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What People Look For and Want 
from Their Leaders 
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T() better understand lcackc~hip a\ a relationship, we invc'>figared dw 

expectations that constituents ha\'C o( leader.'< \Vc ;t~kcd people ro 

tell us the personal traits, char~tCtcristics, and attributes they-look f()r 

and adrnin: in a pcr.son \vhom they \Yould be wil/il;g ro fi:1l!ow, 'Jhc 

response.-, both aH-!nn and enrich the picture that <..'lll<..Tgcd from 

srudics of personal leadership lwsrs. 

\X:·'c began this research on what constituents cxpccr of leaders 

more than thirty }/t:ars J.go by surveying thousands or business and 

goYcrnnh;nt exenttivcs. Severa! hundred diH-CTcnt values, traits, and 

ch;u;1"-~terisrics were identifi!..'d in response to the open--ended question 

about what they !ookcd I{H in a person rlwy \Vould he \villing to 

fol!mv, Subsequent content analysis by several independent judges, 

fdluwcd by furdwr empirical cwalyses, reduced thc:>c items tu a list 

of t\\Tnty characteristics (c;Kh grouped with several SVJlonvrns t()r 

L-brilicarion ~tnd complneness), 

from this list of rwcmy ch~1racrerhtics, \VC developed the C!ur­

actcristics of /\dmired Lctders checklist. It has hccn administered to 

well over one hundred thousand people around tlw globe, and [he 

results are continuously" updated. 'I his one-page survey a.sb respon­

dents w sdcn the seven quaiirics. out of nvcnry, thar they ··most 

look l-()r and admire in a leader, someone whmc direction rhcv would 

\-vll!ingly 1-()!Jo\v." "!he kt:y word in this stat:emcnt is wil/ing{J: \\'hat 

do rbcy expect from a leader the? would fdlow, nor bccmsc rhcv 

have ro, but because they \Y:mt to? 

'fhc results have been srriklng in their rcgnbrity. Over the years, 

\vhercn:r this question is asked. i('-" clear, d.S the {_bra in Table l .2 

!llustra!c that there arc some cs.o;,cntial "character tests'' an individual 

must pass hcfim_' mhcrs arc willing to grant rhc designation lr'l!da 
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'"'""'''· \dLtt is most cvidun and srriking is 

t\_'ccivcd more than 

(JO p.;,_Tc_cnt of' the vote~ \\vith the 

:\nd thL-sc s;tmc four h:HT 

in 1987)_ 

hccn ranked ar rhc rop l!n·oss 

\\ihar people rnost loPk t(:;r in a k\ldcr (:1 pcr:-;on whom they 

would he 

rcsurch docunwnts rl-Lu rhi\ p:nrcrn dues not vary· ;1cros~ countries, 

u ... dturc'>, cthnicit!cs, org:~niutiona! functions and hierarchies, 

genders, levelc, of cduLarion. and age groups. For pcuplc tn t<}llmv 

someone willingly. the m;ljority of constitUL'nts bdieve the leader 

must he 

i Ioncst 

I;orv,.-;J rd-lnoking 

c:ompucm 

ln.spiring 

'1hcsc 

consisrcm ;~nd '--leu rcLuionships vv!rh whar people say and \\Titc 

Five Practices 

of l:-~xcmplary l ctdcrship and the behaviors of people "'vhom others 

Lhink oLt'> cX<:mpi.ClJ 

\'Chen 

more than 

leaders arc complcmenury pcrspccrlvcs on tlt(' 

leaders are 

results. !hcy'rc also responding to d1c 

rci~Jookm;~. competent, ;tnd 

;trc \YO\'t._'!J 1nro the suhscqucrn mautc<o on !he Five Pr;K-

nccs, yotdl sec in rnorc detail how ,:xcmphr.v lcadtTS respond to the 

of their constia1cn.ts. For ~.:x:unplc\ leaders cannot 
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\1odd the \~Cay widwur hcing -~u.-n a:: hol'\t_'SL '!he leadership practice 

fnspifL' a Shan.·d \'islon lm-o!v"·s {;)rward- looking :md 

i11?-- \'\'hc·n !eJdcrs ( iulit·np,- Lhc [\occ;,s. a!sn enhance rhc 

Pl'fc:cpti,)n that rc dvJl:m1it and ((HllP"'lCllt. l!·ust\Vrlrtllitu':-;;;. 

oCrcn a snwnnn im :t major rok ln how lc:u.lcr:; 

Fnahk ( hhns ttl An, ;b docs ch,_· lc;H.k-r\ own l·omp.__'[UK_v. Likewi'<c, 

k·adcrs \dw and ccL:hr;nc at uHnpl ish men 1 s-

1xlw l .w.:ourag'- the ! k;m shzm inspirarion and cTlcrgy. 

v>hich increasc.'1 their comt\tth.'llts' tuldc.Tstandlni-!-- of rhc romrnir­

nwn! [U rhc \·ision Jnd \-Jltil.'.'<. \Vht·n k·adcr\ dz.Tl1i•D.\!r,lrc' cap:h.it)' 

in all ot' l he hvt' Prxticcc.. [ ht'Y show nl h._Ts dwy have dw compc-

ll:J1Cc to nuke l1:lj1JJc'll 

PUTTING IT ALL TOGETHER: 
CREDIBILITY IS THE FOUNDATION 

I h~_' top f(Hu charac:tnisti·~s---- honest, !-(K\vard --looking. compel tnt, 

and mspmng-- ---have rcnLJincd consunr in the n-cr-clunging and 

turhulcnt sociaL poliriclL and c.__·nnomic environment of the past 

rhiny _vears. 'ihc rt·lativc !rnporrancc o( uch has varied -:,nrnc·wh:n 

0\'lT rime, hut dwrt· h,~_~ k·cn no change !n th"· bcr that these arc· 

rhc f(nlr qualitic-..: p'<-'opk wam most in rhdr !t.adcrs. \\'hcrhcr they 

hdicve rlut their lc;;dcrs :u-c trw: rn these· n.luc·s is Jnoth'"·r mauec 

hut \Yh:H dieT \vonld like from 1 hem kh remained dw same. 

