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PRAISE FOR THE UNITY BLUEPRINT





As a proud Texan, I know firsthand the power of bringing people together to create positive change. In The Unity Blueprint, Jeff Williams shares invaluable insights from his experience as Arlington’s mayor that resonate far beyond city limits. His practical approach to building bridges and finding common ground is exactly what we need in today’s divided world. This isn’t just another leadership book—it’s a roadmap for creating meaningful impact through unity and shared purpose. Whether you’re leading a city, a company, or a community organization, Williams’ blueprint offers concrete strategies for turning differences into strengths and challenges into opportunities. This is essential reading for anyone committed to bringing people together to achieve remarkable results.


— Thasunda Brown Duckett,


President and CEO, TIAA


Relationships are the heart of the hospitality industry and our relationship with Jeff Williams and the city of Arlington inspired Loews Hotels & Co to develop and operate our largest project to date, in Arlington’s Entertainment District. Jeff’s vision and leadership were inspirational, and his ability to take swift, decisive—yet collaborative—action has been instrumental in our partnership. I know the principles he shares in this book will be valuable to business and community leaders alike.


— Alex Tisch,


President and CEO, Loews Hotel and Co


The Unity Blueprint is infused with Jeff’s constantly positive viewpoint. He’s always found a way to overcome obstacles, always looking for a way to say yes. If it weren’t for Jeff Williams, our stadium would probably be in downtown Dallas, and the Medal of Honor Museum would be in Denver. I give him that much credit.


— Ray Davis,


Managing Partner and Majority Owner, Texas Rangers Baseball Club


Jeff has been one of the great stewards of Arlington. The Unity Blueprint details how to be a steward of any organization, how to combine the right vision with determination to create lasting impact.


— Charlotte Jones,


Executive Vice President and Chief Brand Officer, Dallas Cowboys


In my over five decades as Chairman of The Cordish Company, I have had the honor of working closely with dozens of Mayors. Jeff is unlike any mayor I’ve ever met. He’s really a private sector person parading in a public sector job, meaning it’s “get it done and get it done now,” and let’s see how creative we can be. The Unity Blueprint emphasizes Williams’ collaborative approach, willingness to take risks, and ability to “get things done.” These were critical to the rapid and successful rise of Arlington, and they’ll be incredibly useful to business and community leaders who want that for their own organizations.


— David Cordish,


CEO and Chairman, The Cordish Companies


Jeff is a problem solver. He garners all the opinions from all sides—and those disagreements never frighten him. He wanted God to be honored and unity among different faiths. He found a way to do this by fostering a collaborative, encouraging environment in which success is shared by all. These stories and strategies are here in this book: How to build unity and rapport so everyone’s moving in sync toward the same shared goal.


— Tillie Burgin,


Executive Director, Mission Arlington/Mission Metroplex


The Unity Blueprint speaks to Jeff’s greatest asset—his “can-do spirit.” He gets you to believe in yourself and the outcome. I love that he wants other communities to access that same spirit. That’s what The Unity Blueprint is about: equipping leaders with the ideas and tools they need to demonstrate that same charisma.


— Ron Price,


President and CEO, Visit Phoenix; former President and CEO, Arlington Convention and Visitors Bureau


Jeff’s enthusiasm and passion is contagious. He’s definitely Arlington’s biggest cheerleader. With The Unity Blueprint, Jeff captures that passion in a clear, replicable approach for other city leaders. Jeff has always believed in the outcome, which has made Arlington great. I’m glad to recommend this book and its invaluable toolkit for bringing our success to other cities.


— Captain Chris Cassidy,


President and CEO, National Medal of Honor Museum; Astronaut; Navy Seal


Jeff is passionate about positive outcomes. His commitment to such results is contagious. The Unity Blueprint explains how a leader must know that each project is connected to some greater purpose. For Jeff, it was never just about building physical city infrastructure, but a focus on how it will benefit others.


— The Honorable Richard Greene,


Mayor of Arlington (1987-1997)


Jeff has the ability to move people where they didn’t know they could go. He leads with courage when things aren’t popular but need to get done. Here, he shares tactics and anecdotes other leaders can employ to push through adversity in their own spheres.


— Michael Jacobson,


President and CEO, Greater Arlington Chamber


It is no accident the word “unity” is included in the title of Jeff’s book The Unity Blueprint. Jeff is a collaborative leader, and his lack of authorship pride is one of his best qualities. The point is not about who gets the credit, it’s about getting the job done. This book will help leaders learn to be stronger and more effective inventors by converting ideas into action. My greatest reward from working with Jeff, both as a fellow mayor and since I retired, is our enduring friendship. It is founded on trust and gratitude.


