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Praise for The No-Limits Enterprise


			“If you’ve been thinking that endless bureaucracy, red tape, and hierarchy is a terrible way to run a business, then you’re exactly right. Read this book and learn exactly how to make your organization happier, freer, and more successful.”

			—Alexander Kjerulf

			Chief Happiness Officer, Woohoo Inc.

			Author and Speaker

			“We can no longer talk about self-management as the ‘future of work.’ In his new book, Doug eloquently shows us all why it is the ‘now of work.’ This book should be compulsory reading for students of management and business leaders alike—anyone who wants to know what it takes to lead a company into the next decade.” 

			—Evan Leybourn

			Founder, Business Agility Institute

			“Doug Kirkpatrick has done it again! The No-Limits Enterprise is your roadmap to the principles of self-management that have proven track records across the globe. He has turned the simplest of human traits—the desire to create with dedication and love—into a disciplined, transformative, and powerful new approach to building your company. All by leveraging the limitless power, passions, and commitments of your workforce. Get this book now! 

			—Bill Jensen

			Author, Future Strong and Disrupt!

			“The No-Limits Enterprise is a timely, thought-provoking book. With its tools, templates, stories, and cases, it can help business leaders on the journey to organizational transformation from old and hierarchical to new and more empowering ways of working. This book deserves to be widely read!”

			—Professor Vlatka Hlupic

			Award-Winning Author, The Management Shift and Humane Capital

			“In his new book The No-Limits Enterprise, Doug Kirkpatrick brings us a powerful message from the not-so-distant future: the only businesses with the speed and agility to lead markets and change industries will be the ones that can break free from the unbearable burden of bureaucracy through self-management.”

			—Josh Levine

			Author, Great Mondays: How to Design a Company Culture Employees Love

			“Are you on the verge of a bureaucratic breakdown? Can you Leahy? Doug Kirkpatrick offers a roadmap to the sanity, respect, and vitality of self-managed organizations. If you fail to read this book you do so at your own, and your organization’s, peril—and you won’t learn to Leahy.” 

			—David Zinger

			Founder and Host, Employee Experience & Engagement Network

			“Finally! A comprehensive guide for anyone interested in self-management. Brought to you by one of the few true, no-nonsense experts in a field full of opportunistic charlatans and con artists.” 

			—Pim de Morree

			Cofounder, Corporate Rebels

			“Doug really gets it. Where other academics and consultants talk about it, he’s lived it. A true self-management pioneer. And this book not only reveals the founding principles of self-management, it gives you the tools and the guidance to implement it.” 

			—Ray Hebert

			Serial Entrepreneur and Business Innovator

			“In a world of constant change, what is often overlooked is the organization as a whole. Doug is absolutely the right person to guide leaders in this realm. Get this book so you can give your team and all of your stakeholders the tools they want to really thrive.” 

			—R. Michael Anderson

			Bestselling Author, Soul-Centered Leadership

			“Doug Kirkpatrick’s ideas on self-managed organizations grabbed the minds of the 2013 TEDxChico audience! He offered the type of challenge to old habits that brought people to ask themselves, ‘Why not?’ The future depends on people like Doug who intrigue us to increase business effectiveness by changing how we define people’s roles.” 

			—Laura Joplin

			Speaker and Family Estate Representative

			Author, Love, Janis

			“Doug’s first book was the fascinating story of a self-managing enterprise. His second is no story; it’s a call to action with a whole new voice. The No-Limits Enterprise is dynamite!” 

			—Ken Everett

			Author, Designing the Networked Organization

			Cofounder, N2NHUB

			“Make no mistake, even if you are a millennial, this landmark book will disrupt all your assumptions about managing your business, and most importantly, managing your life. You will never be the same again. Self-management is the new reality of business in the twenty-first century. And it is long overdue. This captivating new playbook of business will help you build the critical skills that will define the winners and losers of business, and life, going forward.” 

			—Milton Pedraza

			CEO, Luxury Institute

			“Doug’s work shows us that not only does self-management prove to make organizations more efficient, but also—and most importantly—that it makes the people within more happy, loyal, and valuable, which leads to greater amounts of meaningful, life-changing innovation. If you love the work you do, you will provide value to the world. Self-management just happens to be a great way to make people love their work, and this book explains both why and how.” 

			—Paul Walker

			Employee Experience Consultant, Zappos

			“In his characteristic down-to-earth way, Doug Kirkpatrick presents a logical new narrative for switching from ‘spirit-breaking control’ to returning power and initiative back to the individual and collective. The No-Limits Enterprise is fueled by liberating human potential to focus on creating value for society at a critical time in human evolution. A must read for visionaries and operational pragmatists alike.”  