·lht'S\.' four consi:-.tnH \.hJnctnistio arc (_kscriptivdy useful m 

and of th\.Tnscln:s-- -hm rhcrc\ :1 rnorc profound implic<~tion rc\·.__,dt·d 

by tb·s'-· data. lhrn· nf th'--·:;,- !'our b_.::-- dnractaistics nuke up \Y}nt 

Lommunication.~ cxpt'1'1) w JS '\ourcc cn.::dibilin-." In a:-:.'>~:.":>S!l' 

rhc hclic\-:lhility of sources of comiYlllllication-- ,wht.'thcr lJ;_''-Y> 

_J 
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reporters, salespeople, physicians, or priests; whether business man­

agers, military officers, politicians, or civic lcaclers---rcscarchcrs typi-

cvaluate them on three critt~ricl: their perceived trustU/Ortbiness, 

~:heir expertise, and their d__ynamism. People who are rated more highly 

on these dimensions are considered hy mhers to he more credible 

sources of informarion. 1
i' 

Notice heN/ remarkably similar these three characteristics arc ro 

the csscmiallcader qualities of being honest, competent, and inspir­

ing--three ofthc top four items continually selected in SUI"Vt'ys. Link 

the theory to the data about admired leader qualities, and the strik­

ing conclusion is that people want to follmv leaders \Vho art.", more 

rhan anything, credible. Credibility is the /(nmdiltion (~( leadnship. 

Constituents must be able, ahovc all else, to believe in their leaders. 

For rhern ro willingly h:Jllow someone dst:', they must believe that 

the leader's word can be trusted, th~lt she is personally passionate ;md 

enthusiastic about the work and that she has rhe knowledge and 

skill to lead. 

Constituuns also must believe that their leader knows where 

they're headed and has a vision f(x the: future. An expectation that 

rhcir leaders be }Oruhlrd-!ooking is wh,u sets leaders apan from other 

credible individuals. Compared to other sources of inf{)[mation (t(}r 

example, journalists and TV ne-ws anchors), leaders must do more 

than be reliable reporters of the news. Lcadns make the nnvs, inter­

pret rhe news, and make sense of the news. Leaders are cxpccn:d to 

have a point of view about rhc htture and to articulal"c exciting pos­

sibilities. Constituents want to be confident that their leaders know 

where they're going. 

Even so, although compelling visions arc necessary f{)r leader­

ship, if you as a leader arc nor crcdihk\ the message rests on a Wt'ak 

and precarious f{nmdation. \~()u must thcrd\)rc he l'\'tr diligent in 

gtwrding your credibility. Your ability to take srmng stands, 



IUf, l )'i 

1-)J! Ul T''Pi .'JOW 

-zirunu -'ll'!j'-'llltrrJ 

UJS \]llh.J.i 

;; ;)_\ 



39 

of dwir leader's cn:dibii the ~vidence determines the auual 

extent of in Bueno:_- rhclf !c~1dcr can cxcn:isc< 

'lhc da.ra confirm thM cn:dibilitv is the f-(nirH.htion ofle~tkrstlip But 

\Vhat is crcdiblliry hduviorally? In other 

it when you :-.ec ir? 

hnw do you know 

\Xlc'vc asked this question of tens of rhousJnds of people around 

rhc glohc. ;md the' response is the sarne, of huvv 

!r may be phrased in one company versus anothn or one country 

vnsu:: cworher. Here are sornc rhe common phr~1.scs people ust' w 

descrihc credible lctders; 

vi hat 

\valk !he talk." 

''I heir actions arc consistent with their V/Or(k" 

'''I pur their money \Vht're their rnomh Js. 

on thl·lr 

,.I hey do what say [hey will do:' 

'I he Iasr is the most frequent n:sponsc \}/hen ir comes w decid­

ing whether a leader is bdicvablc, people flrst listen to dw 

then they watch rhc actions. 'I hey !istcn to the talk, then \V<nch 

the vvafk. ·!hey l!sren to the promises of resources to suppon 

initiatives, then thcv \V<lir tn sec if the rnoncy and man:rials f(Jl!o,v. 

rhcn rhcv !ook f(Jr t:vidcncc rhar rhc 

comrn!trncnts arc meL i\ judgment of ''credible'' !s handed down 

when \von.h and deeds arc con<>onam. Ifpcopic don't :,cc ,,onsrsrt'!KY 

condudc rhar rhc kadcr is, at best, not serious or, ar V/orst, 

an outright !fl1.\H.lcrs '-·spouse one set of values but pcrson-

nrvrlc,, ;.tnothcL tlnd them ro he duplldrous. If leaders 
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wb:n the\ jh.:opk :Ec mon_' to lTd rw.r them 

wHh their lh·"·lihnnd :md nTn rhdr liYc::;. 

Jhi~ realization lead\ to J. straighd(Jn\·;:rd prc.~c!·iption for tlh· 

most s!gn!tJ(Jnf \\";l}- ro !..'Sl~thii . ..,h cn.·dihi!ity. \\',, refer to il .1s 'Ihe 

Kouzes-Posner Second Law of Leadership: 

Ym.! build a c.redihle foundation of leadership foundation 

when you DWYSYWD--Do What You Say You Will Do, 

P\'\''Y'\ '{\\'1) ha\ l \"'O cs:>cntial p;uT;: s;l_\" and do. ·J he pra,_·: icc 

\)f :\·Jodcl the· \\/;n· link-" dit-c,_·th: to thl~'ie two dimensions d. 1:hc 

bl·h:1vior;d dc.i1nition of .._n_·dibi!ity. \1odding is about darif)·ing 

va~uc:-; ;uld setting :1n cxampl<..' f(n odwrs has ... ·d on those va!m's. "Uw 

~:on-,i~tc!ll living our of v,:h~L·s L" rh~._· Vv",l\' lca~..k:rs demonstrate thci1 

honc~.t\· ;lrhllnt\l\\·onhinc\~::., lt s wlut Lh ... ·m dw mor~ll :nnhor 

w k\Ht ,-\nd dur's \vhc.rt' we begin our discus~lon of 'lhl' hn, 

!\;K(ie<:':-.. In th'-' next t\vo duptLTS, we c'xarnow tht.' principL:s and 

hduviors dut hrinf!. \1ndd dw \\':n· ro iii(·, 

! 
----·······~--~·~~~~~~~~,.,..,.,..~.,..;---~~· " r=Vii'N'lllllllllllll 
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the age of nineteen and eventually became chairman of 1v1SC South 

Africa, a privately owned container shipping line and one of the 

leading carriers in r:he world. His leadership story, however, is not a 

corporate one; rather he made an entire nation excited about his 

dream that South Atfica would be the first African team to race 

in the most important sailing competition in the world, the 

America's 1 He wanted ro give people who grew up in difficult 

conditions the chance to represent: the pride of their nation in ffont 

of the world, to show that with passion you could overcome other 

pnJblen1s like lack of budget or experience. 