— Mike Moncrief,


Former Mayor of City of Fort Worth (2003-2011), Texas State Senator (1991-2003), Tarrant County Judge (1974-1986)


Jeff starts with yes, always. How can he help the city, community and you or your business achieve goals? In this book, Jeff shares his business acumen, but it’s his grace and respect for all people that may be the biggest takeaway. He speaks to an admin assistant the same as he speaks to a billionaire owner of a baseball team. I can’t think of a better example of an inclusive leader.


— Kellie Fisher,


Chief Financial Officer, Texas Rangers Baseball Club


Jeff is a statesman of the first degree. His uncanny ability to make people comfortable has led to much of Arlington’s success. The Unity Blueprint shares how grand projects and great partnerships came about with Jeff’s humble storytelling and eye toward solutions.


— Buddy Jones,


HillCo Partners


Jeff has a unique ability to show respect and kindness to those who disagree. This book explains how to bring diverse opinions or real opposition to the table with a shared vision, humility, and a genuine commitment to helping others.


— Rob Matwick,


Executive Vice President of Public Affairs, Texas Rangers Baseball Club


Jeff has a truly unique ability to bring together and motivate people and organizations for positive goals. That is evident in The Unity Blueprint, where Jeff shares how optimism and proactive leadership can help people. I have witnessed and benefited from his wisdom and talent.


— Sid Eppes,


Chairman Emeritus, AirPower Foundation


Jeff places the needs of the community ahead of his personal needs—there is not a territorial bone in his body. He turns adversaries into opportunities. He knows how to navigate through turbulent waters. This book makes Jeff’s abilities and success available to other business leaders. He lays out his big heart and strong character in these pages.


— Andy Nguyen,


Chief of Staff, Tarrant County; former Tarrant County Commissioner (2011-2018)


Jeff is a connector. He is always thinking about ways to make his people and partners more successful. It’s never about him. It’s about a greater project or the community. That collective leadership is on display here, as he walks readers through the collaboration, optimism, and flexibility that have helped him—and those around him—flourish.


— Karin Morris,


Executive Director, Texas Rangers Foundation


Every established and aspiring leader should consider these tested principles for success. The secret sauce to achieving what seems impossible is unity. Williams shows us how to build and maintain unity with real world, verifiable, and unembellished examples.


— Clete McAlister,


Vietnam Combat Veteran; Board of Directors, Veterans Park Foundation


Jeff has an incredible ability to bring people together and build consensus to achieve a goal. He puts his whole heart into what he does. All of this shines through in The Unity Blueprint, which captures Jeff’s character, intellect, and determination in stories and lessons from the many times Jeff made good things happen.


— The Honorable Kathryn Wilemon,


Arlington City Council (2003-2019)


Jeff wrote this book to empower other business and community leaders. He details how bringing coalitions together from all sides—the good, the bad, and the indifferent—leads to more impact and success. Jeff is a strong leader with much to share about finding and staying on the right path forward.


— Tom Cravens,


Founder, Downtown Arlington Inc.


The Unity Blueprint conveys Mayor Williams’ demonstrated leadership style focused on consensus-building, patience, and a commitment to the long-term betterment of the community. Arlington is one of the only communities I’ve ever worked in where everybody works together, and I’m excited that other cities can build off that example of unity.


— Maggie Campbell,


President and CEO, Downtown Arlington Management Corporation


Mayor Williams, “my role model,” is someone I look up to. This book unpacks how and why Jeff has been so successful in making impossible visions become tangible wins. Jeff creates project environments that inspire people toward a shared outcome because he leads with humility and trust. His blueprints can equip business and community leaders with the tools and mindset to complete their own impossible projects.


— Matthew Loh,


Owner, Asia Times Square; Community Leader


Most people want a great city to live in, but very few are willing to invest the time it takes. From day one, Mayor Williams put in the hard work to make sure everyone in Arlington had a voice in the future of our community, and he worked hand-in-hand with a diverse range of leaders to turn a vision into reality. I’m excited to see him turning his experience into lessons others can lead from.


— Will Johnson,


Chief Special Agent and Assistant Vice President, BNSF Railway Police Department; former Arlington Chief of Police (2013-2020)


Jeff is a leader who helps people live up to their true potential by offering everyone a seat at the table. His book offers wisdom and tools the rest of us can leverage to do this well. Jeff creates an environment of trust for anyone he works with or represents, and that authenticity is evident in The Unity Blueprint.


— Dr. Jim Spaniolo,


Higher Education Leadership Consultant; President Emeritus, University of Texas at Arlington


As soldiers, we do what we do because of people like Jeff Williams. He contributes so much for our country. He is a true Patriot. He is an inspiration and will continue to be an inspiration to young people through the Medal of Honor Museum.