			—Dawna Jones

			Chief Provocateur, Provocateur Leadership Inc.

			“Doug Kirkpatrick is today’s prime global exponent of the art and science of self-management. The systematic techniques of self-management are perhaps the most influential innovation in business leadership in recent times. In his writing, Doug superbly exhibits the four crucial traits of any authentic practical teamwork. It is amazingly comprehensive, lucidly hands-on, exceptionally clear, and detailed with examples. In our current socio-political and economic-technological chaos, this focused approach is our essential compass. All is stringently based on the classical philosophies—effective at the foundations—of freedom of the will, accountability, character, and service genius. This is the book for our time!” 

			—Peter Koestenbaum

			Author, The Inner Side of Greatness, A Philosophy for Leaders and The Vitality of Death

			“This book is a must read for every leader—even if you cannot comprehend how an organization can be self-managed. Learn from a real expert who had firsthand experience starting and working at a company that implemented self-management. Amazing examples and principles are covered throughout the book. We all need to be prepared for the future.” 

			—Ozlem Brooke Erol

			Author, Speaker, and Consultant

			Founder, Purposeful Business

			“As an industrial engineer, growing up with a passion for never-ending improvement, I always felt the need to eliminate waste in the processes of the industrial-age companies I worked for. But as the knowledge age appeared, I realized that one form of waste—the waste of human talent—was still largely unaddressed. Doug Kirkpatrick’s latest book that tackles self-management in the new age, was a revelation for me, providing the rationale and the means to ensure all human talents can realize their fullest potential. By driving out the waste embedded in management hierarchies, we can let uninterrupted work flow naturally toward creating value for customers, continuous innovation for our companies, and fulfilment for ourselves. This book is powerful in its elegance. It is uplifting in its promise. It will change companies and societies so we can confidently face the challenges of the knowledge age.”

			—Roger T. Burlton

			President, Process Renewal Group

			“This book is a must read. It reflects an emerging trend which is historically inevitable, and a scientific imperative: breaking free from out-of-date, nineteenth-century bureaucratic thinking for a dynamic twenty-first-century world. With case studies, checklists, and more, it is an enjoyable read. It will pose, for some, uncomfortable—but vital—questions which need to be answered if a company is to thrive.”  

			—Nick Obolensky

			CEO and Author, Complex Adaptive Leadership

			“Doug Kirkpatrick has long been a guru to the world of self-managed organizations; and if that sounds like an oxymoron, you need to read his latest book! In it he makes a strong case for transforming traditional hierarchies—with their lack of agility, high turnover, soul-deadening strictures, and sheer waste—into fluid, dynamic networks of innovation, passion, and leadership. There is much more than evangelizing here; Doug helpfully provides the specific tools, templates, and practices that drive the transformation, along with plenty of stories to illustrate how it happens (or fails to happen) in real organizations. In the end, however, I was most struck by this powerful precept that captures the essence of self-management: ‘Trust in the simplest of all human traits: the desire to create with dedication and love.’” 

			—Jocelyn Davis

			Author, The Art of Quiet Influence and The Greats on Leadership

			“The No-Limits Enterprise is a practical primer for business leaders who are truly serious about leading organizations that are smart, lean, nimble, and adaptable. Drawing upon his extensive firsthand knowledge and experience, Doug Kirkpatrick provides readers with a treasure trove of systems, tools, practices, checklists, templates, and case stories that they can immediately use to build organizations that are better designed to meet the increasing demands of a rapidly changing world.” 

			—Rod Collins

			Author, Wiki Management: A Revolutionary New Model for a Rapidly Changing and Collaborative World

			“There are many wise voices out there criticizing traditional management and leadership practices. There are fewer who also can spell out clear and tangible alternatives, and even fewer who have practical experience in implementing radically different and better management models. Doug Kirkpatrick is one of them. With his firsthand experience from the amazing Morning Star journey, he addresses these important issues with an insight and authority that few can match. I have known Doug for many years and heard him speak on many occasions. His passion and knowledge shine brightly in this highly readable and recommendable book.”

			—Bjarte Bogsnes

			Chairman, Beyond Budgeting Roundtable

			Senior Advisor, Equinor

			“If Practical Wisdom by Barry Schwartz and Kenneth Sharpe were to have a love child with Orbiting the Giant Hairball by Gordon MacKenzie, I believe the result would be Doug Kirkpatrick’s The No-Limits Enterprise. This book combines critical insight and practical steps with a raw and honest reality: true creative human potential can only happen when people are allowed to openly express their passions in environments that don’t crush them under a corporation’s gravity. A true evolutionary leap in how businesses can develop resiliency, innovation, and competitive advantages based on self-management principles and solid business examples.”