!--1Js dream sounded a bit crazy to the people with whom he first 

shared ir, but Sa.lvatore merged his passions for sailing and for South 

Africa into a common purpose for the nation and f1x the African 

people. 'Ihose whod veon«"<i to realize a dream from the time they 

first sailed into Cape T()wn Bay and those who were raised in places 

Durban were suddenly given a chance to be part of something 
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~rand- ,~sonwthing that gave them a new r.__·asnn to tr:_tin, to improw, 

and 10 L:ommit w a meaningful Glllcil', Ihcy \qn;]d h~n-~..· dH: oppor­

tunitv to make history 

~akatorc did wh:n ;dl t'Xl:mplary leaders do. ! k, lnnkcd hrw,m_l 

and u!kni about what Lould he l h· f.laimcll a tun.' or' i.h:__- hn m: 

:: so dut others '-:ould sec v.:\ut w~h possihk-, l {c dur,·d hi_~ p~t'ision 

" 
g; 

'" 

and cJnhusi.tsm with th~ pl~nplc .1round hiDL 1t w:1s inJC·ctious, :md 

ont:' young m;~n rt.'lllL'mlxTcd IHm· Salvarore used to tel! him Hl':trl\ 

a decade hct(Jre thl' race: "lmagii1L' rlw underdog. South .--\frl~-,m boat 

with hh mixed ·white :md hLh:k crew sailing head to !wad with rh~_· 

.'>trongcsr Lc:un or the world. 'I his i:-: tlw \\'odd (:up u( q]\ing. and 

w-: .m .. ' goin12 w pby this ganh' soonn or Lw .. T~--

''1\w team\ name. ,)'/Jo_)wf(lztl, Dlt.'ans "go j-(Jnv,;n1 rruk;.' \:nur 

n~<.td, forg:;_· ahead "--··--<til ,lcl novvk·dgmc'll1 of the ded icu ion lP pursue 

cx\-cllcnct.\ C>;fX'l·ia!ly \dwn dning so i" a challenge ']he <>p!rir ol 

dw .Shosho\o/.<1 project w:Js al! :~hout doing .~omcthing U!lh{\JC. ln 

his speeches w his re:tnl. Salutnrt' \\-otdd .~trcc,s rhar il was :m 

opport u nil}' w sh(nv rhat ;tl l Snmh A (rica's ci rizcns can '" ork t ogn her. 

do well and haYl' SllL't.·c~s togcdH'L ln csscn(t' it is an npponunity 

to bt' part of the AJdc:tn rl'na!ss:uKc." t tis appc!], l'nlistcd lhc 

ream in a noh!c t:l1(kaYnr to make histon f(x their coumry, gor thun 

to hdiLTc in dw possibility. nwtivah·d th;:m to \\·nrk C\\.'n harder 

than thcv could imagine ;md huih tht'!r pride in being the bcq 

rh.:v could ht.<. -\nd f(lr Salv,norc, !ike· al! lca'--kr'i who cnlisr mhcrc: 

in a cnnnnun vi<..ion. it all cam._, do\\·n to -~om'-·rhing L1irl_\· ,)m_pk 

and srraight!-()n\·;ud: l·uvin~ a p,lssion !{tr making ;l diHCruvc in 

1woplc\ lives. 

ln 20\F, \hosholora took part in tho;.' .-\mniu·\ Cup KlCl'. 

n .. ·nurkablc achin·L·mcrn in itsdf ~._·onsidcring dnt !!ill.' l1Yck,__: ;.:oun 

tries wn~· reprt:>CntnL Dcspirc ,\ signitlcantl:> lmvcr hudgtl ,md lc:-:.~ 

cxpcr!cnu: dun dw nthn t(\lms, .Shosholoza hdd iL~ ow!L :1r hi,·-,-Jn,, 

__...., 
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c.,omc victoric_" in the heads-up challenges against giants like 

LunJ Rossa Jnd \1ascalzone Latino before eventually placing slxrh 

·Jt -d-.,,_- tin;d round in V1lcncia. 

In [he pnson;Jl~bcst lcadcr'>hip case<; \VC collected, people talked 

"tl-:mH the need ro ger everyone on !.Joard wirh a vision anJ to Fnlisl 

in a drctnL just as S:tlv:uore did. I bey had ro communicuc 

and build support f(n the direction in vvhich the organization was 

hcc1dcd. 1hcsc leaJcrs knnv rhat in order to m<tke extraordinarv 

things happen, c-vcryone held to fCrvcntly hellevc in and commit w 

a common purpose. 

Pan of cn!istin~ others is building cornnwn ground on w-hich 

'-"''--Tyonc cw agree\ Bur equally imporonr is rhc crnotion that 

leaders e-xpress f.)r rhc vision, Our research shuws rhat in addi~ 

non to expecting leaders to be f()r\vard~looking, constituents expect 

their k-;Jckrs to he Peoplt need vast reserves of energy and 

exchcmcrH ro su.srain cnrnmirmcm to ;t disunr dream. Leaders arc 

ex peered w be a n-ujor source of I hat cth.'rgy. People arcn t gomg 

w follow someone vdw\,: only mildly- enthusiastic about something. 

Leaders have to be zPild~y enthusiastic t(n constituents w give it 

their all. 

Whnher rrying w mobilize a crowd in the grandstand or 

ouc person in the office, w Enlisr ( )rhcr:;; you must acr on these two 

essentiaLs: 

• APPEAL TO COMMON IDEAlS 

• ANIMATE THE VISION 

Fnlisdng others is all ahout igniting p:tssion for a purpose and 

moving people to pcrsisr againsr great odds. '[() get cxuaordin-,uy 

rhings done in organization~~, you have to go beyond reason, cngag~ 

lng the hcans as wd! as the mind:> of your cnnsriwcms. You starr by 
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lliH.lcrsundinf; their srrongcst ye:unings f()r somc-rhin_g meaningfid 

and \i~niflcmL 

APPEAL TO COMMON IDEALS 

ln every personal-best cast::, lcadLTS ralk~._·d abou1 ickak, l cxpr(,_'sscd 

a dc)ire w mJkc dramatic dnngcs in rhe husinns<h--usualc_r,yiron­

mcnc CI1w;' reached f()r .:.omcthing gond, something magnificent, 

something. that had !ll'ver hccn done bd(m:. 

Visions arc about i'-ka!s, 'i!JL·:·'rt' about hope.'!, drL':lms, ~md 

r;nion:;. 'fh<:;/rc ~1how the strong dc-;irc w achieve: som,_,rhing great. 

'lhe\·'rc amhitiPus. --l expressions of optimism. (:an you imagine 

a leader c·nlisrlng orbcT~; in c1 cause h; ''I'd 1ik,· you to join 

me in doing dw ordinary"? \Jot likelY. Visions -'>trcrch p.:opk to 

imaglnL' exciting possibiliri.._·s, breakthrough hThnolog!cs, Jnd revo­

!uriorur_v soci:1l dungt.'. 

