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PRAISE FOR LEAD WITH HEART


“Lead with Heart offers poignant, heartfelt lessons about being an authentic leader, and doing it with compassion, trust, commitment, care, and warmth. It is a brilliant clarion call—and a must-read!”


—Molly Biwer, senior vice president of public affairs and communications at Hallmark


“Tom graciously and humbly describes his journey from a mind-set of valuing results over relationships to one that recognizes that relationships always proceed results. It’s a handbook for any leader seeking sustained organizational excellence over short-term achievements by capturing people’s hearts rather than commanding their hands. I heartily (pun intended!) endorse it!”


—Dave Ridley, former chief marketing officer at Southwest Airlines


“In this inspiring book, Tom brings to life—through compelling personal stories and powerful leadership lessons—‘When you focus on people, the profits will follow.’ He realized that his transformation as a leader was occurring when he was able to walk into a room and say, ‘Hey, look at you!’ instead of ‘Hey, look at me.’ This book is a must-read for all leaders . . . and for those who strive to find the leader within themselves.”


—Captain D. Michael Abrashoff, former commander USS Benfold, and New York Times and Wall Street Journal business bestselling author of It’s Your Ship


“Lead with Heart is a fantastic, crystal clear look into how Tom built the foundation of his highly successful leadership style by focusing on his character and inherent values. There is no doubt this book will enlighten any leader and help them transform their business through personal connection. I had a behind-the-scenes look at the positive impact his approach had professionally with his team at Avis, and how family extended well beyond the Gartland name. I am personally fortunate that leading with heart has no boundaries—and because of that, our friendship to this day is genuine and real.


—Steve Stricker, pro golfer and US Captain for the 2017 Presidents Cup


“Lead with Heart captures the phenomenal power of personal authenticity to effect change on those with whom you interact. But even more importantly, it gives you the tools to recognize and apply these leadership principles in your own life. You can use them to chart a new course starting now!”


—Chris Soder, former CEO and president of Priceline.com, Inc.


“Tom knows that strategy without culture does not exist and culture without committed and engaged team members is meaningless. Lead with Heart is an inspiring reminder to each of us of what it takes to move an organization—and yourself—to accomplish greater things in work and in life.”


—Adam Johnson, chairman and CEO of NetJets


“Lead with Heart shines a bright light on what it really means to be a highly effective leader. In sharing deeply personal experiences, and placing relationships at the center of his life, Tom sets a powerful example for leaders. If you want to win in life or business you must first win the hearts of your teammates.


—Paul Grunau, chief learning officer at APi Group




LEAD WITH HEART




[image: ]




Copyright © 2018 by Lead With Heart, LLC


All rights reserved. No part of this book may be used or reproduced in any manner whatsoever without written permission except in the case of brief quotations embodied in critical articles or reviews.


[image: ]


BenBella Books, Inc.


10440 N. Central Expressway, Suite 800


Dallas, TX 75231


www.benbellabooks.com


Send feedback to feedback@benbellabooks.com


First E-Book Edition: May 2018


Library of Congress Cataloging-in-Publication Data


Names: Gartland, Tom, author. | Sweeney, Patrick, 1952- author.


Title: Lead with heart : transform your business through personal connection / Tom Gartland, with Patrick Sweeney.


Description: Dallas, TX : BenBella Books, Inc., [2018] | Includes bibliographical references and index.


Identifiers: LCCN 2017052641 (print) | LCCN 2017054659 (ebook) | ISBN 9781946885258 (electronic) | ISBN 9781946885005 (trade cloth : alk. paper)


Subjects: LCSH: Personnel management. | Leadership. | Corporate culture.