			 —Gary Keil, PhD

			Board of Directors, Pharmacy Leadership and Educational Institute (PLEI) and The Leadership Institute for Development Education and Research (LiDER)

			“A stimulating and much-needed book on new ways of organizing, with an up-to-date review of ‘self-management’ and the future of organizations. The book offers an overview of various strands of self-management, enabling organizations to move away from bureaucratic hierarchy and find their own way to self-management and what works for them. It contains principles, methodologies, tools, practices, stories, cases, challenges, examples, and transition advice to help them along the way. The backbone of this book is the author’s experience of Morning Star, the famously self-managed tomato processing firm. It is obvious it has been written not from an academic perspective, but by someone who has lived it, breathed its benefits,  and spoken with pure passion and belief for benefits that self-management brings and holds for a brighter future. 

			What organizations now require is the exact opposite of Max Weber’s principles of dehumanized work and efficient bureaucracy. Today’s challenges are so unpredictable, volatile, and complex that bureaucracies no longer work. We need to unlearn the past century, rehumanize work, and create workplaces where everyone has a voice. Over the centuries we have gradually shifted from total command, as in slavery, toward zero command, as in much of modern society (cities, communities, networks …). It is thus astounding that our companies, who are at the forefront of innovation and technology, are so backwards and mired in a command mentality when it comes to human organization, giving rise to our costly, unwieldy, and sometimes monstrous corporations. This book offers a clear way beyond and forward, not based on theory, but based on organizations, both small and large, that have already done it with great success.”

			 —François Knuchel

			Advisor, Next Stage Organizations and Living Systems 

			“The new business environment is too complex for traditional, command-and-control management which is why self-management is emerging as a better way to live and work. Nobody knows or understands this better than Doug Kirkpatrick who has been on the frontline of its development. Anybody looking for smarter and more humane ways to work, that dignify everyone involved, will find a treasure trove of ideas and experience in this book. It could not come at a better time.” 

			—Margaret Heffernan

			CEO and Author, Willful Blindness

			“Doug’s new book is a masterpiece: brilliantly conceived, beautifully written, poignantly humane, and remarkably practical.  If you believe that employees are able to organize themselves on their own and do extraordinary work without the ‘adult supervision’ that so often constrains people in the workplace, you will love The No-Limits Enterprise. It shines a bright light on the promise and power to shape organizations in a way that produces amazing business success, while elevating the humanity and the performance of every person in the organization.”

			—Les Landes

			President, Landes & Associates

			Author, Getting to the Heart of Employee Engagement

			“In The No-Limits Enterprise, Doug Kirkpatrick shows us that the future is now.  This book takes a smart, provocative look at how the worlds of work and human development are becoming synonymous. Best of all, The No-Limits Enterprise provides us with a roadmap for creating a self-managed organization—one in which innovation, self-accountability, and empowerment drive superior business performance.”

			—Claudette Rowley

			Founder, Cultural Brilliance 

			Author, Cultural Brilliance: The DNA of Organizational Excellence

			“Doug Kirkpatrick’s pioneering spirit and depth of firsthand experience offer a compelling view of how organizations must radically change to adapt to today’s reality. The No-Limits Enterprise delivers a concise reference for the burgeoning self-managed organization.” 

			—Jose Leal 

			Cofounder, Radical

			“In an era where new ways of working are on the rise, it is a comfort to know that Doug Kirkpatrick has trodden the path before us. With almost three decades of experience working and advising self-managed organization, Doug has a wealth of knowledge about how to implement revolutionary ways of working. Listen to what he has to say and follow his advice. You’re liable to build a company where people are free to do the best work of their lives.”

			—Robin P. Zander

			Founder, Zander Media

			Executive Director, Responsive Conference

			“For many people, discussing a self-managing organization still feels a bit like talking about a unicorn: it sounds amazing, but feels impossibly fictional. With The No-Limits Enterprise, in his disarmingly straightforward, easy-to-follow, no-BS way, Doug Kirkpatrick shows clearly that organizational self-management is not only real, it’s a vastly superior way of working.” 

