Web bespeaks a longing so intense that it can only be understood as spiritual. A longing indicates something is missing in our lives. What is missing is the sound of the human voice. The spiritual lure of the Web is the promise of the return of voice.2

Rather than further describe voice, let me illustrate it through the true story of one man. When I met Muhammad Yunus, founder of the Grameen Bank—a unique organization established for the sole purpose of extending microcredit to the poorest of the poor in Bangladesh—I asked him when and how he had gained his vision. He said he didn’t have any vision to begin with. He simply saw someone in need, tried to fill it, and the vision evolved. Muhammad Yunus’s vision of a povertyfree world was set in motion with an event on the streets of Bangladesh. While interviewing him for my syndicated column* on Leadership, he shared his story with me:

It all started twenty-five years ago. I was teaching economics at a university in Bangladesh. The country was in the middle of a famine. I felt terrible. Here I was, teaching the elegant theories of economics in the classroom with all the enthusiasm of a brand-new Ph.D. from the United States. But I would walk out of the classroom and see skeletons all around me, people waiting to die.

I felt that whatever I had learned, whatever I was teaching, was all make-believe stories, with no meaning for people’s lives. So I started trying to find out how people lived in the village next door to the university campus. I wanted to find out whether there was anything I could do as a human being to delay or stop the death, even for one single person. I abandoned the bird’s-eye view that lets you see everything from above, from the sky. I assumed a worm’s-eye view, trying to find whatever comes right in front of you—smell it, touch it, see if you can do something about it.

One particular incident took me in a new direction. I met a woman who was making bamboo stools. After a long discussion, I found out that she made only two U.S. pennies each day. I couldn’t believe anybody could work so hard and make such beautiful bamboo stools yet make such a tiny amount of profit. She explained to me that because she didn’t have the money to buy the bamboo to make the stools, she had to borrow from the trader—and the trader imposed the condition that she had to sell the product to him alone, at a price that he decided.

And that explains the two pennies—she was virtually in bonded labor to this person. And how much did the bamboo cost? She said, “Oh, about twenty cents. For a very good one twenty-five cents.” I thought, “People suffer for twenty cents and there is nothing anyone can do about it?” I debated whether I should give her twenty cents, but then I came up with another idea—let me make a list of people who needed that kind of money. I took a student of mine and we went around the village for several days and came up with a list of forty-two such people. When I added up the total amount they needed, I got the biggest shock of my life: It added up to twenty-seven dollars! I felt ashamed of myself for being part of a society which could not provide even twenty-seven dollars to forty-two hardworking, skilled human beings.

To escape that shame, I took the money out of my pocket and gave it to my student. I said, “You take this money and give it to those forty-two people that we met and tell them this is a loan, but they can pay me back whenever they are able to. In the meantime, they can sell their products wherever they can get a good price.”


All that is necessary for the triumph of evil is that good men do nothing.3

EDMUND BURKE



After receiving the money, they were very excited. And seeing that excitement made me think, “What do I do now?” I thought of the bank branch which was located on the campus of the university, and I went to the manager and suggested that he lend money to the poor people that I had met in the village. He fell from the sky! He said, “You are crazy. It’s impossible. How could we lend money to poor people? They are not creditworthy.” I pleaded with him and said, “At least give it a try, find out—it’s only a small amount of money.” He said, “No. Our rules don’t permit it. They cannot offer collateral, and such a tiny amount is not worth lending.” He suggested that I see the high officials in the banking hierarchy in Bangladesh.

I took his advice and went to the people who matter in the banking section. Everybody told me the same thing. Finally, after several days of running around, I offered myself as a guarantor. “I’ll guarantee the loan, I’ll sign whatever they want me to sign, and they can give me the money and I’ll give it to the people that I want to.”

So that was the beginning. They warned me repeatedly that the poor people who receive the money will never pay it back. I said, “I’ll take a chance.” And the surprising thing was, they repaid me every penny. I got very excited and came to the manager and said, “Look, they pay back, there’s no problem.” But he said, “Oh, no, they’re just fooling you. Soon they will take more money and never pay you back.” So I gave them more money, and they paid me back. I told this to him, but he said, “Well, maybe you can do it in one village, but if you do it in two villages it won’t work.” And I hurriedly did it in two villages—and it worked.

So it became a kind of struggle between me and the bank manager and his colleagues in the highest positions. They kept saying that a larger number, five villages probably, will show it. So I did it in five villages, and it only showed that everybody paid back. Still they didn’t give up. They said, “Ten villages. Fifty villages. One hundred villages.” And so it became a kind of contest between them and me. I came up with results they could not deny because it was their money I was giving, but they would not accept it because they are trained to believe that poor people are not reliable. Luckily, I was not trained that way so I could believe whatever I was seeing, as it revealed itself. But the bankers’ minds, their eyes were blinded by the knowledge they had.

Finally, I had the thought, Why am I trying to convince them? I am totally convinced that poor people can take money and pay it back. Why don’t we set up a separate bank? That excited me, and I wrote down the proposal and went to the government to get the permission to set up a bank. It took me two years to convince the government.

On October 2nd 1983, we became a bank—a formal, independent bank. And what excitement for all of us, now that we had our own bank and we could expand as we wished. And expand we did.


When you are inspired by some great purpose, some extraordinary project, all your thoughts break their bounds. Your mind transcends limitations, your consciousness expands in every direction, and you find yourself in a new, great and wonderful world.

