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“Do not be concerned about the future;
keep your attention on today, and stay
in the present moment.”


— Don Miguel Ruiz
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64 is a magic number.





Remember 1964? It was a landmark year that changed the world in many ways. The Beatles held the top five positions on Billboard, headed by “Can’t Buy Me Love.” Bob Dylan recorded “The Times They Are A-Changin’.” The Rolling Stones released their first album. Dr. Martin Luther King, Jr. was awarded the Nobel Peace Prize and President Lyndon B. Johnson enacted the Civil Rights Act. Nelson Mandela gave his “I Am Prepared to Die” speech over three hours from the dock before being sentenced to 27 years. Cassius Clay became both heavyweight champion of the world and Muhammad Ali. BASIC computing language was introduced and the computer mouse was invented. Protests began against the Vietnam War. Andy Warhol began his most celebrated period.


1964—I was 15 years old…and hungry for life.


It turns out that 64 is a super-perfect number. The square root of 64 is the lucky number eight. There are 64 squares on a chessboard, and the Karma Sutra has 64 positions (but you know that!). Sixty-four is the country calling code for New Zealand, my home on the edge of the world. And the title of a famous Lennon and McCartney love song from the greatest album of all time.


This book 64 Shots—a shot being a fast swing, an injection, a strong drink, an explosive charge, a Moon shot —is designed to help leaders succeed in today’s ultra-turbulent world. I wrote it to bring a sense of optimism to a Volatile, Uncertain, Complex, and Ambiguous era. VUCA forces are eroding the ground under every organization and individual. Technology, in particular, has sparked an incredible moment. Industries, companies, and entire societies are being reset at record pace. Falling behind or getting ahead in life is an intense high-speed contest.


I have distilled 64 shots for leaders and aspiring leaders to meet today’s extraordinary demands. Leadership is the defining difference in any field, and leading people in a crazy world requires a wider range of skills and emotional capabilities than ever. A leader’s skillset has to be meta, macro, and micro; soft and hard; strategic and creative; directional and executional.


The book is inspired by Saatchi & Saatchi which is the central current in my business life. I spent 20 years as a client, then 17 years as Saatchi & Saatchi’s global CEO, and one year as Executive Chairman, which evolved into Chairmanship. The Lovemarks book series was my means of reframing the industry I found myself in; leadership, however, is my passion.


These 64 shots assemble everything I’ve learned in business to propel the 21st-century leader. They are the basis of my operating style, teaching method, frameworks and formats, and forward focus. Their launch pad is the wisdom of a pantheon of leaders across fields and time.


In these crazy times, everyone must lead. My goal with 64 Shots is to liberate you, the leader, from mind-numbing management literature. This book is meant to inspire, unleash, and entertain you. These 64 jabs to the solar plexus are quick sets of illumination, activation, and acceleration. Different shots will help different people. Go straight to what helps most, or read the book cover-to-cover for the full treatment on leadership. There is a linear logic to the shots but each set of four is a stand-alone idea.


Another meaning of “shot” is a photograph, an image, and the act of taking one. There are 64 shots in this book that form a parallel story, a book-within-a-book. These portraits are of people who have had a pervasive and inspirational impact on me. Some I know. They are all impact people. All are leaders who have “been through it.” The book feels complete with them because I stand on their shoulders on my own leader’s journey.


64 Shots comes from the worlds of business and sport. It is for anyone leading any group of people anywhere. I hope there is something here that will inspire you, and help you set others free.


And whatever you do, make sure you take the shot.


KR


New York


January 2016
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SHOT 01


	Be Impeccable with Your Word





	SHOT 02

	Don’t Take Anything Personally





	SHOT 03

	Don’t Make Assumptions





	SHOT 04

	Always Do Your Best












Years ago, Procter &Gamble’s CEO A.G. Lafley sent me a book for Christmas. It was The Four Agreements: A Practical Guide to Personal Freedom by spiritual teacher Don Miguel Ruiz.


Every problem in business has its root cause somewhere in the Four Agreements. The genius is their simplicity: 1. Be Impeccable with Your Word, 2. Don’t Take Anything Personally, 3. Don’t Make Assumptions, 4. Always Do Your Best. The Four Agreements are bedrock. They underpin every word in this book.


Be Impeccable with Your Word


When I was 45, I had laser eye surgery because I couldn’t handle glasses. I had eight pairs. I sat on them, broke them, lost them, and got totally frustrated. I found a surgery guy in New York, the best it seemed—he’d just done President Bill Clinton’s eyes.


The procedure was simple. Fifteen seconds for each eye. “What is your success rate?” I asked. He said: “100 percent.” I said: “Nonsense. No way can it be 100 percent. How?” The response:


– “I’m the best there is.”


– “I’ve got the best equipment, come and have a look.”