			—Josh Allan Dykstra

			Author, Igniting the Invisible Tribe: Designing An Organization That Doesn’t Suck

			“Doug Kirkpatrick animates the concept of self-management and brings to life the surprising benefits, colorful history, and sheer urgency for why people at all levels in the workplace matter and possess limitless power. This book challenged me, caused me to ponder, and ultimately inspired me to be a better leader.” 

			—Annie Snowbarger

			Founding Member, HPWP Group

			“Doug Kirkpatrick dares us to consider a different path to the future for our organizations. Through numerous examples with supporting research, he builds a provocative argument for unleashing the full potential of our talent by creating structures that lift rather than constrain and trust our people to show the way.”

			 —Debra France, EdD

			W.L. Gore & Associates

			“I’ve spent most of my adult life guiding organizations coping with rapid and transformational change. It’s hard, complex work, and often feels hopeless. Doug Kirkpatrick has spent his life turning a vision of the power and simplicity of self-management principles into an organizational reality. It’s refreshing to see an approach that works and produces incredible benefits for everyone from the C-suite to the front line. This book is full of stories that prove the power of self-management; more importantly, the storytellers demonstrate with ultimate clarity how you can do it too. Doug is a passionate, committed trail guide on the pathway to the future of work.”

			 —James Ware, PhD

			Author, Making Meetings Matter: How Smart Leaders Orchestrate Powerful Conversations in the Digital Age

			“As more and more organizations begin to focus on what ‘the future of work’ means for them, they should also be thinking about what the future workplace looks like. Doug offers a compelling blueprint for transforming workplace cultures through self-management principles. Full of examples, tools, checklists, and other useful resources, this book is both inspiring and practical. Those who want to create flat, high-achieving workplace cultures will find this book compelling.”

			—Tony Bingham

			President and CEO, Association for Talent Development

			“Bureaucracy and top-down business tyranny have been obsolete for a very long time. Self-management is an empowering and exponentially more profitable business framework. In The No-Limits Enterprise, Kirkpatrick eloquently debunks all the detractors who claim ‘it will never work here’ and offers a practical roadmap that can be followed by any company. Kirkpatrick knows. He has been living and breathing self-management for more than three decades. Beware—this may be the most liberating business book you will ever read. We need it now, more than ever. Liberate yourself!”

			—Achim Nowak

			Author, Business Thinker, Mastermind Convener, and C-Suite Success Coach
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			To my dear friend and mentor, Peter Koestenbaum, PhD, 
and to the leaders he has challenged into greatness. 
We all stand on the shoulders of giants.
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Foreword

			We all routinely engage in self-management, but we seldom notice. We decide what to pay attention to and what books to read. We decide where to live, what to wear, and what to eat. We decide when to work, when to play, when to speak, and when to listen.

			We also decide what kind of work we prefer to do. And where to best find and then do that kind of work each day. We decide on who we wish to associate with. To do this successfully, we must first confirm that the other party wants the association as well. We must confirm that they are willing and able; we must obtain their consent.

			In his previous book, Beyond Empowerment, Doug clearly defines self-management as applied to organizations: “Organizational self-management is the philosophy of individuals freely and autonomously performing the traditional functions of management (planning, organizing, coordinating, staffing, directing, controlling) guided by principles and without mechanistic hierarchy or arbitrary, unilateral command authority over others.”

			So, what you are getting into with this book is the application of a profoundly powerful philosophy, one that has the potential to change your work and your life. With this book Doug does a great job of both describing it and teaching you how to apply it. In Part II, Doug offers you a clear and practical implementation roadmap, with several tools to help orient and guide you along the way. What you’re  getting into here is an immensely practical book.

			And a timely one. There’s an unstoppable force that is driving the philosophy of organizational self-management forward. And that force is the relentless pace of change, driven by technology. Nowhere is this more apparent than in the new world of work.

			Organizations that cannot move quickly are discovering that they simply cannot compete. The ability to sense and respond, especially at scale, is now essential to survival. Organizations that are using self-management are thriving precisely because they are more efficient, more aware, more adaptive, and more opportunistic than those who are not.

			It is no coincidence that many of the enterprises who have successfully embraced self-management are often organizations that sell software as a product or a service. These contemporary companies understand the relentless pace of change, and how to apply more organizational self-management when the pace of change speeds up.

			This trend is a large one, and it’s just getting underway. This new book from Doug is an important one that helps define the entire domain. The No-Limits Enterprise is your tutorial and reference guide on the principles and step-by-step implementation of organizational self-management.

			I believe that Doug’s book is sure to be widely cited and stand the test of time. I hope you enjoy it.