Classification: LCC HF5549 (ebook) | LCC HF5549 .G3195 2018 (print) | DDC 658.4/092—dc23


LC record available at https://lccn.loc.gov/2017052641


Editing by Leah Wilson and Debbie Harmsen


Copyediting by James Fraleigh


Proofreading by Lisa Story and Chris Gage


Text design and composition by Aaron Edmiston


Cover design and illustration by Faceout Studio, Spencer Fuller


Jacket design by Sarah Avinger


Printed by Lake Book Manufacturing


Distributed to the trade by Two Rivers Distribution, an Ingram brand


www.tworiversdistribution.com








Special discounts for bulk sales (minimum of 25 copies) are available.
Please contact Aida Herrera at aida@benbellabooks.com.











With Love
And All My Heart
To
Barb
Sara, David, Tomás
Kevin, Whitney, Avery, Jackson
Lizzie, Joe, Vincent
Henry, Abbi
Barbell Mel




FOREWORD


I’ve had the pleasure of knowing Tom Gartland since 2012, when Avis first became a marketing partner of the PGA Tour. Avis continues to be a valued sponsor for the Tour, and we have Tom largely to thank for making it happen.


What was apparent about Tom from the outset was that when he has a vested interest in a business relationship, he’s all in. The commitment of Tom and his team was absolute, and it helped set the foundation for what has proven to be a lasting, mutually rewarding association. In looking back, our dealings also provided insight into the corporate culture that Tom instilled at Avis, which in turn was reflective of the leadership philosophy he describes in this book.


I believe our organizations have worked well together in large part because of commonality in priorities and the way we respect and work with our employees and partners. Although the PGA Tour grew from a small operation to a multi-faceted, global organization, my predecessor, Deane Beman, and I strived to maintain a family culture that emphasized a strong connection with our employees, celebration of successes, and giving back to others.


What Tom was able to do at Avis, remarkably, was instill that same close-knit, family philosophy throughout a corporation with several thousand locations and twenty thousand employees. I knew of his reputation as an outstanding executive. But it’s the story of how he got there, the self-enlightenment that ultimately became the driving force behind his leadership at Avis, that is truly fascinating.


While there are countless books on the topic of leadership, it’s rare that one comes along that provides such unique perspective. The approach he purposely adopted when he came to Avis was bold and unconventional, for sure. As the title implies, Lead with Heart abandons the mentality that leaders shouldn’t stray beyond their confidants within the organization and get too close to others. Instead, he believed that building strong relationships, outwardly demonstrating compassion and care, would permeate the entire organization and create a thriving, productive workplace.


I admire Tom for taking such a brave, unconventional approach to “humanize” his leadership, and Lead with Heart is an entertaining and informative read to better understand the reaction of his team members, from the doubts to full acceptance of his authenticity to adapting the same philosophy themselves.


I know you’ll enjoy this remarkable journey and gain valuable insight from Tom’s bold departure from the norm in corporate leadership.


—TIM FINCHEM, Former PGA Tour Commissioner




INTRODUCTION


I was a leader for two decades before I learned that leading with my heart was the key to unlocking my true leadership potential. It has helped me create a thriving, engaged culture; advance a purpose and strategy that inspires top performance; and live an integrated, whole life, where my personal values are in alignment with work realities and where life at work and life at home are not in two separate boxes. What transformed me as a leader was learning how to connect my head with my heart. Once I made that connection, everything changed. I was able to connect deeply with my heart and the hearts of others. I even became comfortable with a word that you seldom hear in a business setting: love.


The ancient Greek philosophers defined one of the highest forms of love as the deep, comradely relationships that develop when you see yourself in others; are there for each other; share your beliefs, your thoughts, and your emotions; and feel the loyalty created when you strive to succeed together for a noble cause in which you mutually believe.


This is the kind of love I am talking about. It’s the kind of love that is behind leading with heart. It’s the kind of love that allows us leaders to be vulnerable and courageous enough to truly open ourselves up, allowing those around us to see who we really are. And it was with this kind of love that I helped to transform the culture of a Fortune 500 company into an engaged, collaborative, top-performing organization that experienced unprecedented growth.


OPEN-HEART SURGERY?