— General Patrick Brady,


United States Army (Ret.), Medal of Honor Recipient
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To my wife, Karen, whose love guides my every step. To my children and grandchildren, my greatest inspiration. To my church, whose faith and fellowship enrich my daily walk. To my colleagues at Graham Associates, for your continued commitment to excellence in building communities. To my faithful fifteen, who stood with me every step of the way. To my mentors, whose wisdom has shaped my life. To my City Council members, for your unwavering dedication to making our community better. To the staff of the city of Arlington, for non-stop creativity and resilience. To Michael Jacobson and the Greater Arlington Chamber of Commerce, for always being willing to step in and make a difference. To Ron Price, Matt Wilson, and the staff of the Arlington Convention and Visitors Bureau, for dreaming big and making it happen! To the citizens of Arlington, Texas: your Can-Do Spirit has resulted in proclaiming “It’s a great day in Arlington!” so many times.


This book is a testament to the power of a shared vision and purpose.
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INTRODUCTION


The Unity Blueprint


The concepts I unpack here are ones I have lived out over several decades of acquiring practical knowledge. I have tried them and experienced setbacks, but I have also had more success than I ever thought possible. In these pages, I have tried to strike a balance between inspirational stories and solid principles. This is not a book about how I’ve done everything right as a business leader or a mayor. It is an honest look at the nitty gritty aspects of building unified coalitions. You will read about some of my highest highs and lowest lows, the victories and the setbacks, and the invaluable lessons learned along the way.


Whether you are leading a city, a business, a nonprofit, or even a small community group, this book will help you understand that leadership is not just about making decisions from the top. It is about inspiring and empowering others to join you. The strategies and stories you will find in these pages are meant to be practical and actionable, providing you with tools to create unity, drive positive change, and build a legacy of impact. You may be surprised how applicable the stories and principles are across all sectors.


These stories represent the work of thousands of people coming together for a common purpose. I hope the stories will ignite a spark of creativity that may lead you to a major initiative or program that can generate positive change. The stories will also reveal that, in most cases, using the unity blueprint will greatly reduce the costly energy wasted in arguments and dissension and, in many cases, will save time and money.


Some leaders think taking time to unify others is cumbersome and unnecessary. They do not realize the value of collecting input from employees, other leaders, or members of their community and then working together to build an actionable plan. Some treat this effort as a waste of valuable hours that could be better spent accomplishing the mission. A leader like that greatly reduces their opportunity for success and misses out on a tremendous benefit.


The benefit is forging deep friendships with the people you are working with. When you are working together to climb that mountain, you are helping each other to get to the top faster and safer than if you were alone. And when you reach the top, you have friends to celebrate with. And if you don’t succeed in making it to the top, you have friends to cry with and to pick each other up, regroup, and try again.


My hope is that, through sharing my experiences, you will be inspired to dream big and see your business and your community from a fresh perspective. That you will realize how important it is to have people trust and follow you. I want you to look at your organization and community with a renewed commitment to building something great. Not by yourself, but with a unified team.


What Does Unity Look Like?


Take a few moments to imagine this picture. As a leader, your employees support and encourage each other. When someone needs help, several people step up, sharing the workload. In meetings, team members come eager to share how they were helped and encouraged by fellow employees.


When one employee discovers a new method or process to perform a task more efficiently, they don’t keep it to themselves. Instead, they share it to make everyone better. And when they see something that bothers them, they don’t gather and gossip. They bring the issue forward to their managers, where they are actually heard. Then, collectively, solutions are found, and your whole team moves to a better place.


The managers move forward on strategic planning and are responsible for providing the strategic direction of the business. Management meetings include meaningful discussions, including debate. However, the debate is conducted with respect for each other and with the awareness that each manager has the responsibility to resolve problems, not just identify them.


People are valued. For example, when the stress of doing your job along with being a parent and spouse becomes too much, your manager understands and works with your fellow team members to adjust your time and duties to reduce your stress and create more time for a refresh. Managers and other team members step in to meet the new deadlines and respond to the needs of the clients. The workload is spread out, so no one is left alone working night and day.


With your team working together, production and profits increase greatly. Stress is reduced, and your team members help each other to stay out of hopeless situations. The benefits include better mental health, stability, and longevity of your employees, better client service, and everyone looking forward to going to work, including you.


Everything I described is possible with a leader who is committed and dedicated to building unity. It is a journey, and you must continue to work at it every day. Although the journey can be difficult, it is rewarding and worthwhile. As Patrick Lencioni writes, “If you could get all the people in the organization rowing in the same direction, you could dominate any industry in any market, against any competition, at any time.”1


Unity does not eliminate all problems and create a utopia, but with unity, results are achieved at a much higher level. Importantly, you are not draining your people. Instead, they are energized by the synergy of the team. The unified approach results in valuable relationships being forged.