Idcab rl-'YcJl higher-order value prcfcn .. ·ncc~. fhv_v repre-sent rhc 

ultimalc cumomic. technolof:icaL poliric;tl, sociaL and acsrh~;,·tic pri~ 

oriric:c.. "lhc ideals of world l''-'acc ficcdom, justice, an exciting life, 

luppin'-·s~. and sclf-n_'S}X'CL for l.·x:lmplc, arc among lhc ultimate 

strivings of human existence. ·l hey'rc ourcomcs of rhc !arg,n purpose 

rkn pracrical actinrb will enable people· lo aruin oYer the long n:rm. 

By f-(l,:usinf! on ideals, people gain ;1 sense of mt.:aning and purpnsv 

fl·om \Yhat the\ mhh:rtakc. 

\X'hcn YOU communicatt' your \-ision of the future to your cun-

stituL'lllS, vou lh"t'd w ulk about ho\v th.:.:Y'rc to make a 

t~n.:·ncc in rb: world. hmv thcy'rL' going to h<nT a posit!\'C 1!llt"kC[ on 

people <ll1d CH'IHS, You need to shm,- them ho\V rhcir 

int;..·rcst'i can !w rcali!ed hy enlisting in a comrnon vision. You ntTd 
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to the higher meaning and purpose of work You need to 

a compelling image of what the fumre could be like when 

wgerher in a common cause. 

Connect to What's Meaningful to Others 

Exemplary leaders don't impose their visions of the future on people; 

liberate rhe vision that's already stirring in their constituents. 

'I hey awaken dreams, breathe life into them, and arouse the belief 

that people can achieve something grand. \'(!Jlen they communicate 

a shared vision, they bring these ideals into the conversation. What 

rruly pulls people forward, especially in more difficult and volatile 

times, is the exciting possibility that what they are doing can make 

a profOund difference in the lives of their tamilies, friends; col­

leagues. customers, and communities. 'They want to kno\v that what 

they do matters.5 Nancy Sullivan, vice president for disability ben­

efits at rhe Trustmark Companies, told us, "When you know what 

road you should be on and are doing exactly what you should be 

doing, you fulfill your life purpose, personal passions, and heart's 

desire< When your life and career arc on course and you understand 

your purpose, you fCel full, satisfied, and ever so powerfUL Nothing 

will srop you." 

passion for the work her division docs is quite 

evident in these and she needed to draw on that energy 

\vhen her group was notified that they were unlikely to meet 

their division objectives after consistently exceeding them for nine 

straight years, Nancy knew that her team could pull through, but 

f(;r rhem w do so, she needed to connect her constituents to 

more than just the division plan. She needed to paint a bigger 

picture of what they could accomplish together and show them 
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,)_)li,)P!-JUO:J ,)_.\Ctj SJ;':UTOJSll.1 JllO ,),L1\j,\\ -p::nu JU ,'1Ul!J J<,;Jfl;,lJ;J 

J]-'ljl tq IP-'\ u .. L1ljl ';hq.\J,J:> Ol HPnlJllUlti\U :>upnP'i3 mu F),~! Plll' 

SUO!\!_-np JllO l\iUl s·p,1Jf\Sll! JilO .JPlL\\ , r:;p-.:,> l_l!Op JStl~ \l!O!S!_1,lp 

Jno 01 s,1!)u.>netF wn<;uo:J ·'lj-1 :<;.{F\-\!l' pm' .\\oJJom01 111l! 

)OU \l!U~'>!-';lp .!110 U! .~_1lLIP!-JUO.i pue ].l::JdS.lJ SU]rJU!rltl 

ttn;.11 ;;,~;pes Jtp .·l.Dl[,\\ ';n~HO wo U! ;1Dl[ ;nqd l' JO wr:.11p 1 

:.J7lt~'-;s,-,Lu -1np JO JJtd s~ ,)J;lf-1 ·sw::m~1swu J]Jlj1 If!' ._10 

<;)_\!] .np U! p.1.\qd .\,"'lljl JJO.! HlLl~f!U'iJ~S ,ll.Jl 01 U0~1);1UUU:-:J l' mtr: 1t1(1 

ss;~u!snt{ u~ ;n,)~tpr ppw:; .\JLp 1Cl-j:'A moqr .1'il-rss.1uJ l: _{p.w wu SL\\ .1J 

lS:li..j ;np JO JS0i..j ;np ~T-Ul,ltp ,\\'(;<; ,1ljS q; S:lAFlSULll{J J,>S ULTl-fl dF1lj 

pjnO,'\\ l1'tp ,l:ih;ss,tui UO!S!.\ J:1l!JO SJ.nod _l~wuds .wo p.lHl!Od puc TWA\ 

J~,llj1 JO ;:;sodJnd pur 'iiu~ur.xu ,lljl moqc uo~u~,\UOJ ,:Ju!nu;>'d ljl!,\\ 

.11ods Jlj'-; '.\r>'~A!jElj 0l{1 tq SJC1-f) pur '~':llW-UO--ll!O ·s?Jup;,;::nu UO!S!.\!p 

lUL?J UI ·rnn;~;JJ:itHD ;n:io.\J,";,\,) JJ;)lp\ u;1tpln ,J_!~l-JO .!tp 

u~ 1! p,"'lJsod pur ;~'lit:ss\1UJ tlO!S~A ;~?ird-mr~l r fX1dop,'-'P ,\)tirN 

'llOfS!,\ HOltJLLf()',) 

r U1 3up~ljlL:J \ll fYYI!Jl'·'J ,)(] pj!Hl:l SJS,1JJ.Hl! tUDJ-73UOj J~,1lp .\\otf 
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out, Nancy stressed the exciting possibilities the 

m<lg<ne your own career ten years out, and dream of 

a position rhat serves you 'ArdL Create ideas that get you there. 

within for strengths that you didn't even know you had. Look 

any possibilities. Stretch yourself with ideas that seem 

unachievable. If the thoughts are laughable, rhen that is exactly 

what we are looking for. Create your own position. Create our 

fliture." 

In time, all of Nancv's stafF connected with those ideals and 

aspirations and united around their division objectives. Each 

member of rhe team could easily see hmv he or she would answer 

a friend's question, "So, why do you work there?" Nancy's message 

had lifted them up from rhc mechanics of disability claims and 

rcrninded them of the nobility of what rhey accomplish. Nancy's 

f(Kus on rhe purpose and meaning of the division's work engaged 

their spirits and enabled them to surpass their targets fOr the tenth 

year in a row. 