			—Daniel Mezick 

			www.DanielMezick.com

			Author, The Culture Game, The OpenSpace Agility Handbook, and Inviting Leadership: Invitation-Based Change™ in the New World of Work

			Guilford, Connecticut

			January 22, 2019

			
Introduction

			
Life Is a Concert (Or It Should Be)

			The simplest principles produce the most powerful and astonishing effects. 

			—Thomas Dick, nineteenth-century minister, astronomer, and philosopher

			Some people are lucky: they experience a seminal moment in life when what they believe, aspire to, dream, and practice come together in a single crystallizing experience. For me, one of those moments came a few years back, taking in a Leahy concert. 

			Leahy, the band, consists of eight of the eleven Leahy siblings raised in rural Ontario. Leahy, the phenomenon, is a dynamic, explosive, pulsating assemblage of the most skilled and talented musician-
dancers most of us will ever see. How these men and women do what they do is nothing short of wondrous. Most anyone—fan of Irish ancestral music or not—would be astounded by the sheer synchronicity of a Leahy performance and the level of excellence the family of artists achieves. The night I attended their concert, I watched the band members come together, move apart, and hand off the spotlight to one another, all while working in perfect concert and sustaining a pitch, energy, and intensity that never flagged. There was no apparent leader; in the continual flow of the hand-offs, the leader of the moment was whoever was needed to be the leader. There were no subordinate musicians or dancers. All were essential to the success of the performance. A band member would at times be highlighted; at other moments, he or she would step back to cheer others on. 

			Leahy is a family and a band, but as I watched that night with so many others in the audience, Leahy became what the siblings themselves laughingly admit Leahy is: a verb. That’s because, in its performances, Leahy is soaring toward perfection. Leahy band members are free to pursue their work with passion and joy, each taking their own achievement to higher and higher levels, to the benefit of the whole. 

			And, as band members explained in ongoing patter during the course of their performance, Leahy is also a noun: it is an organization that has pinned mission, strategy, and process behind its art. Leahy siblings are colleagues who freely and fervently believe in the Leahy mission, do everything they can to support the strategy, and enthusiastically work the process. Collaboration undergirds everything; control from any one source would extinguish the joy. Each player’s virtuosity and execution is cheered on toward perfection, propelling Leahy, as an entity, to higher and higher planes. 

			Even during a single evening’s concert, it was apparent that the familial connection among the siblings is at times mentorship, too. Adjustments during the performance are accepted by all; they only improve the result. In the end, a vigorous, constantly shifting form of teamwork morphs into sublime synchronicity right before the audience. 

			Never had I witnessed the true meaning of working in concert, as I did the night I took in a Leahy performance.

			Afterward, I thought about what this transcendent group of musicians could teach us all about passion, equality, and the joy of working in such a way that each of us leads, innovates, and performs to our highest levels. Within the space of two hours or so, I witnessed a clear, real-life demonstration of simple principles (passion, equality, and the joy of working) producing magnificent complexity (astounding talent and orchestration across countless levels).

			In the end, the elation I experienced that evening served to bolster my belief in my own life’s work—that of helping business enterprises succeed by relinquishing age-old entrenched beliefs and moving toward two simple and basic life-affirming principles:

			
					One, that people work best when they are happy and passionate about their work. 

					Two, that they produce and innovate on their highest levels when they are not coerced to work but are simply expected to keep the commitments that they freely make to their colleagues and their organization. 

			

			Such simple tenets; and they are by no means new. The codes of commitment and non-coercion have served as the underlayment of legal systems and ethics throughout history. When you think about it, our Founding Fathers employed these very tenets to form the American system of government. In every way they could foresee, the earliest leaders of our nation instituted systems of checks and balances to protect human freedoms. They did this so that people could pursue their inalienable rights to life, liberty, and the pursuit of happiness as they saw fit; so that they could manage their own destiny. In the end, coercive rule over the colonists did indeed result in the downfall of British control over the colonies, and the great American experiment in self-determination was launched. 

			Clearly, bringing passion, heart, and humanity to law, governing, and the management of daily life in general is not just a “nice” thing to do. The chances of the entire machine of civilization succeeding are greater when the human beings needed to turn the wheels are free to operate at their highest levels, and when we reduce or eliminate the degree to which any one group or faction can exercise authority over others. Life, as a whole, works better when we all invest in a state of freedom, autonomy, and goodwill. 