– “Before I agree to take you, you have to do eight weeks training in a test program. You’re going to improve, build this muscle, that muscle…, so that by the time you get through that program, I’m 100 percent certain of success. Or I call it off.”


I passed, it worked. A 100 percent record means a 100 percent record. Are you impeccable with your word? Think again; your pants are on fire.


Impeccable! Starting as kids, people tell white lies, fibs, porkies, or whoppers. We do this to save face, to get people off our back, to cover our ass.


“Impeccable” means do what you promise all the time, not almost all the time. It means unimpeachable, flawless, 100 percent. It means if you say “I’ll call you back in 60 minutes,” you do. The 61st minute is too late. Plans made were for a minus-60 minute response, the time frame on which you gave your word. Knock-on effects? The idea was murdered, the competition beat us, the crisis went global, the brand dissolved.


Be impeccable with your word. When I worked for Procter & Gamble in the Middle East, my boss Herbert Schmitz told me: “There are only two types of people in this world Kevin, those that deliver, and those that don’t.” That is being impeccable with your word. It’s very hard to keep your word all the time, but every time people break their word it interrupts organizational Flow, and Flow sustains Peak Performance.


If you can’t be impeccable with your word, don’t give it.


Don’t Take Anything Personally


Business is a blood sport. The key is to make sure it’s not your blood. Bob Seelert brought me into Saatchi & Saatchi in 1997. Bob told me that to run the company effectively you needed, every morning, to “strap on a waterproof back and a bulletproof vest.” Whenever the flak flew, it bounced off my front or ran off my back. I observed everything and acted when I needed to, but never got mortally wounded. I kept my ego in check, and my id intact. This way I maintained momentum, optimism, and conviction for 17 years as CEO.


The secret? Don’t take anything personally. People take everything personally. Work is no exception. Countless projects are derailed by someone taking something personally. Check all egos, shoulder chips, and nerves at the door. It’s not about whose idea it is, nor about whose business it is. It’s about whose world it is. It’s about what’s best for the customer, the consumer, the fan. The fact that I may fiercely disagree with my team on what’s best does not remotely change how I feel about them.


I always recoil when brand managers talk about “my brand.” It is not their brand. It is their business, but the brand belongs to its customers. Coca-Cola executives got the memo in 1985, when they reformulated the original with “New Coke,” and Coke customers poured the new concoction into the gutters of Atlanta.


Politics is mega-personal, a storm of conflicting personal agendas, distractions, frustrations, and conspiracies. In politics, either nothing gets done or it takes forever, thus ensuring maximum collateral damage. Business works faster. Great business stays focused on the audience, the idea, the issue, the facts, and the solution. You can’t take stuff personally. If you do, you’ll suffer. So will the outcome.


Don’t Make Assumptions


Assumption is the mother of all #@%!-ups. An assumption is a fact taken for granted. We’ve all got those kinds of facts. Few facts are, in fact, incontrovertible. The American businessman Harold S. Geneen wrote about “unfactual facts.” He talked about “accepted facts,” “apparent facts,” “assumed facts,” “reported facts,” and “hoped-for facts.” Geneen demanded the “unshakable fact,” a “genuine snapping turtle” of a fact. He urged management to “smell” a “real fact” from all others, and to do what it takes to be sure it is one.


Former U.S. Secretary of Defense Donald Rumsfeld talked about “known knowns,” “known unknowns,” and “unknown unknowns.” Here is a rule of thumb: the less you assume, the more you explore, the better the outcome. Never assume; investigate. Be curious, pose questions, go to the source, and course correct.


This is Genchi Genbutsu, aka “Getcha boots on.” It’s a key part of the legendary Toyota Production System. It means go and see for yourself. Saatchi & Saatchi gets many insights through its Xploring research, where we observe people in their real day-to-day lives. If you want to understand how a tiger hunts, don’t go to the zoo, go to the jungle. Toyota tracks back to the root of a problem through a process of asking “Why?” five times. No problem can sustain that kind of pressure. My three- and five-year-old grandchildren are masters of the art. No problem can sustain a child’s “five whys.”


To understand customers, you have to listen to them, watch them, smell them, touch them. Don’t assume based on data. Data leads to false facts. Data reads the lines, but people live between them.


When iPod and iTunes came along, Sony had great facts on the Walk-man. Sony interrogated the data, and knew just what people wanted. Multiple product improvements were on the way. People wanted this kind of Walkman and that kind. It was a fact. They had all the facts. Good luck reading all that. Goodbye Sony Walkman.


Harold S. Geenen said: “Facts from paper are not the same as facts from people. The reliability of the people giving you the facts is as important as the facts themselves.” I was taught to interrogate the data. In my experience of this, either:


– The group was not representative.


– The wrong questions were asked.