THE YOGA SUTRAS OF PATANJALI



Grameen Bank now works in more than 46,000 villages in Bangladesh, through 1,267 branches and over 12,000 staff members. They have lent more than $4.5 billion, in loans of twelve to fifteen dollars, averaging under $200. Each year they lend about half a billion dollars. They even lend to beggars to help them come out of begging and start selling. A housing loan is three hundred dollars. These are small numbers to those of us in business. But think in terms of the individual impact: To lend $500 million annually required 3.7 million people, 96 percent of whom are women, to make a decision that they could and would take steps to change their lives and the lives of their families; 3.7 million people had to decide that they were capable of creating change; 3.7 million people survived the sleepless night to show up trembling but committed at the Grameen office the next morning. At the heart of this empowerment lies individual women who chose individually and in synergistic norm-producing groups to become self-reliant, independent entrepreneurs producing goods out of their own homes or neighborhoods or backyards to become economically viable and successful. They found their voices.

As I have studied and interviewed some of the world’s great leaders, I noticed that their sense of vision and voice has usually evolved slowly. I am sure there are exceptions. Some may have a vision of what is possible suddenly burst upon their consciousness. But generally speaking, I find that vision comes as people sense human need and respond to their conscience in trying to meet that need. And when they meet that need, they see another, and meet that, and on and on. Little by little, they begin to generalize this sense of need and start thinking of ways to institutionalize their efforts so they can be sustained.

Muhammad Yunus is an example of a man who did exactly that—sensed human need and responded to conscience by applying his talent and passion to meet that need—first personally, then in building trust and searching for creative solutions to problems, and finally by institutionalizing the capacity to fill the needs of society through an organization. He found his voice in inspiring others to find theirs. The microcredit movement is now spreading across the world.


Few of us can do great things, but all of us can do small things with great love.

MOTHER TERESA



THE PAIN—THE PROBLEM—THE SOLUTION

I’ve begun by describing the pain of the workforce. It is felt by people at every level of every kind of organization. It is felt in families, in communities and in society generally.

The purpose of this book is to give you a road map that will lead you from such pain and frustration to true fulfillment, relevance, significance and contribution in today’s new landscape—not only in your work and organization, but also in your whole life. In short, it will lead you to find your voice. If you so choose, it will also lead you to greatly expand your influence regardless of your position—inspiring others you care about, your team and your organization to find their voices and increase manyfold their effectiveness, growth and impact. You will discover that such influence and leadership comes by choice, not from position or rank.

The best and often only way to break through pain to a lasting solution is to first understand the fundamental problem causing the pain. In this case, much of the problem lies in behavior that flows out of an incomplete or deeply flawed paradigm or view of human nature—one that undermines people’s sense of worth and straitjackets their talents and potential.

The solution to the problem is like most significant breakthroughs in human history—it comes from a fundamental break with old ways of thinking. The promise of this book is that if you will be patient and pay the price of understanding the root problem and then set a course of living the timeless, universal principles embodied in the solution outlined in this book, your influence will steadily grow from the inside-out; you will find your voice and will inspire your team and organization to find theirs in a dramatically changed world.

Chapter 1 has briefly touched on the painful reality.

Chapter 2 identifies the core problem. Understanding this deeply entrenched problem will shed a profound light on the challenges we face personally, in our family and work relationships and in the organizations in which we spend much of our lives. It will require some mental effort—twelve pages’ worth. But the investment of delving into the human side of what has happened in organizations over the last century will give you the key paradigm for the rest of the book and will begin to give you wisdom, guidance and power in dealing with many of the most significant personal and relationship challenges and opportunities you face. So hang in there; it will be worth it.

Chapter 3 provides an overview of the 8th Habit solution that unfolds in the remainder of the book and a brief section on how to get the most out of this book.


FILM: Legacy


Before moving on to the next chapter, I would like to invite you to first view a little three-minute film called Legacy. It has been shown in movie theaters across the United States. It will give you a few moments to reflect on the core elements of your voice and four corresponding universal human needs—living, loving, learning and leaving a legacy. It will subtly communicate the book’s one basic model or paradigm discussed in the next chapter—the WHOLE PERSON model.

In most of the chapters of this book I will refer to a short film like this one, which attempts to teach the essence of the content of that chapter. You may view these films—many of which have won prestigious national and international film awards—free of charge at www.The8thHabit.com/offers. If you would like your own copy of this book’s companion DVD containing all the films mentioned in the book, you may order it via the website at no charge, excluding shipping and handling. The films, some true to life and others fictionalized, are powerful and charged with emotion. I’m convinced that they will enable you to better see, feel and understand this material. I also believe you’ll enjoy, and find tremendous value in, them. If you’re not interested in the films, that’s fine. Just skip the references to them and read on.

Now simply go to www.The8thHabit.com/offers and select Legacy from the Films menu. Enjoy.



* For a more detailed summary of the results of the Harris Interactive study of 23,000 workers, managers and executives who took the xQ Questionnaire, see Appendix 6: xQ Results.

† Key industries include: accommodation/food services, automotive, banking/finance, communications, education, health care, military, public administration/government, retail trade, technology services, and telecommunications.

‡ Key functional areas include: accounting, administrative assistant/secretary, advertising/marketing professional, business executive, computer specialist, education administrator, financial professional, government professional, health care professional, and sales agent/representative.

* New York Times Syndicate.



Chapter 2


THE PROBLEM

When the infrastructure shifts, everything rumbles.1

STAN DAVIS

WE ARE WITNESSES TO one of the most significant shifts in human history. Peter Drucker, one of the greatest management thinkers of our time, puts it this way: “In a few hundred years, when the history of our time is written from a long-term perspective, it is likely that the most important event those historians will see is not technology, not the Internet, not e-commerce. It is an unprecedented change in the human condition. For the first time—literally—substantial and rapidly growing numbers of people have choices. For the first time, they will have to manage themselves.

“And society is totally unprepared for it.”2

TO UNDERSTAND THE CORE problem and the profound implications of Drucker’s prophetic statement, we must look first at the context of history—namely, the five ages of civilization’s voice: first, the Hunter and Gatherer Age; second, the Agricultural Age; third, the Industrial Age; fourth, the Information/Knowledge Worker Age; and finally, an emerging Age of Wisdom.