			And so it is in the workplace: people who are encouraged to innovate, lead, and perform, perform best. And yet, Gallup’s State of the American Workplace publication reports that only 33 percent of American workers are engaged at work, with 16 percent “actively disengaged”—costing the US $483 billion to $605 billion each year in lost productivity.1 

			 The fact of the matter is, companies simply can’t afford to have their employees disengaged and hating—or at least not loving—their jobs. Traditional management is broken. We need a new, twenty-first-century approach to management that will galvanize the minds—and hearts—of people giving so much of their lives to organizations.

			At its core, then, is success in the workplace all about love? Chris Rufer, the founder of The Morning Star Company, put this question to me years ago in a leadership meeting that took place prior to launching the company. California-based Morning Star has since become the world’s leading processor of tomato products. No coincidence, it is also a leading model of a wholly self-managed enterprise. I was a member of that company’s launch team.

			While constructing the company’s first factory in Los Banos in 1990, Rufer became convinced that self-management was the right operating system for his organization. As a trucking company owner in the 1970s and early 1980s, he had noticed how, despite ever-present layers of management, the factories where he delivered his loads were mostly inefficient and poorly run. He was convinced that pointless bureaucracy was behind much of the ineffectiveness and disengagement that he saw. Rufer decided that Morning Star should have no levels of management. Just as they did in the outside world, the company’s colleagues (who formerly would have been called “employees”) would manage themselves as they moved through negotiated commitments to their colleagues and the enterprise as a whole. His burning question, which reverberated through the years, was, “What’s work got to do with love?”

			That day (after we realized he wasn’t joking), we hashed around the notion of love in the workplace and blurted out some thoughts, but never answered his question to his satisfaction. Recently, however, I came across what constitutes the best response yet, courtesy of Kahlil Gibran: “Work is love made visible.” Gibran went on to add, “And if you cannot work with love but only with distaste, it is better that you should leave your work and sit at the gate of the temple and take alms of those who work with joy.” 

			The second part of the quote may be a bit harsh but, when you think about it, work is love made visible. By creating value for others, we are expressing our generosity to our fellow human beings. After all, we can’t see a paycheck as our only motivation and satisfaction for constructing a safer car, building a better pacemaker, or solving the mysteries of the universe. People who love what they do are giving to others through what they do. What’s more, by reintegrating humanity back into the workplace, it turns out that we go home and spread the love throughout the rest of our lives, as well. 

			A couple of years back, Stephenie Gloden, an IT and customer service business unit leader at the University of Phoenix, discovered my first book, Beyond Empowerment: The Age of the Self-Managed Organization,2 and decided that the principles would work well at her company. According to Stephenie, her fifty-person unit had been experiencing problems with peer accountability and trust; as a result, the group was having trouble functioning in the business’s new agile structure. Although the company had taken the position of empowering its employees to be more autonomous, its hierarchical chain of command was still sending a different message. Stephenie’s team members were hesitant to circumvent the management structure, and she had been searching for help. 

			In a 2017 podcast interview, Stephenie recalled: “Doug asked a question in the book that really hit home with us. When you’re on your own in your personal life and you are buying a home—a huge decision to make—who do you ask permission to do that? You don’t! You might consult or do your homework, but you are making that very large decision on your own. So, why is it when you walk through the doors of your organization, you can’t make a similar large decision?” 

			Twelve months after her team read and discussed Beyond Empowerment, her unit had implemented self-management successfully and its roadblocks were gone. The unit members then uncovered a curious byproduct of the exercise: the principles had not only proved tremendously helpful to the team members’ work lives, but all of the members found that, because the principles were so fundamental, they had been inadvertently incorporating the principles into every aspect of life outside of the workplace—civic, community, family, and faith. 

			“It absolutely changed how we see people and has helped each of us to grow as a human being,” Stephenie explained. One-to-one accountability in the workplace, she said, helped everyone to fundamentally care about others and “see the other person sitting beside me.” This was a vastly different approach than in a hierarchically structured organization where workers look to their higher-ups to manage employee relationships and intervene between individuals and groups when problems occur.

			Stephenie’s story also brings to mind that of Buurtzorg, a highly prosperous Netherlands-based health care company, entirely self-managed. Visionary founder Jos de Blok and the people of Buurtzorg believe deeply in autonomy and self-management and have created a system in which decision-making power comes from the employees rather than from bosses, with a devolved structure that has eliminated middle management. Buurtzorg’s nine thousand home health care nurses work remotely and travel to client patients to deliver care, making decisions as needed because they are closest to the patients. The health care workers are employed by the company, but are treated as independent professionals. Buurtzorg is an outstanding example of self-management in action. 