'The outcomes Nanc;/s staff experienced arc quite consistent with 

rhe extensive research on employee cngagemenL Michael Burchell 

and Jennifer Robin of the Great Places to Work Instiwte, for 

example, report that '"when we ask employees in great workplaces to 

describe what it is like ro work there, they begin to smile and talk 

about how they are excited to get ro work, and then, at the end of 

the day, are surprised to discover that the day has already dlsap-

peared. . "lhey share their belief that what they do matters in the 

organization-that their ream or the organization would be less suc­

cessfuJ if it weren't for their efforts."-' 'This is what Nancv accom­

plished at Trustmark You have to make sure that the people on your 

team know that their work does, in face matter. 

Leaders help people see that what they are doing is bigger than 

they are and bigger, even, than the business. Their work can be 
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~Pnhthin~~ 11nhl(· \\-h.._·n g;l l() h .. -d H !11p1[. U1v\' ,;;n ,~,_"'P ;t 

lin-k v,l~k:· knn\\j1~F thar_ \)dll:r.\ Fe -.lbk h· L,, .... t hdk; lih- hz\·:w,~· 

{•t'v,!ut thct· did dur (Ln-. 

Take Pride in Being Unique 

E\J_·mpbr> l~';llkT~ ai\o communic_:Hc \dLH nnk1.:'i ;1;'--:r (Ofl."liwcm\. 

\\ .;rL group. t!l-~<lni;;Jrion. prndw r, or_,,_,., Jc,_- J•-;d unnpulnl 

( Alll1pdling \-lsiom diHc1\'JHiatc ,Hh.l _c,._-t --u-," ;~run j-J-om "thuJL, .md 

thn n1uq dn \tl in n;-,_kr to Jrtracr ;ind retain voluntc'vrs_ 

LliStOinLT~- ,-li('tJt-;, donors, and jny,-~tor:.. lhvi-L'S no !11 

working t(Jr, buying from, or im-t'.\ting in JD i<)i1 i_h:p;: 

t'X,Jcth· the s,trnc thin,? a'> tlll· onv ,;;.-m..,~ the :.!Teet ur dnv,n rlh- lulL 

:.a_,·ing, "\\'dcoml' to our L·ornp;nh·, \X-l,'n: imr liLv ,__.\ ,-; \'Olh' :_{v_-, 

doc:.rJ't cx:tcdy mJkc rh.__- \pine !ingL· wirh nclic!lh'J1!. \\'h~n 1wopk 

unJnstand how thc·/rt' truh- di;-.tin:,__·ti\·;___- 1r:d hoh ~L\11(1 \Hi! 111 

the LTmYd. r:,__· :t lrH lllO!"L' vJgcr r_o n1lun tq• .lw.: ;;n-~ 

1lwi r l'llc'fhics. 

reelin~ -~rx'-ia! :1 s~._·n.\c nt pridt·_' l! hon'>!< tht· ~df' n_-_\pn i 

and ..;df-c,!<.:Tm of cH'ITOJH.' -a:.;,u;j,u.._-d wirh dw izll~. \\ htTi 

pcnpk Jrt' proud to \\ork [;n their organi7Jtion Jnd ~;:(\'~' ir" pu:rO'-l 

,uh.l wlwn the,\' fl-,:'1 riLlf ,,-h:n the_\ JL.' dnin,::: j_\ lllv:min~iul. rh'--\ 

lw~·omc c·nthusi,1\Iil Jmb.Js.\:ldor~ to d11.· our.\idv \\·ndd. \\hen "-lh-

rotnlT\ and cli-;.>nts -u( proud w (1\\'!1 \OU! c-. or thv \·ou: 

snvi<.~~\, dt'--'Y Jt\' more lo}·a! :md more l!kc!v w rc;.Ttli\ ;!--,-1: t'ril·Jd• 

;o do husitL'.'>S \\-ith \!llL \\'huJ :nunh,T, oi- tih· 

proud to h:l\ v )-ou J:-- ,1 nci~hhoL thcT r,: 

un to m;1kc \-du kt.'l wckon1c. 

to do 

"Shl· madt.' llh_ t~·d pnHJ..._L she nude m-..: t-Lc·i rh:n \\h.;· 

ell< 

\"'!~ 'P'-''-i,d ar::d nJ;t~ll- J -._(lntrih:ni(;;L '-;iid i_in,; i·,,·;: 

when dcsnihi nt-~ otF..' or' hn rnmr ,:,!mif\.-d k'Jd'-'t.\, ~ .i 11-i \\·url.:.,-~1 m 

L 
-t:: 
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research lah of r~nO\Yl_1cd scientists and talented docttm1i students 

_1t l_)CLA, bm she herself \Vas neither a scholar nor a researcher, 

She \Ya}; responsible f'()r computer support and rnaking sure rhar all 

the equipment was up and running without any issues. However, 

dw :;ays that her leader "did nm explain m:-/ joh responsibility w me 

that way.'' 

She began by· cxpbining to me the importance of rhc rncarch 

th~u was being done and hO\v it could impact the iives of many 

people. Furtbcnnorc, the more accurate nur results from d-w 

rest\trch, the rnorc bcndlcial it >Nil! he to those dnt arc 

im·o!vcd because \-Vc Cln bdp improve their quality o( Hf(:_,_ 

job rn keep the computer equipment up and running >-v:JS 

,__-rudai b<:c;msc it makes the rcst·archcrs' jobs easier. I was also 

helping them in improving the cnvironrncnt ;md rnakinf: the 

world a hcner place It made my joh very meaningful and 

inspiring to be pan of a team that is n1:1king ;1 dilfcrcnn: in rhc 

world. 

Leaders like Lina\ at UCL;\ gcr people excited abnut 

on for their vision making certain thar everyone invoked 

feels rhat whar she docs is unique cmd rhar everyone believes 

that she play;; a crucial role of job ride or specific task 

rcsponsibil ities. 

hx~ling unique also makes ir possible for smaller units \Vith!n 

large organizations, or neighborhoods wirhin large cities, ro }uvc 

their O\'vn visions and srili serve a hrgcr, coHcctivc vision. 1"muug~t 

cvny unit with!n <1 corporation, puhiic agency, religious instim-

schoo!, nr volunteer association must he aligned \Vith the 

ovl"ra!l organizadonal vision, each can express its distlncthrc purpos'--' 

\vithin the larger whdc function and every department can 
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diffcr~ntialc itsdf by finding irs most distinctive lpnlitics. Fach can 

be proud of irs ovvn id~:al image of ir~ furun.· as it works toward 

the cornmon future of rhe larger organization. 