Imagine for a moment that you take a step back in time and are a hunter and a gatherer of food. Each day you go out with a bow and arrow or stones and sticks to gather food for your family. That’s all you’ve ever known, seen and done to survive. Now imagine someone comes up to you and tries to persuade you to become what he calls a “farmer.” What do you think your response would be?
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Figure 2.1

You see him go out and scratch the earth and throw little seeds into the ground and you see nothing; you see him watering the soil and removing weeds and still you see nothing. But eventually you see a great harvest. You notice his yield as a “farmer” is fifty times greater than yours as a hunter and gatherer, and you are considered one of the best. What would you do? You would likely say to yourself, “Even if I wanted to, I couldn’t do that. I don’t have the skills and I don’t have the tools.” You just wouldn’t know how to work that way.

Now the farmer is so productive that you see him making enough money to send his kids to school and give them great opportunities. You are barely surviving. Little by little, you’re drawn to go through the intense learning process of becoming a farmer. You raise your children and grandchildren as farmers. That’s exactly what happened in our early history. There was a downsizing of hunters and gatherers of over 90 percent; they lost their jobs.

Several generations pass, and along comes the Industrial Age. People build factories and learn specialization, delegation and scalability. They learn how to take raw materials through an assembly line with very high levels of efficiency. The productivity of the Industrial Age goes up fifty times over the family farm. Now if you were a farmer producing fifty times more than hunters and gatherers and all of a sudden you see an industrial factory rise up and start outproducing the family farm by fifty times, what would you say? You might be jealous, even threatened. But what would you need to be a player in the Industrial Age? You would need a completely new skill-set and tool-set. More importantly, you’d need a new mind-set—a new way of thinking. The fact is that the factory of the Industrial Age produced fifty times more than the family farm, and over time, 90 percent of the farmers were downsized. Those who survived in farming took the Industrial Age concept and created the industrialized farm. Today, only 3 percent of the people in the United States are farmers, who produce most of the food for the entire country and much of the world.

Do you believe that the Information/Knowledge Worker Age we’re moving into will outproduce the Industrial Age fifty times? I believe it will. We’re just barely beginning to see it. It will outproduce it fifty times—not twice, not three or ten times, but fifty. Nathan Myhrvold, former chief technology officer at Microsoft, puts it this way: “The top software developers are more productive than average software developers not by a factor of 10X or 100X or even 1000X but by 10,000X.”

Quality knowledge work is so valuable that unleashing its potential offers organizations an extraordinary opportunity for value creation. If that is true, just think of the value of unleashing the potential of your children. Knowledge work leverages all of the other investments that an organization or a family has already made. In fact, knowledge workers are the link to all of the organization’s other investments. They provide focus, creativity, and leverage in utilizing those investments to better achieve the organization’s objectives.

Do you believe the Knowledge Worker Age will eventually bring about a downsizing of up to 90 percent of the Industrial Age workforce? I believe it. Current outsourcing and unemployment trends are just the tip of the iceberg. In fact, these trends have become a very hot political issue. But the reality is that much of our losses in Industrial Age jobs have less to do with government policy and free trade agreements than they do with the dramatic shift in our economy to the Knowledge Worker Age. Do you think it will be threatening to today’s workforce to learn the new mind-set, the new skill-set, and the new tool-set of this new age? Imagine what it will take. Imagine what it will take for you—what it will take to be a player in this new era. Imagine what it will require of your organization!

Drucker compares the Industrial—Manual Worker Age with today’s Knowledge Worker Age this way:

The most important, and indeed the truly unique, contribution of management in the 20th century was the fifty-fold increase in the productivity of the MANUAL WORKER in manufacturing.

The most important contribution management needs to make in the 21st century is similarly to increase the productivity of KNOWLEDGE WORK and the KNOWLEDGE WORKER.

The most valuable assets of a 20th-century company were its production equipment. The most valuable asset of a 21st-century institution, whether business or non-business, will be its knowledge workers and their productivity.3

The great historian Arnold Toynbee said that you could pretty well summarize the history of society and the institutions in it in four words: Nothing fails like success. In other words, when you have a challenge and the response is equal to the challenge, that’s called success. But once you have a new challenge, the old, once-successful response no longer works. That’s why it’s called a failure. We live in a Knowledge Worker Age but operate our organizations in a controlling Industrial Age model that absolutely suppresses the release of human potential. Voice is essentially irrelevant. This is an astounding finding. The mind-set of the Industrial Age that still dominates today’s workplace will simply not work in the Knowledge Worker Age and new economy. And the fact is, people have taken this same controlling mind-set home. So often it dominates the way we communicate and deal with our spouses and the way we try to manage, motivate and discipline our children.

THE THING MIND-SET OF THE INDUSTRIAL AGE

The main assets and primary drivers of economic prosperity in the Industrial Age were machines and capital—things. People were necessary but replaceable. You could control and churn through manual workers with little consequence—supply exceeded demand. You just got more able bodies that would comply with strict procedures. People were like things—you could be efficient with them. When all you want is a person’s body and you don’t really want their mind, heart or spirit (all inhibitors to the free-flowing processes of the machine age), you have reduced a person to a thing.

So many of our modern management practices come from the Industrial Age.

It gave us the belief that you have to control and manage people.

It gave us our view of accounting, which makes people an expense and machines assets. Think about it. People are put on the P&L statement as an expense; equipment is put on the balance sheet as an investment.

It gave us our carrot-and-stick motivational philosophy—the Great Jackass technique that motivates with a carrot in front (reward) and drives with a stick from behind (fear and punishment).