– It’s been set up to elicit a pre-determined result.


– The interviewer was a Muppet.


– It won’t play like this in Brussels.


I interpret the interpreters. I think “interrogate the data” means add your emotional quotient. Truth is in the grey, not the black-and-white. A leader listens to people’s conclusions from “the facts.” A leader looks at the topline data, minimizes assumptions, and decides on time—applying retired four-star general Colin Powell’s 40/70 rule: “Use the formula P=40 to 70, in which P stands for the probability of success and the numbers indicate the percentage of information acquired. Once the information is in the 40 to 70 range, go with your gut.”


And as Powell also said: “Don’t let adverse facts stand in the way of a good decision.”


Always Do Your Best


A major influence on my approach to leadership is American NFL coach Vince Lombardi. Lombardi demanded perfection knowing that it didn’t exist. He knew the hearts of men. In 1959, the Green Bay Packers were coming off a 1-10-1 season, their ninth losing season in 11 years. Lombardi took command as head coach and general manager. With Lombardi, the Packers never had a losing season. It was 98-30-4 in nine seasons, including 9-1 in the postseason. Five championships, three straight, 1965-67. In 2000, ESPN named Vince Lombardi the “Coach of the Century.” Vince Lombardi said this:


“Winning isn’t everything, but wanting to win is.”


Always do your best; this is very rare. Most of us do what’s good enough, what’s fit for purpose, what’s appropriate, what will get by. But our best requires sweat equity, focus, commitment, and discipline. The challenge in front of us can demand that we not be tired, that we not go out the night before. It can demand we feel fit, on top of things, confident and full of self-esteem. Too often we don’t meet the challenge head-on.


Our best means being in an area where we can grow. Most of us are forced into compromise by our bosses, husbands, wives, or children. We are dealt “a bad hand,” so we don’t always do our best. We do our best when it suits us. That’s rubbish; capitulation.


Since day one, I’ve wanted to win. I try to do my best all of the time. Get yourself into a position where you do less and you play to your strengths with single-minded focus. This takes mental toughness.


Being average is a waste, and can get really boring. Being the best you can be, in your own mind, not in anybody else’s, is a cool thing. It means you don’t get frustrated, bitter, cynical, jealous, or regretful. If you know you’re giving it all you can give, it simply feels great. No one can ask for more. You feel upbeat, positive, optimistic, and seriously happy. You win in life.


Always do your best. Give it everything, every time. Take it from Vince Lombardi:


“Winners never quit and quitters never win.”
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	SHOT 05

	Volatile





	SHOT 06

	Uncertain





	SHOT 07

	Complex





	SHOT 08

	Ambiguous












We live in a VUCA world. Volatile. Uncertain. Complex. Ambiguous. VUCA is a military acronym that has penetrated business speak. It recognizes that running a business has become like flying through an asteroid field.


IT ’S A VOLATILE WORLD ALL RIGHT Market turmoil, currency swings, insurgencies, nature’s fury, cultural uprisings, viral attacks, disappearing jobs, shareholder activism, consumer revolts. Not even the short list.


IT ’S AN UNCERTAIN WORLD Equally fantastic or fatalistic, depending on your world view. No one has a clue what’s around the corner. Every day, the corner gets closer. Tomorrow is in your face. Companies must reinvent, or die. In a 2015 Fortune survey of Fortune 500 CEOs, rapid technological change was the greatest threat. Ninety-four percent of respondents expected their companies to change more in the next five years than in the past five.


IT ’S A COMPLEX WORLD Seven billion people need to have shelter, eat food, drink water, stay healthy, get along, be happy, pay for it all, keep the planet green, and fight off aliens. Not easy; totally doable. We will find the answers together.


IT’S AN AMBIGUOUS WORLD The world has overall become a better place, as key indices such as poverty levels show. However it’s an obscure world with double edges. We’re less hungry; more obese. We’re connected, but distracted. Clear roads are hard to find.


Spears to rockets, was it ever not a VUCA world? The difference is that today VUCA travels wider, moves faster, and can hit harder than ever. People are saturated, cash-strapped, inundated with flak, and stressed by the pace of living. It’s an Age of Now, a time of constant, instant far-flung impacts. People survive and thrive in the moment.
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“Controlling the controllables” is a myth in a moment world. There aren’t many controllables, so don’t spend a lot of time on that. I can’t control my personnel cost ratio when it’s pinned to revenue that can evaporate tomorrow. Marketers don’t “own” the shopper. Consultancies don’t “own” the client.


In a high-speed world, execution is hell. VUCA is random, brutal, and unforgiving. No matter what you just did today, no plan ever sustains first contact with the competition. No plan in a VUCA world ever survives 24 hours.