·-!hesc days, rhough, 1.vith the latest :wd greatest avaibbk in a 

nanosecond at the touch of a key, it\; become increasingly diHlcult 

to differcnti.ue yourself from orhers. Log on to any lnu~rnn search 

engine type in a kcyv;mnL and up come thousands, sometimes tens 

or hundreds o( thousands, oF sites and oHCrings. -- rihc options arc 

ovcnvhdrning. And it's not just the speed and volume of inf(Hma­

tinn that cr~arc problems. Everything begins to look and sound alike. 

h's a sea of samc·ncss out rhcre. i\~op!c l1ccomc bored with things 

more quickly than t:ver before. Organizations, Ik\Y and okL must 

'"''ork harder to difttTcnriate themselves (and their products) from 

others around rhcm. Business consolidations, the Internet, rhe infor­

nuti(;n overload, dw 24/7/56"1 always-on. cveryone's-connectcd 

wurld dcnund rhar icadcrs be even rnorC' atrcntivc to wavs in which 

they em he the beacon that cuts through the dense rnist and steers 

people in the right direction, 

Align Your Dream with the People's Dream 

In karning how ro appeal ro people's ideals, move their souk and 

uplifr their spirlts-~--and your mvn~rherc is no hencr place to look 

than to the bte Reverend DL l\--1artin Luther King Jr. His "I f---Lwc 

a Dream" spo:ch tops the list of the hcst American public addresses 

of rhe nvenrieth century, On the national bolida:- in the United 

Stat-es marking his birthday, this speech is replayed, and young and 

old alike arc reminded of the power of a clear and uplifting visic:m 

of the future If you have nevn listened dosdv to Dr. \-vords. 

take a h:w moments to read or hear them.-' 

---~---~-----------------
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,_-Linlnl hj') drcl L\1 [() l he \\'flrld. lnugi Ill' ! h:H i ou"rv liS[l't1 illf_ tn r ..... i !lF 

1\ thou.,JIHls Jlound \'oli cbp :it)(l ;:pf·'bitd and l r nuL -,<oH 11\ rn 

'h'lln undlT'-Ll:ld \\·hy thi'> spn\_-h i-> ~o pm,,rlul .1nd l1m·- h~· 1\ 

'-J[':lhk u! nwvlng '-C! m.tn\· p-._·oplv 

\\ 1' \ l' l ~ku J i h\ H 1\3 IH_j ~ il( pc()plc· ( \\'lT ! j IV \ t",l r'> t {) ! iStL'il {(_) ki llV \ 

i:tnwus "j fLn,· .1 lhL'clln·· .,pu_·ch ;md dltl' td~ ll\ ·.du! 1hc\· h(:;!rlL 

i;n\\ !h·\ kl!. ,l!ld \\.ln thn dHltlgln rhi.~ spc'cLh r,·m.liih :,n rnn\ ll1g 

--\c.'ll Ll!lowins i~ :l .<tmpling {lr thL·ir o!)',c.>r,,ni\)!1\. 

'j-{v .tppl-;Jkd 10 c._'0P'J!HH1 i1H~TCS!.~." 

f k Ldknl ;Jhour tn~hiun.d \;du~··· (ll LliJJih-, z.hu~'(IL .1nd ,otJlllJT." 

\l'V thv v.\,nllplc.; · 

i'u>pl,· Z.uUJd H.:Llk l} th,- L'\2l11pi~-\. J!Jn· \\<:)':_ t.nniJ];lL, 

"~ Jio:; rvfl'!\_'llCc;, \YLT<-' l rcdihJv. f~ \ lurd 10 Jrgll<..' :tg:tfml rlh.:' ( 01!~(ll\l· 

iL- lllcntio_nnl ~hildrcn '-Oinnhing \\·l' cn1 -1li kLllc w 

-·rr \\J'- fh_·r.\oJLd. Jk !1lcllii!l1JCd lli;, O\\fllhiltb·n. hn 'l \'ac..n;_- Jm: 

''i j 

I '~ 

'He inL·ludcd n·uyhod,.-: lliir,·rulf pa!T'> cd dw <..01111:-r>,-, -til ~.u-c~. !··nli1 

\i..-.-.c'>. m.:jor ;·'-·li~inn\ '>C'-lTll time~-
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"He began with a statement of the difficulties and then stared his 

hope for the future." 

"He was positive and hopefuL" 

"Although positive, he didn't promise it would be 

"rihere was a cadence and a rhythm to his voice." 

"He shifted from T to 'we' halfway rhnmgln, 

"He spoke with emotion and It was something he 

genuinely felL" 

1hese reflections revt>:al the key to success in enhsdng others. To 

get others exdted about your dream, you need to speak about 

meaning and purpose. You have to show them how dreams wiH 

be realized. You have to connect your message to their values. their 

aspirations, their experiences, and their own lives. You have to 

show them that it's not about you, or even the organization, bur 

about them and their needs. King's "l Have a Dream" speech vividly 

illustrates how the ability to exert an enlivening influence is rooted 

in fundamental values, cultural traditions, personal conv1crion, and 

a capacity to use words ro create positive images of the future. -~n) 

enlist others, you need to bring the vision to life. You have to make 

manifest the purpose so that others can see it, hear it, taste it, touch 

it, fed ic You have to make the connection between an inspiring 

vision of the future and the personal aspirations and passions of the 

people you are addressing, You have to describe a compelling image 

of how people can realize their dreams. 

Ed Fernandez rook these ideas to heart when he began his new 

role as general manager ofWXYZ, a legacy television station owned 

by Scripps in Detroit.w Having come from outside the organization, 

Ed anticipated resistance ro -change and skepticism from some the 

employees, but what he found was quite the opposite. "Here was a 

business, full of talented and skil.led personneL" explained, "and 
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w:unn1 '>Ofllc_'lhin'f, H' l-Klicvc in at ;l pcrsonall~-

tui l<.:'\~._-L wcJ\_' l'<l_gl'r ro crnbLKc' a dsion (mL~c.ion and purpo:-,c) 

d Jt \\-oDid makt· their umHnunii:· ~~ hnrcr pbcL'_., 

Ll \\H'k rhc til11L' w !is[l,_n to their conc~:.TIL~, f_-,mh individu;tlh-

cmplo:·ecs. he~_ rt::Hl'd ,l ';harcd t•i(tufC of '\xlut \n~ wamnJ w bl- as 

-J media urg:·,tnizarion.'. 'Liking t!-w rim'-' to consie:.rcmh commnnlcHc 

th:tf vision 111ad,__- a 1\'mark,llJic diHlTcltu_' in mnnlc and producti\·ity. 