It gave us centralized budgeting—where trends are extrapolated into the future and hierarchies and bureaucracies are formed to drive “getting the numbers”—an obsolete reactive process that produces “kiss-up” cultures bent on “spending it so we won’t lose it next year” and protecting the backside of your department.

All these practices and many, many more came from the Industrial Age—working with manual workers.

The problem is, managers today are still applying the Industrial Age control model to knowledge workers. Because many in positions of authority do not see the true worth and potential of their people and do not possess a complete, accurate understanding of human nature, they manage people as they do things. This lack of understanding also prevents them from tapping into the highest motivations, talents and genius of people. What happens when you treat people like things today? It insults and alienates them, depersonalizes work, and creates low-trust, unionized, litigious cultures. What happens when you treat your teenage children like things? It, too, insults and alienates, depersonalizes precious family relationships and creates low trust, contention and rebellion.

THE DOWNWARD SPIRAL OF CODEPENDENCY

What happens when you manage people like things? They stop believing that leadership can become a choice. Most people think of leadership as a position and therefore don’t see themselves as leaders. Making personal leadership (influence) a choice is like having the freedom to play the piano. It is a freedom that has to be earned—only then can leadership become a choice.

Until then, people think that only those in positions of authority should decide what must be done. They have consented, perhaps unconsciously, to being controlled like a thing. Even if they perceive a need, they don’t take the initiative to act. They wait to be told what to do by the person with the formal title, and then they respond as directed. Consequently, they blame the formal leader when things go wrong and give him or her the credit when things go well. And they are thanked for their “cooperation and support.”

This widespread reluctance to take initiative, to act independently, only fuels formal leaders’ imperative to direct or manage their subordinates. This, they believe, is what they must do in order to get followers to act. And this cycle quickly escalates into codependency. Each party’s weakness reinforces and ultimately justifies the other’s behavior. The more a manager controls, the more he/she evokes behaviors that necessitate greater control or managing. The codependent culture that develops is eventually institutionalized to the point that no one takes responsibility. Over time, both leaders and followers confirm their roles in an unconscious pact. They disempower themselves by believing that others must change before their own circumstances can improve. The same cycle reappears in families between parents and children.

This silent conspiracy is everywhere. Not many people are brave enough to even recognize it in themselves. Whenever they hear the idea, they instinctively look outside themselves. When I teach this material to large audiences, I often pause after a couple of hours and ask the question, “How many like this material, but feel that the people who really need it aren’t here?” They usually explode in laughter, but most hands go up.

Perhaps you, too, are thinking that the people who really need a book like this aren’t reading it. That very thought reveals codependency. If you look at this material through the weaknesses of another, you disempower yourself and empower their weakness to continue to suck initiative, energy and excitement from your life.


FILM: Max & Max


Before moving deeper, I would like to illustrate the nature of the problem we’ve been discussing with a great little film called Max & Max. It’s the fictional story of Max the hunting dog and Max the customer service rep. It’s also a story about a boss by the name of Mr. Harold, who manages his employees, including his new hire Max, like he does his dog Max.

The setting of this short movie is the workplace. But remember, everyone has a workplace. For students, teachers and administrators, it is a school. For many it is a place of business, community or government service. For families it is the home. For yet others it is in the community, church, synagogue or mosque. So this is not just about work, it is about human relationships and interactions between people united in a common purpose. I challenge you to translate the setting of this film into every other area you give your life to with others.

People so relate and resonate with this film both organizationally and personally. I invite you to watch Max & Max now by going to www.The8thHabit.com/offers and selecting Max & Max from the Films menu.

NOW THINK ABOUT the film you just watched. Max, like most of us when we begin a new job, is full of passion, enthusiasm and fire. When he takes initiative to get and keep customers, Mr. Harold takes a piece of hide off him. Max is micromanaged and controlled to the point that his spirit is broken, he becomes gun-shy, and he loses his vision of his purpose, potential and freedom to choose. He’s lost his voice. He swears never to take initiative again. Max the person gets into a codependent mind-set with Mr. Harold, and you can see him gradually becoming like Max the dog—just waiting for his next command. You might be tempted to blame the problem on Mr. Harold, but notice that his boss treats him just the same way he treats Max. Such insulting micromanaging is endemic throughout the whole company. The whole culture is codependent. No one is exercising leadership (initiative and influence) because everyone assumes leadership is a function of position.

The truth is, most organizations are not too unlike Max and Mr. Harold’s. Even the best organizations I’ve worked with over the last forty years are absolutely filled with problems. The pain from these problems and challenges is becoming much more acute because of the changes taking place in the world. Just like with Max & Max, such challenges generally fall into three categories: organizational, relationship and personal.

At the organizational level, a controlling management philosophy drives performance, communication, compensation/reward, training, information and other core systems that suppress human talent and voice. This control philosophy has its roots in the Industrial Age and has become the dominant management mind-set of those in positions of authority across all industries and professions. Again, I call it the “Thing” Mind-set of the Industrial Age.

At the relationship level, again, most organizations are filled with codependency. There is a fundamental lack of trust, and many lack the skill and mind-set to work out their differences in authentic, creative ways. Though organizational systems and controlling management practices do much to foster this codependency, the problem is compounded by the fact that so many people have been raised being compared to others at home and competing against others in school, in athletics and in the workplace. These powerful influences cultivate a scarcity mentality, so that many people have a hard time being genuinely happy for the successes of others.

At the personal level, these organizations are filled with bright, talented, creative people at every level who feel straitjacketed, undervalued and uninspired. They are frustrated and don’t believe they have the power to change things.

THE POWER OF A PARADIGM

Author John Gardner once said, “Most ailing organizations have developed a functional blindness to their own defects. They are not suffering because they cannot resolve their problems, but because they cannot see their problems.” Einstein put it this way: “The significant problems we face cannot be solved at the same level of thinking we were at when we created them.”