I firmly believe that the time has come for us to get comfortable with how our hearts can transform our lives—personally and professionally—because while the ancient Greek concept of love is timeless, learning how to lead with our hearts turns out to be brand new for each of us. It becomes a personal journey. Very personal. It was for me. And, I assure you, it will be for you, as well.


For many of us as leaders, I am keenly aware that opening our hearts and being vulnerable would be the emotional equivalent to open-heart surgery. But, I assure you, opening your heart is worth it—for you, and for those around you.


My goal is to show you how to open up to your true leadership potential. I am not promising you that leading with heart will be easy. But I can promise you that learning to lead with heart will make you much more connected, more open, and more honest with yourself—and, as a result, more authentic to those around you.


My goal is to help you discover those connections—within yourself, and with others—so that you can become a leader worth following.


WHAT TO EXPECT IN THIS BOOK


In this book, I will share personal stories and insights to demonstrate to you what leading with heart looks like. You’ll see the importance of connecting with your heart, opening up to others, being more trusting and collaborative, and deepening your connections. You’ll also see the value in blending your personal life with your professional life.


My leadership journey is about the transformation that occurred when I, who was once a typically disconnected leader, learned to lead with my heart. My intent is to openly share with you how I came to purposely blur the lines between work and life, and, how, by leading with my heart, I was able to bring about improved relationships, work cultures, and bottom lines.


By opening my heart to those with whom I collaborate—and, just as important, being genuinely concerned with what is going on in their hearts—I have found the results can be astounding. I will share some of these remarkable transformations with you. In fact, you’ll hear from many of the team members I worked with when I was a leader at Avis Budget Group, first as executive vice president of sales, marketing, and customer care and then as president, North America.


This is not your typical business book. I’m not offering a ten-step formula or case studies from myriad companies. I’m not packing these pages with quantitative proof that being kind, open, and honest with everyone, personally and professionally, will affect your bottom line (though I will share with you how it will do exactly that). I am writing this book to inspire you through my story of learning to lead with heart, and to share with you the valuable lessons I learned along the way. In this book I talk about opening up with people, and I am going to do just that with you as well.


My fervent hope in sharing my journey (including the lessons I learned and some very personal stories) is for you to be able to recognize how you can lead with your heart and become more of the leader you are meant to be—earlier and more easily than I did. My being completely personal, open, and vulnerable with you throughout the book is at the heart of my message—connect with your heart, so you can connect with the hearts of others.


By learning to lead with heart, you will come to see a world of new possibilities in yourself and in others. My desire is that, in the process, as your connections deepen, you will see your measures of success—including leading a more fulfilled life, your employees’ engagement scores, and your organization’s profits—exceed your expectations.


A PREVIEW OF WHAT’S TO COME


Chapter 1: Learning to Lead with Heart. I used to follow an unwritten rule of business that says leaders need to keep a safe distance between themselves and those they are leading. Don’t let your guard down or they might lose respect for you. I was rising in the ranks as a leader, but leading that way was leaving me hollow. I have come to learn that when we as leaders follow that rule, we become disconnected from those we are leading, which inevitably lowers morale, erodes trust, diminishes engagement, squelches collaboration, and, ultimately, shrinks the bottom line. I wanted to lead in a way that aligned with my values. I call this new leadership approach leading with heart.


Chapter 2: Knowing the Sound of Your Own Heart. Leading with heart begins with understanding your driving story. What do you need to prove? To yourself? And to others? What stories do you believe helped to shape who you are? As I share with you what I learned about myself, particularly what was driving me, I will also challenge you to consider the depth and meaning of your leadership story. Do you know how to connect where you have been with where you are going? Are you comfortable sharing the personal stories and lessons you have learned on your leadership journey? Are your values driving where you are going? This is what I call “knowing the sound of your own heart.”