,nKl thi.~ proc'-·~-s proJuu:d the uH!Ccpt of"l)t'troit 202(r --a V!Slon 

10 (-K the cnncrpiccc of di\conrsc tfut could hc!p spark the rcn:;is­

-'<Ull'<.' of l krruil and rh--· rc~ion. lh- urili;ing the p(lWCr ,1nd r'->,"ourcc<.: 

of \'\"XYZ. thi.\ d'-"G1Llc--long. multipb.rJ(lrm community impaL't in!­

ti:ttivc proYidcs a :-;hah.·d goa! for L'\'\_TyoJh' to follm-v. hi s.ty.~- ''People 

luvc a purpnsc for rhcir work and know how thcv <..'an ~._·ontrihurc w 

rhc ov~..T:lll suc,_cs~-" An !ntern:d :.urnT valid:m:d dw sution\ prog· 

r,·ss: ~),{ ~wn_\'nt of d1l' rc>pondcms agreed rha1 '--\'fX\·z '---:m make 

rhin~s fuf-'t"-'ll ;vhcn l.-'onunirtc·d lO :m idea_·· ;md more than f-iv'---- in 

-"i'< h_-licvl·d rh;;t '\Yithin three n·ars \\'XY/ '>NiH he rhc m:1rkn 

k:llkr.'' By app,:aling 10 common inrcrc-"i:> as Fd did. vou on gcr 

w commir to future possibilities. 

ANIMATE THE VISION 

pare as dcnwnqr;!h'd hy King':-: "! f-bvc a 

dw \'i..,lon, c<::s'---·ntia!ly hr,_·Arhing lit~-

vou hJ\.,__- ro hdp rhcm _ft'C and 

:lfl- Jlig_th·~l with the vision. You 

nurtlic' <'fl rhc haurc, olll' that ,--!Lthlcs 
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,_·othtiw~._·m~ 10 cxt)'-Tkncv vi~..c-:nll_v wlLn it \vutdd h(~ like [o xru--

1in· and \\·nrk in an '-'"-Liting ::nd ttplihing t-wurc ! lut,..; Lhc 

\U\ tih')·'ll bcconw srdhcknth im;,_Tnalk nHHi\-JJ,·d ln comrntt 

their indi\·idu:tl tT:Cff!,ic> ro d"h.' vi:-;ion\ rcalin.tiolL 

"btu l'rn not like J\lanin Luthn King,'' ,-ou -;:li. -·tl-:lll't ptl.'>.~ihl_\ 

dn \\'klt hL· did. ~.-sc~idcs, b.> \\-,1'> :1 prcad1cc J.nJ l'm nnl l1i." cnn­

.'<illll'JH.'> \\'vrc on a pmtcsr nu1·d;, ,_md minv Jrc lH'l\' to ~ct ;t 1oh 

done_-, \hm pcopk lnitiJlh- n_·srhlnd rhic, v>.l}-- \{l)st d,Hn "cc rhcm· 

\t'h-'-:" ,l\ pnS(_lJ1~lJ!:· uplifTing. cllld U.:rtainJy don't [-~d DllJCh CilUHt\" 

;tgvnwm till· hduving rhi~ \\':\\' lD mn:-;t organi!.:Juon.\. f)cspilL' the 

::.cknuwlcdgcd pmcnL·;- oi ckarlv communicHL·d ;tnd ,_.~)lnpcliing 

\·ic.ions, our n .. '~GJ.r;,_h iind.'> people nH;lT un~._vmt~mahl," with inspiring 

,1 _\h:ucd \'i:,ion dun with -111\' of dw nthcr le,HkT~hip prauil-l'\. llwir 

di.~(O!nti.nr ~_·on we, mo:--rh fi-om h:n ing ro anually cxpn'"·" dwi1 \_·mo­

tion:-- '!har\ nor c.tsy ltn working adults to do. bUl Jh.·oplc Jn_· too 

quick to discount their ctpdclt:y 10 ,_onmHrniu!c vvirh p:h.'>iun .wd 
l ' en t ,lLL'>Lbm. 

l\_.oplc\ jJLTu._.prion cl rh'-·m.-,ch-c-> a:-, unin.:.piring i:, in .c,harp 

comrasr to th'--·ir twrfomuncc y;,hcn they u]J.;; ,tholl1 thci! persona! 

hvst !cllkrship cxp:..TJC!Jll'S or when theY ralk ahout their ilkai 

fwurc·s. \\'h(._'n rcLninf: hnt''--·:-;, lln.\lllh, :md succ:,·ss;,_·s, pu)pl~._- ai·v 

:dmo;.,r Jh·ays LTllot iotLlik l'xprcssiv~.·. 1·.:\ pn:c.Sii uw:-;s C<.mJ\:::, ILl! ura!l) 

\\-llL·n talking ahout lkcp dl·sircs for thl' something rlur ((_ndd b'--' 

lwncr in rlw tirwn lhan it i" tochr .. -\nd it doc"ll,l ll1Jltcr \\lui 

Ltnguagc tht.·y ,U\: spcaking . 

.\ 1ost p~.·oplc ,lttribmt· ~onwthing: m:-sriullo thl' fll'\lCL'SS o(bc·ing 

ln:-.piurio1ul. lhn· :,;,_·em IO '>U' it ,h supc'nutur;d, a.~ a p,r~<_\_c or ( h:m11 

bc::-to\-\n:! on them -\\·h.n-s ~)r'tL'l1 rcl~rrcd Lrl -1'> duri..,mct ihi:; 

.t~sUnlfltion inhihib pcnpk Cu !1li.H"'-' th;m ;tll\' be!-.. ot' ruwnl nkh 

!~lf' lH:illt; in~r)irationJL It'.~ ilOl iHXL\::.:!r}' w \x ,l '--harisnLlllc rl;_'(',(ll1 

to ,1 sh.:11nl Yi.<.ion. You !un· to /Jt·!in-c, ci_nd \'\l\1 h,;"cz.· \\l 

j 



141 

~he ~k il!- ,, 
' I J ;1 :,Ill " PU I : " llvf i ' ' ' ()\ !! l',l'">i()' ' n, l " -~s--

\';-_' 1i )j"j [il ld~ ! I \ (ll! l'l' [() \l'<!<L ·-(ll 
' 11.! ,. to ' l'c. ' ':\_'_j ' [, ~[];;! 

Use Symbolic Language 

\\ ik'll 1\.')-:istcTuJ !HI"S'-' /,Pil'\ I\], 1.!\i.'i'· \LiL(Wn•. a:-.-:tl;';'-·,1 t!:L 1-l,j,. 