			One would think that in an era of enterprises launched by young entrepreneurs and increasingly populated by millennial workers, organizations would be “flattening” their hierarchies at a record pace. After all, it has been widely reported that millennials, especially, do not function well within conventionally hierarchical organizations. In fact, when they cannot self-manage and innovate, these young people tend to flee. With two millennial daughters, I have firsthand knowledge of this phenomenon. One daughter worked for a technology publication with a progressive twenty-first-century image—surely a workplace of the future yet, as it turned out, not so much. The company was still structured as any 1800s organization would have been. My other daughter was employed by a well-known Los Angeles-based nonprofit. There were only ten employees in her office, yet there were four layers of management to penetrate before anything could get done. 

			Organizations may sell themselves as young, entrepreneurial, and futuristic, while still operating as archaic models of the Industrial Age. But increasingly, millennials are making it clear that, unlike the baby boomers before them, they will not pay their dues by doing trivial work for years, slaving away nights and weekends to prove themselves. Today, media outlets everywhere report that millennials are disrupting professions and businesses such as health care and banking. These verticals are indeed struggling to attract, onboard, and retain the incoming workforce. The campaign has become global as companies everywhere are finally modifying age-old organizational paradigms to keep millennials in-house. (I recently spoke with business leaders in Dubai, for instance, who are grappling with the same issues we are in the US.) 

			The world has changed a good deal since my first day of school when the teacher handed out crayons and an outline of a buffalo and told her students to color the buffalo brown. That day, I wanted to use two different colors to create my own special buffalo—and consequently flunked the opening assignment of my academic career. I learned then that being creative, innovative, and passionate about work was not valued; doing what I was told to do, was.

			Not surprisingly, as an adult I became fascinated by the tension between organizational freedom and accountability. (How can we be free to innovate within an organization? To whom do we owe accountability for our work, responsibilities, and what we ultimately achieve in the workplace?) I was privileged to serve as the first financial controller for The Morning Star Company, where Chris Rufer introduced the core principles of self-management. At Morning Star, I learned that organizational self-management is real, it works, and it drives superior business performance.

			In 2008, I helped establish the Morning Star Self-Management Institute, with the mission of making organizational self-management principles tangible and viable through effective education, tools, and practices. A serious but life-affirming car accident in 2013 only served to renew my commitment to share a vision of a better future state for workplaces all around the world and, instead of sidelining me, it galvanized my determination to see the twenty-first-century enterprise reborn. 

			Today, as a partner in the full-spectrum international consulting firm, NuFocus Strategic Group, I speak and consult on self-management throughout North America and around the world. And I share the message of organizational innovation through my books, TEDx talks, articles, and posts. Organizational innovation is my personal calling, and I also engage with Great Work Cultures,3 The Work Revolution,4 the Center for Innovative Cultures,5 and other groups and communities to co-create the organizations of the future. 

			Here, within these pages, you can begin your own journey toward a twenty-first-century enterprise with limitless potential for growth. With this book, you will gain a true understanding of the immeasurable power of your own workplace and workforce. Inside, you will learn:

			
					Why the domestic and global breakdown of bureaucracy means the future of the workplace is here right now.


					How the principles of self-management, fundamental to life itself, give self-management limitless power networked across the workplace. Innovation, leadership, and passion are everywhere, propelling the enterprise to unbounded heights.

					Why “managing” others in the workplace is obsolete and, ultimately, self-defeating on so many levels.

					Why, right now, your own company is paying a massive “management tax,” and how you can use those funds to invest in immediate growth, instead.

					How modern drivers of self-management are transforming traditional hierarchies into networks for various enterprises—and that can include yours.

					How to rigorously self-assess for success, corporately and personally, before embarking on enterprise transformation.

					How to think through and skillfully manage considerations and implications for self-management prior to implementation.

					How to make a powerful case for a self-management transformation to others across the enterprise. 

					How to use real-world self-management models and proven best practices for your own enterprise transformation roadmap to ensure success. 

			

			Yes, the world has changed quite a bit since we were expected to color with a single crayon, stay within the lines, and not ask questions. Today, our fast-moving, ever-expanding world demands engaged, innovative, and self-directed leaders. These are leaders who may emerge from any corner of an organization. These are leaders who will fearlessly set about to create work environments where everyone strives in concert, uncoerced, and committed to the passionate pursuit of excellence within an enterprise positioned for unlimited success. Any business can transform itself into a No-Limits Enterprise in which every individual is free to innovate and forge new paths to the immense benefit of all. These challenges do not demand complex layers of management; they demand the ability to jettison ancient layers of control, and trust in the simplest of all human traits: the desire to create with dedication and love. 