Chapter 3: Opening Yourself Up—to Yourself and to Others. We then explore how to become more open and connected. For me, this transformation came when I assumed a new leadership position at Avis, moving with my wife to a new part of the country. I saw it as an ideal opportunity to reinvent myself and lead in a new way that would be much more fulfilling professionally and personally. This was also where I began to seamlessly blend the professional and personal aspects of my life and, in the process, become truer to myself and others.


Chapter 4: Building an Engaged, Trusting Culture. Trust is the measure of any relationship’s strength. Many leaders, though, prefer to surround themselves with just a few “trusted” advisors, treating trust like a rare commodity. I was more interested in creating an engaged, trusting culture, where everyone felt like they were a vital part of our success. So, I knew that I needed to be the starting place for trust to flourish on a deeper level. But how could I make that happen?


Chapter 5: Sometimes It Takes Being Friggin’ Crazy. As trust grew in our organization, we were coming through for our customers. But something was missing. There was not a feeling of “us,” a shared sense of purpose. I knew that we needed to find a way to connect more deeply with each other. In this chapter, I share the idea I came up with that one of my colleagues said was “friggin’ crazy.” And I encourage you to come up with your own “friggin’ crazy” ideas so that you can connect with the heart of your organization.


Chapter 6: Recognizing the Potential in People. As leaders, our goal is to see in others something that they might not even be aware of: their potential. Identifying potential and developing talent is, I believe, the most important contribution you can make to your organization. Yet when we as new leaders are seeking recognition and accomplishments ourselves, it can be hard for us to see that leading is not about us. It is about others. I will share with you how this transformation finally transpired for me. It kicked in when I was able to walk into a room saying, “Hey, look at you!” instead of thinking, “Hey, look at me.” Learning how to make it about “you”—rather than about “me”—was a major breakthrough. It was like seeing the world in Technicolor for the first time. That shift in my perspective also enabled me to see those around me in a new light. Most importantly, I was able to see their real potential. In this chapter, we explore the importance of recognizing the qualities that distinguish your top performers, while also looking at your organization’s high-potential individuals with a long-term view, connecting their aspirations with your organization’s future.


Chapter 7: Delivering Tough News with Your Heart. While leading with heart can open leaders up to connecting with people on a much deeper level, many leaders default to keeping a safe distance between themselves and those around them because they do not want to find themselves in the awkward position of having a difficult conversation with someone who has become a friend. Of course, we don’t want to hurt anyone else’s feelings. In this chapter I share insights into how to deliver tough news from your heart, including difficult conversations I had with individuals that surprised and transformed them—personally and professionally. With honesty and trust as your foundation, you can have difficult conversations in a way that is caring and sincere, with the best interests of both the individual and your organization at heart.


Chapter 8: Creating a Purpose and Strategy That Connects with Your Team. While my emphasis is on people, I believe that succeeding in business starts with a compelling purpose and a clearly articulated strategy. This is where we, as leaders, connect our heads with our hearts. For others to follow you, they need to believe in three things: you, your organization’s purpose, and your strategy for succeeding. Do they believe they can trust you? Do they believe what you are doing together is important? And do they believe in your master plan? When the answers to those three questions are clear and unconditional, then the right people will be drawn to your organization, enthused to be part of its journey and success, knowing they can play a vital role.


Chapter 9: Connecting with the Hearts of Your Customers. In this chapter, I share how the connections I have made with customers have led to some of my closest friendships. But such deep feelings need to come from the inside out. Before your customers feel valued, connected, and enthused about referring you to others, you must start with the heart of your organization. Your customers’ experiences are a direct reflection of the internal culture you have created. When trusting, open, and compassionate relationships permeate your organization, they spread naturally to the outside—to your clients, business partners, and prospects. That is when you are ready to truly connect with your customers, opening yourself up to the possibility that your relationship can enhance your lives. Do not look for the sale, look for the connection. Engage. And be there entirely. That is how you stand out from the crowd. Then, as your relationship evolves, you will become partners. When you open yourself up to truly connecting with others, those connections can become as deep as they are wide. That is why I firmly believe that business is personal. Very personal.