Success in today’s world necessitates leaders who value people, provide an environment for collaboration and teamwork, and move toward a purpose that everyone can believe in and support. The team members also expect these leaders to have a foundation of character values so trust can be built and sustained. These leaders must be lifelong learners who must also be ready to change and adapt to a world that is in the midst of a technological revolution, and where societal shifts are frequent. Equally important, these leaders must be willing to seek help when needed, identifying outside resources and people to help achieve organizational success. The ego must be set aside for the opportunity to make a real impact and achieve the highest level of success.


The need for unity is equally important when you are working on projects for your community or nonprofit organizations, not just in business. In fact, the expectations of employees and volunteers have grown together in today’s world. All people want to be included and valued and work toward something meaningful. The expectations placed on leaders are consistent for businesses, nonprofits, and communities.


The Success of Unity Attracts Attention


Unity is contagious. In fact, Arlington’s success attracted the attention of Dr. Lee Igel and Dr. Elizabeth Haas of New York University (NYU). They conducted research and made recommendations, including identifying esports as the next sports venture for Arlington. They determined that esport was one of the fastest-growing industries in the world.


Three months later, we constructed the largest esports stadium in the country and were on our way. Our collaboration with the NYU researchers continued, and they observed us bringing our citizens together to attract unprecedented sporting events, including the National College Football Championship, the Final Four, the NBA All-Star Game, the World Series, the National Finals Rodeo, WrestleMania, and the Cotton Bowl to name a few.


We became known as the “city that crowns champions” and the “sports capital of the nation.” We also attracted Texas Live! (the largest entertainment complex in Texas), hotels with a new convention center, new development in downtown Arlington, a Fortune 500 company world headquarters, and a major expansion of our Arlington General Motors plant, the most productive automotive plant in the world. Our citizens embraced one of the most successful public transportation projects in the country: Via rideshare technology. We were the first city in America to operate an autonomous public shuttle.


We also had a citywide Kindness Campaign that was embraced by our citizens, which helped promote unity in our city. Arlington has become the fourth most diverse city in the US. We also formed a Unity Council, which received a national award, the Cultural Diversity Award from the National League of Cities.


After 2020, NYU conducted extensive research, and Dr. Igel and Dr. Haas determined that Arlington was the first city in America to recover physically and economically from the COVID-19 pandemic. They told me that we had experienced unprecedented success in the six years they had studied our community. What was the cause of this success? In their opinion, it was based on inclusive leadership, building unity, and aligning people to work together for a common purpose. Through our conversations, Dr. Igel and Dr. Haas encouraged me to write a leadership book on this topic and share our real-life stories to reach a broader audience.


They have a strong belief that America is yearning for unity and is seeking a meaningful sense of purpose. In my experience, unity has to continue to grow in importance. I want to share with you real-life stories describing how I have seen unity achieved and why it is so critical for lifelong success.


People Need to Be Working in Community


More than ever, people are looking to be valued, to belong, and to work together for a worthwhile purpose. In a world plagued by too much dissension and division, they are longing for collaboration and common ground. They need a distraction from the discord to get their minds moving in a positive direction. Too many are lonely, working in isolation in their jobs, yet they have an innate need to connect.


I see this as an incredible opportunity for leaders to recruit teams, develop unity, and collectively use their talent and skills to make a tremendous impact while doing good and helping others. This is something I’ve learned from firsthand experience. I was elected mayor of Arlington, Texas, in 2015, and our community was at a crossroads. We needed to work together on a number of initiatives that were critical to the future of our community. We were competing with neighboring cities to keep the Texas Rangers and remain one of thirty American cities with a major league team. In the meantime, the Dallas Fort Worth (DFW) Metroplex in North Texas was bringing in more jobs than any other metropolitan area in the nation. Arlington had not been a part of that success, and we needed to jump-start business expansion and recruitment.


Our community leaders knew we needed to build hotels, shopping centers, dining venues, and housing. We also needed more attractions, in the Arlington entertainment district around AT&T Stadium (home of the Dallas Cowboys), Globe Life Field (home of the Texas Rangers), and Six Flags Over Texas (a major amusement park).


We were also the largest city in the nation without public transportation. Innovative solutions had to be found and implemented to move Arlington into the twenty-first century. Our downtown had great opportunities for growth. Arlington had become the eleventh most diverse city in America (and at the time of writing the fourth most diverse city). We needed to strengthen our community bond and welcome the many people who were moving to our city from all over the world. There was also an opportunity to pass a sales tax election that would provide critical funding for economic development, but such efforts had failed in the last two elections.


To tackle these pressing challenges, we needed to come together. The surrounding cities had nicknamed Arlington the “Can-Do City” decades earlier, and we had to make it happen again. So, we developed a vision and plan, recruited people who were aligned with our purpose, and experienced unprecedented success. We brought together diverse groups, listened to their needs, and worked collaboratively to achieve common goals. This approach not only led to tangible success but also fostered a deep sense of pride and belonging in our community.
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