These statements underscore one of the most profound learnings of my life: If you want to make minor, incremental changes and improvements, work on practices, behavior or attitude. But if you want to make significant, quantum improvement, work on paradigms. The word paradigm stems from the Greek word paradeigma, originally a scientific term but commonly used today to mean a perception, assumption, theory, frame of reference or lens through which you view the world. It’s like a map of a territory or city. If inaccurate, it will make no difference how hard you try to find your destination or how positively you think—you’ll stay lost. If accurate, then diligence and attitude matter. But not until.

For instance, how did they attempt to heal people in the Middle Ages? Bloodletting. What was the paradigm? The bad stuff is in the blood; get it out. Now if you did not question this paradigm, what would you do? Do more. Do it faster. Do it more painlessly. Go into TQM or Six Sigma on bloodletting. Do statistical quality controls, variance analysis. Do strategic feasibility studies and organize around brilliant marketing plans so that you can advertise, “We have the highest-quality, world-class bloodletting unit in the world!” Or you might take people into the mountains and let them do free falls off cliffs into each other’s arms so when they return to the bloodletting unit of the hospital they’ll work with more love and trust. Or you might let members of the bloodletting unit sit around in hot tubs and explore their psyches with each other so that they develop authenticity in their communication. You might even teach positive thinking to your patients, as well as your employees, so the positive energy is optimized when bloodletting takes place.

Can you imagine what happened when the germ theory was discovered—when Semmelweis of Hungary, Pasteur of France, and other empirical scientists discovered that germs are a primary cause of disease? It immediately explained why women wanted to be delivered by midwives. The midwives were cleaner. They washed. It explained why more men on war’s battlefields were dying from staph infections than bullets. The disease was spread behind the front ranks through germs. The germ theory opened whole new fields of research. It guides health care practices to the present day.

That’s the power of an accurate paradigm. It explains, and then it guides. But the problem is that paradigms, like traditions, die hard. Flawed paradigms go on for centuries after a better one is discovered. For instance, though history books talk about George Washington dying of a throat infection, he probably died of bloodletting. The throat infection was the symptom of something else. Since the paradigm was that the bad stuff was in the blood, they took from him several pints of blood in a twenty-four-hour period. You and I are counseled not to give more than one pint every two months if we’re well.

The new Knowledge Worker Age is based on a new paradigm, one entirely different than the thing paradigm of the Industrial Age. Let’s call it the Whole-Person Paradigm.

THE WHOLE-PERSON PARADIGM

At the core, there is one simple, overarching reason why so many people remain unsatisfied in their work and why most organizations fail to draw out the greatest talent, ingenuity and creativity of their people and never become truly great, enduring organizations. It stems from an incomplete paradigm of who we are—our fundamental view of human nature.

The fundamental reality is, human beings are not things needing to be motivated and controlled; they are four dimensional—body, mind, heart and spirit.
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Figure 2.2

If you study all philosophy and religion, both Western and Eastern, from the beginning of recorded history, you’ll basically find the same four dimensions: the physical/economic, the mental, the social/emotional and the spiritual. Different words are often used, but they reflect the same four universal dimensions of life. They also represent the four basic needs and motivations of all people illustrated in the film in the first chapter: to live (survival), to love (relationships), to learn (growth and development) and to leave a legacy (meaning and contribution)—see figure 2.3.
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Figure 2.3

PEOPLE HAVE CHOICES

So what’s the direct connection between the controlling “thing” (part-person) paradigm that dominates today’s workplace and the inability of managers and organizations to inspire their people to volunteer their highest talents and contributions? The answer is simple. People make choices. Consciously or subconsciously, people decide how much of themselves they will give to their work depending on how they are treated and on their opportunities to use all four parts of their nature. These choices range from rebelling or quitting to creative excitement:
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Figure 2.4

Now consider for a moment which of these six choices listed in figure 2.4—rebel or quit, malicious obedience, willing compliance, cheerful cooperation, heartfelt commitment or creative excitement—you would make under the following five scenarios:

First, you are not treated fairly. That is, there are a lot of politics at play in your organization; there is nepotism; the pay system doesn’t seem fair and just; your own pay does not accurately reflect the level of your contribution. What would your choice be?

Second, let’s say that you are treated fairly in terms of your pay, but you are not treated kindly. That is, you are not respected; your treatment is inconsistent, arbitrary, capricious, perhaps largely dictated by the mood of your boss. What would your choice be?

Third, let’s say that you are paid fairly and treated kindly, but when your opinion is wanted, it is given to you. In other words, your body and heart are valued, but not your mind. What would your choice be?

Fourth, now let’s say that you are paid fairly (body), treated kindly (heart), involved creatively (mind), but you are asked to dig a hole and fill it again, or to fill out reports that no one ever sees or uses. In other words, the work is meaningless (spirit). What would your choice be?

Fifth, now let’s say that you are paid fairly, treated kindly, and involved creatively in meaningful work, but that there is a lot of lying and cheating going on with customers and suppliers, including other employees (spirit). What would your choice be?

Now notice we went through all four parts of the whole-person paradigm—body, mind, heart and finally spirit (spirit being divided in two parts—the meaninglessness of the work and the unprincipled way that it was done). The point is, if you neglect any one of the four parts of human nature, you turn a person into a thing, and what do you do with things? You have to control, manage and carrot-and-stick them in order to motivate them.
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Figure 2.5

I have asked these five questions all around the world in different settings, and almost inevitably, the answer falls into the bottom three categories—people would rebel or quit, maliciously obey (meaning they’ll do it but hope it doesn’t work), or at best willingly comply. But in today’s Information/Knowledge Worker Age, only one who is respected as a whole person in a whole job—one who is paid fairly, treated kindly, used creatively and given opportunities to serve human needs in principled ways (see figure 2.5)—makes one of the upper three choices of cheerful cooperation, heartfelt commitment or creative excitement (see again figure 2.4).