			—Doug Kirkpatrick, San Francisco, California, 2019

			
PART I

			
The Promise of Self-Management

			Simple, clear purpose and principles give rise to complex intelligent behavior. Complex rules and regulations give rise to simple stupid behavior. 

			—Dee W. Hock, founder of Visa

			
Chapter 1

			
The Breakdown of Bureaucracy

			I can say, without the slightest hesitation, that the science of handling pig-iron is so great that the man who is physically able to handle pig-iron and is sufficiently phlegmatic and stupid to choose this for his occupation is rarely able to comprehend the science of handling pig-iron. 

			—Frederick Winslow Taylor, American inventor, engineer, and father of scientific management

			In the spring of 1990, in a tiny farmhouse on the outskirts of Los Banos, California, inside a kitchen “conference room,” trucking entrepreneur Chris Rufer was planning the construction of a tomato processing plant and founding what would become a fully networked, nonhierarchical manufacturing enterprise: The Morning Star Company. Not coincidentally, the now-three California Morning Star processing facilities are the biggest individual plants in the industry and together comprise the largest tomato processing company in the world. Yet, back in 1990, as tomato seeds were already sprouting and Rufer and his launch team were focusing on getting the new factory up and running, he realized that a successful startup in the industry would require a wholly new kind of edge. After all, stakeholder obligations, personal guarantees, and relocated workers had ramped up the stakes. 

			But Rufer was also thinking about something else. With the benefit of an MBA (along with years of self-study in philosophy), he was considering the persistent nineteenth-century model of bureaucracy in the workplace, and how it hindered the success of enterprises large and small. In his previous incarnation as the founder of the Morning Star one-rig trucking outfit, he had not only put himself through college, he had noted time and again that the factories where he delivered his loads—prime examples of bureaucratic management—were often poorly run. 

			Bureaucracy in the workplace, Rufer decided, stifled human freedom, creativity, innovation, and collaboration. He saw that, in the process, it obstructed the pursuit of excellence and, counter to its original intention, prevented enterprises from succeeding as they should. Rufer had long been intrigued by the relationship of philosophy, human principles, and management practices in the workplace. He had read extensively on these subjects. He came to believe that people worked best when they were free to manage themselves at work just as they managed themselves in their daily lives. Moreover, he was convinced that those who were free to learn to manage themselves skillfully and confidently were generally happiest and most successful in life. People, he decided, were fundamentally self-managed beings, and functioned best that way. He concluded that a self-managed enterprise was therefore the best possible model for the ultimate success of workers and enterprises alike. 

			Rufer’s new tomato processing plant, christened Morning Star like its trucking company predecessor, would be constructed not just of steel and brick; it would rely upon a philosophy-and-principles-based “natural process” framework and would test his theory. In the totally flat (nonhierarchical) Morning Star work environment, there would be no managers of others and no acceptable coercion. The organization’s colleagues would succeed by way of rock-solid commitments to one another as they moved through their daily work processes. 

			As it turned out, both the Morning Star workers and their organization succeeded brilliantly. According to business process authority Roger T. Burlton writing in his book Business Process Management: Profiting from Process (2001), “Morning Star is the best example I’ve seen of a mature, process-managed company. Nowhere else have I witnessed or even heard of a company that’s so driven to manage its relationships in such a natural way—totally process-empowered and a great place to work.”

			In the years since Burlton’s enthusiastic assessment of Morning Star, self-managed enterprises have emerged across the globe. Some are wholly flat, while others are better categorized as models for the workplace of the future, offering their own versions of organizing. These are often termed “cracies” such as holacracy (as in the online shoe retailer Zappos’s circular, self-organizing teams). Yet, no matter which form of future-looking organization a company leader comes to embrace, beforehand each comes to the realization that bureaucracy does not work well either for twenty-first-century enterprises or the human beings at work within them. At least, not in the world as we know it today, and certainly not in the world we are soon to know.

			Broken Bureaucracy

			The fact of the matter is: the unwieldy, ineffective, bureaucratic, and hierarchical workplace model in which most people uncomfortably spend more than half their waking lives is irretrievably broken. Each year, massive sums of money and an astounding amount of company time are spent dealing solely with the management issues pertaining to production, sales, competitive edge, and strategic retooling—not on the initiatives themselves. These expenditures do not even take into account the time and money dedicated to human resources management issues, which encompass recruiting, hiring, onboarding, retention, engagement, workplace toxicity, lack of diversity, firing, outplacement, morale, harassment issues, and more. 
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