In this crazy future you need leaders. We need leaders more than ever. Leadership is teachable, and learnable. Everyone can be a leader, and Generation Next is up for it. The 2015 Deloitte Millennial Survey found that more than half (53 percent) of Millennials aspire to become the “leader or most senior executive within their current organization.” In developed markets, this aspiration was 38 percent. In emerging markets, it was 65 percent.


By the time a problem lands on my desk, the black-and-whites are sorted. What’s left is grey, hairy, and ugly. A leader is unequivocal. A leader decides, acts, and turns the tide. In 2010, in Jerusalem, I exchanged ideas with the statesman Shimon Peres, former Israeli President and Prime Minister, a leader of stature. He put it this way:


“A leader must decide. He says ‘yes’ or ‘no.’”


Full stop.
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The more crazy life gets, the more decisive a leader needs to get. People laughed at U.S. President George W. Bush for saying, “I’m the decider, and I decide what’s best.” He was right. That is the job of a leader. A leader decides.


“To lead is to listen, to pay attention to every detail, to decide.”


— Shimon Peres


Where should people start with “leadership” in a VUCA world? Leadership is both art and science. There are all kinds of leadership. There is not a one-size-fits-all approach. But the essence of leadership doesn’t change. In the last 50 years, production, distribution, and communication have been reset by technology. Leadership hasn’t changed much in 5,000 years. Technology doesn’t alter leadership. It lets leaders reach more people, quicker, more emotionally—that’s all. Leadership resists change because it’s about human nature. Leaders take people to a better place.


My stance for leadership in a crazy world was inspired by some great leaders and coaches, notably Vince Lombardi and Peter Drucker, the man Businessweek said “invented management.” Over 40 years, Drucker’s straight-lefts seeped so gradually into my operating framework that I thought I’d invented them myself.


Drucker said: “Management is doing things right; leadership is doing the right things.” In a VUCA world, doing things right is table stakes. Management is a science, driven by order, process, data, and digits. Very important, but not the defining difference. This book is about doing the right things. And when things get crazy, leaders need to step forward.


As a platform, find leaders you can relate to. Study them. Learn from them. I study leaders who are winners. Lombardi used football to teach life. I try to do this through business.


Leadership is a question of character. It is a mix of qualities. Lead ers know themselves and understand others. They show empathy and confidence. They decide when no one else has the guts.


You need your ABCs. Ambition. Belief. Courage. Avoid moderation. Good is no good. Aim to be a great leader. Greatness goes to extreme positions and makes extreme choices. A great leader stands for something transformational. Andy Warhol and Bob Dylan are two of my heroes. They led cultural transformational change. Warhol made art accessible in a remarkable way. Dylan transformed himself countless times and changed the way we think about the meaning of life. The great one, Steve Jobs, transcended both business and culture. He rode a rollercoaster of failure and success to change the way we live.


A leader is ready to go all in. Around 2004, I went all in with a question. Driven by fear of drowning in a flood of brands, I asked: what comes after brands? Power was shifting from brands to people. I could see the future beyond brands, I could feel it, force fields owned by people not corporations.


Love in business? Reactions were visceral. For creating the idea of Lovemarks, I got my fair share of mud pies. It was the sound of the ground breaking. Some said I was crazy when I wrote the book Love-marks: The Future Beyond Brands. I am crazy. You should be too. As Oscar Wilde said:


“Nothing succeeds like excess.”
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LEADERSHIP ADVIGE FROM A CONVERSATION WITH PRESIDENT SHIMON PERES
INJERUSALEM, OCTOBER 2010

Leaders must not be afraid of being alone.

They must have the courage to be afraid.

A leader must decide. He says “yes” or “no.”

A leader must pioneer, not rule.

Aleader is not on the top of his people
but ahead of them, in front.

Leadership is extremely hard work.

When you have chosen a destiny...never give up.

Leadership is based on a moral call.

What is right today is different tomorrow.

It's not enough to be up to date; you have to be up to tomorrow.

To lead is tollisten, to pay attention to every detail, to decide.

Everything that once was controversial
ultimately becomes popular.
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10 PEARLS OF WISDOM FROM PETER DRUCKER

Management s doing things right;
leadership is doing the right things.

The only thing we know about the future
is that it will be different.

The best way to predict the future is to create it.

No institution can possibly survive f it needs geniuses
o supermen to manage it. It must be organized

in such away as to be able to get along under a
leadership composed of average human beings.

Peaple who don't take risks generally make about
two big mistakes a year. People who do take risks
generally make about two big mistakes a year.

Management by objective works—if you know the
objectives. Ninety percent of the time you don’t.

Most of what we call management consists of making
it difficult for people to get their work done.

The most important thing in communication
is hearing what isn't said.

Making good decisions is a crucial skill at every level.

Plans are only good intentions unless they
immediately flow into hard work.
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