Chapter 10: Seeing New Possibilities with Your Coach. To stay connected and to keep honing your leadership gifts, I firmly believe that every leader needs a coach. A coach can help you to candidly and objectively explore your concerns, doubts, blind spots, aspirations, and dreams—while helping you stay focused on what is most important for your organization and your personal growth. Particularly if you are going to lead with your heart, a coach can help you explore new options, while occasionally offering unvarnished advice that you need to hear. A coach’s questions, such as—How does this decision confirm your values?—asked at just the right time, can shed new light on a situation you are grappling with and help you see new possibilities.


ASKING YOURSELF QUESTIONS


Throughout the book, including at the end of each chapter, I will ask you questions and also provide questions for you to ask yourself about how you can trust, open up, and connect more—with yourself and those around you. Like the questions in most of the important tests in our lives, these are not true-or-false or multiple-choice questions. The answers are yours, and yours alone. Just keep in mind that the questions we ask ourselves, and how deeply we answer them, help to shape who we become. With that in mind, I encourage you to dive deeply as you explore these questions. Then review your answers from time to time. And allow your answers to evolve—they will serve as road signs on your leadership journey.
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CHAPTER 1


LEARNING TO LEAD WITH HEART


Early in my career, like most leaders I have come to know, I kept a comfortable distance between myself and those I was leading. Those relationships, I felt, were professional. So, I kept them safely at arm’s length, not close like my personal relationships. No one had explained to me that framing my world in such a way was an unwritten rule of leadership; I had learned this lesson through osmosis. Somehow, I just knew that it was important for me, as a leader, to keep my personal and professional lives safely separate. Sure, on occasions, I would let my guard down and get a little closer to some of my colleagues, but in the back of my mind, there was always a hesitation about getting too close.


Although there was no written rule, the not-so-subtle message I and other leaders definitely had received was that if we dared to blur our professional and personal relationships, we would lose an essential part of our ability to lead. Our underlying concern was that being more open about ourselves and more connected with others could be a slippery slope. We could lose our objectivity, and people might call our capacity to hold others accountable into question. We could end up playing “favorites,” and those whom we favored would get an easy pass.


We also might appear vulnerable if we opened ourselves up, which would eliminate the mystery of leadership. If we let down our guard, others might see our soft spots and shortcomings. Worse yet, we might appear weak, fallible—perhaps even expendable.


This overriding concern was strong enough to keep most of us at a safe, professional distance from those we were leading. Why question it? There seemed to be little benefit, and much risk, to letting those we were leading see what was behind the curtain.


Added to this, I must admit that early in my career, I was consumed with becoming a leader. So, my focus was on my destiny—rather than on bringing those around me along for the journey. That, too, is a leadership lesson that took me quite a while to learn—or, rather, to unlearn.


DISTANCING OURSELVES CAUSES THOSE AROUND US TO BECOME DISENGAGED


Although the rule about leaders keeping their personal and professional lives separate is unwritten, it is pervasive and quietly destructive. My transformation as a leader began when I started to question it.


When we as leaders keep a safe, professional distance between ourselves and those we are leading, it destroys trust, collaboration, careers, and the very fabric of our organizations. I have come to believe that leaders who keep their personal and professional lives in separate boxes are at the heart of what is wrong with most organizations. I will even go so far as to say that such leaders are one of the primary reasons that more than four out of five people working in organizations are either not fully engaged or actively disengaged.


When those who follow us do not know what is inside of us, how can we possibly expect them to be genuinely engaged? (Think of how you feel when you are talking with someone whose thoughts, feelings, and attention seem to be elsewhere.) When our hearts are not open, we are not truly connected—to ourselves or to others. So, such disconnected leaders unwittingly send the clear message that we are not “all in.” And those around us can sense our distance a mile away.