    Identity is destiny.



Can you begin to see the how the core problems in the workplace today and the core solution to those problems lie in our paradigm of human nature? Can you see how many of the solutions to the problems in our homes and communities lie in this same paradigm? This Industrial Age “thing” paradigm and all the practices that flow from it are the modern-day equivalent of bloodletting. A comprehensive description of four chronic problems in organizations caused by neglecting the four parts of human nature and the solution involving four roles of leadership influence will follow, beginning with chapter 6. We move first, however, to the individual response and solution to the pain and problems we’ve discussed.



Chapter 3


THE SOLUTION

There is nothing so powerful as an idea whose time has come.

VICTOR HUGO

HENRY DAVID THOREAU once wrote, “There are a thousand hacking at the branches of evil to one who is striking at the root.”1 This book is dedicated to striking at the root of the significant problems we face.

We’ve started with the pain; we’ve explored the underlying problem—one that has personal roots and that involves a deeply imbedded paradigm and set of traditions in the workplace. Now let’s set the context for the solution and give an overview of how it will be unfolded in the remainder of the book.

I’VE WORKED WITH ORGANIZATIONS around the world for over forty years and have been a student of the findings of the great minds who have studied organizations. Most of the great cultural shifts—ones that have built great organizations that sustain long-term growth, prosperity and contribution to the world—started with the choice of one person. Sometimes that one person was the formal leader—the CEO or president. Very often it started with someone else—a professional, a line manager, someone’s assistant. Regardless of their position, these people first changed themselves from the inside out. Their character, competence, initiative and positive energy—in short, their moral authority—inspired and lifted others. They possessed an anchored sense of identity, discovered their strengths and talents, and used them to meet needs and produce results. People noticed. They were given more responsibility. They magnified the new responsibility and again produced results. More and more people sat up and noticed. Top people wanted to learn of their ideas—how they accomplished so much. The culture was drawn to their vision and to them.

People like this just don’t get sucked into or pulled down for long by all the negative, demoralizing, insulting forces in the organization. And interestingly, their organizations are no better than most organizations. To some degree, they’re all a mess. These people just realize that they can’t wait for their boss or the organization to change. They become an island of excellence in a sea of mediocrity. And it’s contagious.

Where does a person get such internal strength to swim against the current and to withstand negative cultural provocations, subordinate selfish interests and develop and sustain such vision and determination?

They learn of their true nature and gifts. They use them to develop a vision of great things they want to accomplish. With wisdom they take initiative and cultivate great understanding of the needs and opportunities around them. They meet those needs that match their unique talents, that tap their higher motivations and that make a difference. In short, they find and use their voice. They serve and inspire others. They apply PRINCIPLES that govern growth and prosperity in human beings AND in organizations—principles that draw the highest and best from a “whole person”—body, mind, heart and spirit. Equally significant, they also choose to influence and inspire others to find their voice through these principles as well.

This two-part solution—Find Your Voice and Inspire Others to Find Theirs—is a road map for individuals at ANY level of an organization to maximize their fulfillment and influence, become an irreplaceable contributor,* and inspire their team and the broader organization to do the same. Accordingly, the book is organized into two main sections:

1. Find Your Voice

2. Inspire Others to Find Their Voice

Let’s briefly introduce each.


FIND YOUR VOICE



Two roads diverged in a wood, and I—

    I took the one less traveled by,

    And that has made all the difference.2

ROBERT FROST



Figure 3.1 illustrates two dramatically different roads of life and is the simple outline or map of the 8th Habit: Find Your Voice and Inspire Others to Find Theirs. This Two Roads diagram will appear at the beginning of the remaining chapters through chapter 14. Each new version of the developing diagram will highlight the focus of that chapter. In this way you will see where you are, where you’ve been and where you are headed.

EVERYONE CHOOSES ONE of two roads in life—the old and the young, the rich and the poor, men and women alike. One is the broad, well-traveled road to mediocrity, the other the road to greatness and meaning. The range of possibilities that exists within each of these two destinations is as wide as the diversity of gifts and personalities in the human family. But the contrast between the two destinations is as the night is to the day.
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Figure 3.1

The path to mediocrity straitjackets human potential. The path to greatness unleashes and realizes human potential. The path to mediocrity is the quick-fix, short-cut approach to life. The path to greatness is a process of sequential growth from the inside out. Travelers on the lower path to mediocrity live out the cultural “software” of ego, indulgence, scarcity, comparison, competitiveness and victimism. Travelers on the upper path to greatness rise above negative cultural influences and choose to become the creative force of their lives. One word expresses the pathway to greatness. Voice. Those on this path find their voice and inspire others to find theirs. The rest never do.

THE SOUL’S SEARCH FOR MEANING

Deep within each one of us there is an inner longing to live a life of greatness and contribution—to really matter, to really make a difference. We may doubt ourselves and our ability to do so, but I want you to know of my deep conviction that you can live such a life. You have the potential within you. We all do. It is the birthright of the human family.

I once visited with the commander of a military base who was truly on fire with his commitment to undertake a significant cultural change inside his organization. He had been in the service for over thirty years, was a full colonel, and was eligible for retirement that very year. After he had been teaching and training his organization for many months I asked him why he planned to stay on and undertake such a major initiative—one that would require swimming upstream against the tremendous resisting forces of tradition, lethargy, indifference and low trust. I even said to him, “You could relax. You’d have a good retirement. Award banquets would be held in your honor. Loved ones and associates would celebrate you.”

He became very sober, paused for a long time and then decided to share with me a very personal, almost sacred, experience. He said that his father had recently passed away. When the father was on his deathbed, he called his wife and son (the colonel) to him to say good-bye. He could barely speak. His wife wept during the entire visit; the son drew down close to his father, and his father whispered into his ear, “Son, don’t do life like I did. I didn’t do right by you or by your mother and never really made a difference. Son, promise me you won’t do life like I did.”

Those were the last words the colonel heard from his father, who passed away shortly thereafter. But he regarded them as the greatest gift and legacy his father could have ever given him. He made his mind up then and there that he was going to make a difference—in every area of his life.

LATER THE COLONEL told me privately that he had been planning to retire and relax. In fact, he had secretly hoped that his successor would not do as well as he had and that this would be obvious and apparent to all. But when he had this epiphany with his father, he determined not only to become a change catalyst in building principles of enduring leadership into the culture of his command but also to see to it that his successor would be more successful than he had been. By striving to institutionalize these leadership principles into the structures, systems and processes of his organization, he would increase the likelihood of passing on his legacy one leader-generation to another.

He said further, that up until that experience with his father, he had knowingly taken the easier road, acting basically in a custodial role in the traditions of the past, and that he had chosen a life of mediocrity. But with his father, he resolved, as never before, to live a life of greatness, a life of real contribution, a life of significance—one that really made a difference.

All of us can consciously decide to leave behind a life of mediocrity and to live a life of greatness—at home, at work and in the community. No matter what our circumstances may be, such a decision can be made by every one of us—whether that greatness is manifest by choosing to have a magnificent spirit in facing an incurable disease, by simply making a difference in the life of a child, giving that child a sense of worth and potential, by becoming a change-catalyst inside an organization, or by becoming an initiator of a great cause in society. We all have the power to decide to live a great life, or even simpler, to have not only a good day but a great day. No matter how long we’ve walked life’s pathway to mediocrity, we can always choose to switch paths. Always. It’s never too late. We can find our voice.

ONCE YOU MAKE the choice to follow this “road less traveled,” the pathway to finding your own voice is to:

1. Discover Your Voice by coming to understand your true nature—what I call three magnificent birth-gifts (chapter 4) and by developing and using with integrity the intelligence tied to each of the four parts of your nature.

2. Express Your Voice by cultivating the highest manifestations of these human intelligences—vision, discipline, passion and conscience (chapter 5).


FILM: Discovery of a Character


I would like to share with you a powerful, true story that embodies this process of finding your voice. Several years ago, our firm participated with our local PBS station in broadcasting a video dramatization we developed and filmed in England. The central figure in this remarkable story is an Englishman who transcended a childhood spent as a street urchin to become a reasonably successful writer with a nice home and a loving family. At the time of the story, however, he had developed “writer’s block.” It seemed his creativity had turned off. His debts were mounting. He was under tremendous deadline pressure from the publisher. He was becoming more and more depressed. He began to fear that his own children would end up on the streets like so many he saw around, like he, himself, had as a youth—particularly when his father was in debtor’s prison.

He was discouraged. He couldn’t sleep. He began to spend his nights walking the streets of London. He saw the poverty, the inhumane conditions of children working nights in the factories, the terrible struggle of parents trying to eke out a living for their families. Gradually, the full reality of what he was seeing began to hit him—the impact of selfishness and greed and those who would take advantage of others. An idea touched his heart and began to grow in his mind. There was something he could do that would make a difference!

He returned to his writing with an energy and enthusiasm he had never known. The vision of contribution impassioned and consumed him. He no longer felt doubt or discouragement. He didn’t worry about his own financial concerns. He wanted to get this story out, to make it as inexpensive as possible, to make it available to as many people as possible. His whole life had changed. He’d truly found his voice.

I invite you now to watch a brief film that dramatizes this remarkable man’s true experience. You can view it by going to www.The8thHabit.com/offers and selecting Discovery of a Character from the Films menu.

INSPIRE OTHERS TO FIND THEIR VOICE

Once you’ve found your own voice, the choice to expand your influence, to increase your contribution, is the choice to inspire others to find their voice. Inspire (from the Latin inspirare) means to breathe life into another. As we recognize, respect and create ways for others to give voice to all four parts of their nature—physically, mentally, emotionally/socially and spiritually—latent human genius, creativity, passion, talent and motivation are unleashed. It will be those organizations that reach a critical mass of people and teams expressing their full voice that will achieve next-level breakthrough in productivity, innovation and leadership in the marketplace and society.

Part 2 of The 8th Habit begins with chapter 6. It is to Inspire Others to Find Their Voice. Since most of the world’s work is done in organizations, the focus is on principles you can apply to positively influence others in any organization (business, education, government, military, community, even family).

Most likely, you will also have many practical “yeah, but” questions come to your mind. To assist you, you will find a brief section of commonly asked questions and my responses at the end of each remaining chapter. I hope they are helpful to you, but feel free to skip them if you are not interested. Following the last chapter of the book you will also find a “chapter” dedicated to questions and answers that are more general and comprehensive in nature.

GETTING THE MOST OUT OF THIS BOOK: LEARNING BY TEACHING AND DOING

If you would like to get the most out of this book and initiate powerful change and growth in your life and organization, I recommend two simple ideas to you. If you will do these two things, I guarantee dramatic results. The first is to teach others what you learn; the second is to systematically apply what you learn—to do it!

Teach and Share As You Go

Almost everyone acknowledges you learn best when you teach another and that your learning is internalized when you live it.

While teaching at the university years ago, I met a visiting professor, Dr. Walter Gong, from San Jose, California. He taught a one-semester class for faculty entitled How to Improve Your Teaching. The essence of his program was this great principle: The best way to get people to learn is to turn them into teachers. In other words, you learn the material best when you teach it.