The result, not surprisingly, is that those within such organizations follow their leaders’ behavior: they, too, hold themselves back. Why wouldn’t they? Then such leaders wonder why everyone in their organizations is not more engaged. They may try to improve the organization’s “engagement scores” by providing a new benefit or introducing what they believe is an innovative incentive program. Then, a few months later, they scratch their heads in dismay when the new program has no measurable impact on their employees’ engagement scores.


Why in the world would we expect those we work with to give it their all if they do not experience us showing up completely? True commitment only comes when there is a true connection.


WHAT ABOUT WORK/LIFE BALANCE?


Separating our personal and professional lives has created a false dichotomy—a schism that damages how we conduct business and the results we intend to achieve. It is little wonder why we and our colleagues have such difficulty trying to balance our lives with our work. Part of it is because we see our personal and professional lives as completely separate expressions of our selves.


Actually, I believe the very phrase “work/life balance” highlights the problem that so many leaders have promulgated. Simply stated, it is this: we have created a gulf—in ourselves and thus in those who are trying to follow us—between who we are and what we are doing. To me, the concept of trying to balance our lives and our work conjures the image of someone cautiously trying to walk on a tightrope, precariously holding on to a pole, as they sway back and forth. It is the image of someone ready to fall over when the slightest gust of wind comes along, as it always does.


I have come to believe that true success does not come from separating who we are from what we are doing. True success comes from blending and prioritizing. That is why true leadership starts with letting those we are leading see who we really are, and with investing in and knowing who they are—personally and professionally. Successful leaders don’t build walls between themselves and those they lead; they build bridges of understanding and support. They show that they want their employees to succeed; they make everyone feel like part of the family. When leaders do this, their employees are engaged, and their organizations climb to new heights. Conversely, our organizations suffer when too many people love leading but don’t understand how to lead with love.


I want to emphasize that most of us, as leaders, do not intend to send the very negative, strong, and clear message that we are not completely committed to the success of our employees. Most of us do not even realize that we are holding back part of ourselves. Some of us may even be very approachable and willing to openly share our thoughts. But if we also send the clear message that our feelings are off limits, then we are far from open. And by holding our cards close to our vest, we unintentionally but inevitably create an environment that is lacking in trust—which, of course, is the bedrock of any strong relationship. Certainly, we do not do this on purpose. We are just following that old rule of leadership about keeping a safe distance between ourselves and others.


The truth is, you can achieve some levels of success without leading from your heart. I led that way for decades. You can even make your way up the leadership ladder following the old rule. In fact, not knowing about leading with my heart did not stop me from becoming the president of a billion-dollar company early in my career. But the way I was leading was leaving me hollow. I knew there had to be a better way.


QUESTIONING THE RULE, LEADING A NEW WAY


Learning to lead with heart was not an overnight discovery for me. In fact, it took the lion’s share of my career for me to realize this important lesson. I believe it is the most valuable lesson I have learned as a leader.


It took becoming president of Avis Budget Group, North America, for me to finally allow myself to be me. That was when my real leadership ability started to evolve. To be me, I realized I could no longer keep my heart at a safe distance from those around me. To lead with my heart, I needed to break this unwritten rule about not getting too close to the people who were “reporting” to me.


Everything about the way I was leading started to change when I allowed myself to connect more deeply with my own feelings, to share what was inside of me, and to care passionately about the people with whom I was working shoulder to shoulder. I purposely began to care about, connect more deeply with, and (a word I use often) love the people with whom I had the privilege of working. Learning to lead with heart involved a process of becoming more comfortable with and confident in who I was becoming.


I came to understand that finding “the personal” in my relationships is the key to succeeding in business—as it is in life. There is absolutely no need for us, as leaders, to separate our personal lives from our professional lives. All that separation does is keep us disconnected—from ourselves and from those around us. Life and work are not separate parts of ourselves. We need to truly connect the who with the what. We need to connect who we are with what we are doing in order to succeed personally and professionally.
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