I immediately started to apply that principle in my work and at home. When I first started university teaching, my classes only had about fifteen to thirty students. When I started applying Dr. Gong’s principle, I found that I could effectively teach many more students; in fact, some of my classes were packed with nearly a thousand students, and yet the students’ performance and test scores actually went up. Why? When you teach you simply learn better. Every student becomes a teacher, and every teacher a student.

Now, the common paradigm is that the teacher-student ratio is critical—fewer students means higher-quality teaching. But if you turn your students into teachers, you gain leverage. You move the fulcrum over.

Also when you teach or share what you’re learning with others, you implicitly commit socially to live what you teach. You will naturally be more motivated to live what you’re learning. This sharing will be a basis for deepening learning, commitment and motivation, making change legitimate, and enrolling a support team. You will also find that sharing creates bonding with people—especially with your children. Have them regularly teach you what they are learning in school. My wife, Sandra, and I have found that doing this simple thing essentially eliminates any need for external motivation with their studies. Those who teach what they are learning are, by far, the greatest students.


Integrate What You Learn into Your Life


To know and not to do, is really not to know. To learn and not to do is not to learn. In other words, to understand something but not apply it is really not to understand it. It is only in the doing, the applying, that knowledge and understanding are internalized. For instance, you could study tennis as a sport by reading books and hearing lectures, but until you’ve actually played it, you wouldn’t really know the sport. To know and not to do is not to know.


Self-knowledge is best learned, not by contemplation, but by action. Strive to do your duty and you will soon discover of what stuff you are made.

JOHANN GOETHE



There are at least four approaches you could take in applying what you learn in this book:

1. The first would be to simply read the book straight through. Then decide what you want to apply in your life and work. This is the way most people approach a book. It reflects the desire many of us have to get emotionally or mentally connected with a flow of ideas in a book and then run with it.

2. The second approach would be to read through the entire book and then use the comprehensive understanding and cumulative motivation to go back and read the book a second time—this time with the intent to apply as you go. This could work very well for many.

3. A third approach—one that I personally believe will yield the greatest results—would be to adopt it as a yearlong personal growth and development program. Take a month for each of the remaining twelve chapters. Start by reading the next chapter, teach it and then apply it the rest of the month. You will find that if you will actually seek to apply what you learn in each chapter for a month, the insight you gain in the chapters that follow will profoundly increase.

4. The fourth approach is simply to adapt the third approach to your own timeline. Some readers might want to go faster or slower than one chapter a month. Read and apply a new chapter every week, every two weeks, every two months, or in whatever time frame you choose. This retains the power of the third approach yet allows you the flexibility to adapt it to your own desires and circumstances.

To assist you in applying the principles in each chapter of the book, regardless of which approach you choose, I have put together a number of application ideas and exercises to get you started. You may access them by going to www.The8thHabit.com/offers. I’ve also included on the last two-page spread of the book a chart that will assist you in completing what we could call “The 8th Habit Challenge.” The Challenge involves accomplishing Development/Action Steps for each chapter:

1. Read the chapter.

2. Teach the chapter to at least two people, including work colleagues, family members, friends, etc.

3. Make a sincere, concerted effort to live the principles included in the chapter for one month.

4. Report the results and your learnings from seeking to live the ideas in the chapter to a trusted colleague, family member or friend.

Once you have completed the entire “8th Habit Challenge” chart, you can certify you have done so at www.The8thHabit.com/challenge and you will receive a special recognition for your accomplishment.

AS WE MOVE now to Part 1: Find Your Voice, consider the words of Abraham Lincoln: “The dogmas of the quiet past are inadequate to the stormy present.” We must think anew. We must develop not only a new mind-set but also a new skill-set and a new tool-set that flows from it. This is difficult to do; it throws everyone out of their comfort zones. But a new reality has emerged, a new economy, a new challenge. This new challenge—not only surviving but truly thriving in this new reality—requires a new response, a new habit. Remember, habits lie at the intersection of knowledge, attitude and skill. As you develop these three dimensions of the 8th Habit, you’ll increasingly become equal to the new challenge and to your unlimited possibilities.

[image: image]

Figure 3.2



* For a free report that compares your assessment of your team’s or organization’s ability to execute its top priorities with those of others around the world, go to www.The8thHabit.com/offers.



Part 1



FIND YOUR VOICE





Chapter 4


DISCOVER YOUR VOICE—UNOPENED BIRTH-GIFTS

    There are so many gifts
Still unopened from your birthday,
There are so many hand-crafted presents
That have been sent to you by God.
The Beloved does not mind repeating,
“Everything I have is also yours.”
There are so many gifts, my dear,
Still unopened from your birthday.1

HAFIZ
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Figure 4.1

THE POWER TO discover our voice lies in the potential that was bequeathed us at birth. Latent and undeveloped, the seeds of greatness were planted. We were given magnificent “birthgifts”—talents, capacities, privileges, intelligences, opportunities—that would remain largely unopened except through our own decision and effort. Because of these gifts, the potential within an individual is tremendous, even infinite. We really have no idea what a person is capable of. A baby may be the most dependent creation in the universe, and yet within a few short years, it becomes the most powerful. The more we use and magnify our present talents, the more talents we are given and the greater our capacity becomes.


All children are born geniuses; 9,999 out of every 10,000 are swiftly, inadvertently degeniusized by grownups.

BUCKMINSTER FULLER



Let’s examine our three most important gifts (figure 4.2):

First, our freedom and power to choose;

Second, natural laws or principles, which are universal and never change; and

Third, our four intelligences/capacities—physical/economic, emotional/ social, mental and spiritual. These four intelligences/capacities correspond to the four parts of our human nature—symbolized by body, heart, mind and spirit.
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