\ll till' nn\ unir k·adtr !or :hv [nlt'\ISi\v (,Ire l i1i!i ardi.t~.. drl l lli1 

,\iOJ\f!: hith kT "<lvll\;\·~· ktlO\\kdgt' :iiHi -h<..."O!llpli,lk._l \kif:- fi,, 

l Lm1ilton 1-k:drh \, iL-Jhc> at l kndl-1.\P!l ,it, \\:!'> 1Jfl'-·n!n~ .: lh.:\\ 

,(:lie·- of 1h;_·--:Ft i-JP.~~liL·d rdl:ll!l~d th.._· lu:·;l\ lil\J,.i t fe,pfl;d J!H
1 

d!l.._ ,_'i 

llH1\_·. J ' ::nu lVlvt 

\\, r r, 

.ciLld\.!1 1 f\Hlt> .n1d wrnhulind (1!,_' Jou:1h_'\ '\'- \\ci\ n!L \'~ 

In~:t~hcli-:" huilr !}\-the· !nclll .'\...'.triH> J:_l(':;, lh,~- ( J•,udLnl \r'.l,k- :" 

'l!l lilllll ::_-o Jnnd or c,hdkr :\h>i imporunti:-, :t (_(J;:m1il"l' :1''-" 

:lJ,l( \'ilfl ,\1"( 011 tht"l'·dh. [Jut\\._\\ 11\. \\,, \\l-1\_ u!: ,I f',Clh. \\( \'.(__')l 

I ;fi l'.llllllc:\. 

!hl· fnuksiluk lli,\\c(l\ \.\;L; lmi!r \\ith 
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rhc c:omnwniry ( ~am.c, --,0 pcrcem '".Llrtcd 

coopcr:uivdy and continued tLJ do <;o throughout. ( )f 

\\"Cft' playing the \Val! Street (;arne just thL or•positc" 

o'-·~_urrcd: 70 percent did not U)(lpcratt.', and rhc jO percent who did, 

,.vhcn d1cy ·<tv,; that others \VLTen't cooperating, Again, 

tct11L'l11bcr· rhe !ltlrne, not tiN' gl!!JU' vvas rht only thing thar \vas 

You can inHucnLc people's bch:rv·ior simply h~· giving the task or 

dh_' rcarn a fl<Jmc that c-v·okcs the kind of behavior implied hy 

d1c name. If you \V-,lnt pt~ople ro act like a community, usc Lmguagc 

rhar evokes a kcJing of CO!l1n1UI1iry ff \'OU \Vallt them to an Jikt: 

in dll' fin:m~_·iJl markets, usc language rhat cuc:, those 

"""'g.cs. 'I he sJnw goes for any or her vhion you might bl.vc for your 

organi:rarion. 'J his l·xpcrimcm fW\vcrhdly demonstrates vvhy you 

nHJc-.l pa.y ~.-1o'>c ancmion to the bngtugc you ,_Jwosc and th'-.' Lm­

guagc you usc. 

Create Images of the Future 

nnc>ss.;om ;Uld rcpn:scnrarions. 

become real J.s !c"adcrs express those lll1<1gcs m concrcrc rcrm'i 

w their con<;titucms. as :lrchitccrs nuke dravv!ngs ;md engineers 

huHd modds, leaders tl:nd vvays of giving l'Xprcssion w collective 

hopt.'s for the fururc. 

speak in 

tcrrns of f(m .. '-"ighL fi:1cus, fimne sct.'IUrios, points of v!cvy 

and Wbar !hcse vvords have in common is that rhcv 

'"w St.'C, Sratcmcnc-, of vision, then, should not be st:ncmnH'i ar 

alL 'l shmdd he pictun_·s--- .. .,von.! pictures. '! more 
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"Hnething like ",A.f{cr listening to you, I'd like ro go there someday 

Practice Positive Communication 

1(> fOsrcr team spirit, hrecd oprimisnt, promote resilienu:, and renew 

f-tith and confidence, leaders look on rhe brighr side< They keep hope­

alive. 'fhey strengthen their constituents' belief that lifC's struggles 

will produce a more promising future. Such r:1irh results from an 

intimate and supportive relationship, a relationship based on murual 

participation in rhc process of n:nnvaL 

Constimcms look f-(Jr leaders who demonstrate an enthusiastic, 

genuine belief in the of others, who strengthen people's 

wilL who supply rhe means to achieve, and who express optimism 

for the future. Constituents want leaders who remain passionate 

despite obstacles and setbacks, In wday's uncertain times, leaders 

with a positive, confident, cw~do approach to life and business arc 

desperately needed. only stop forward progress; they do 

not stJrt ic 

Indeed, consider how Ari Ashkenazi describes his contrasting 

experience wirh two supervisors. 'Jhe first, he said, always tried to 

keep spirits up and w look on the bright side, regardless of the 

situation. Even when a certain project came out with less than 

desired result&, Ari said, she \Vould tell them thar fururc projects 

would turn our better as long as they kept working hard as wdl as 

working smart. 'c'Ihis gave me a lot of h1irh in " said "and 

helped me w keep fi·orn gcning tfustrated during my work v;,rhen 

things didn't go right. ·!his also had the efh~cr of making it 

easier f()f me to try ncvv things as \veil as report negative news to her 

since I knew she wouldn't 'shoot the rm.::ssenger' when it came w 

giving her ne\vs." 
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Ari described another supervisor who \vonld often get easily 

exasperated, and when she was annoyed or angry, she'd let you knovv' 

ir quite plainly. All she cared about was solid numbers and results, 

and it felt as though she was looking do\vn on you if things didn't 

go as she planned from the start. 'lhe outcome of her negative com­

munications, Ari explained, "was to make me rry to avoid her as 

much as possible and to hold back on giving her ncgarivc informa­

tion that she needed to know, just because l fCared the backlash sbt" 

would give me,'' 

Researchers \Vorking with neural networks have documented 

Ari's feelings in finding that when people fed rebuHCd or left our, 

rhe brain activates a site for registering physical pain. 1
r- People actu­

ally remember downbeat comments fdr more often, in greater deraiL 

and v.rith more intensity than they do encouraging words. \>/hen 

negative remarks become a preoccupation, an employee--s brain !ost::,) 

mental efficiency. clbis is all the more reason f(H leaders to be 

positive. 

ln contrast, a positive approach to lif-C broadens people's ideas 

about future possibilities. and these exciting options build on each 

other, according to Barbara Fredrickson, prof"tssor of psychology 

at the University of North Carolina. Her findings indicate that 

being positive opens you up: "1he first core trmh about positive 

emotions is that rhey open our heans and our minds. making us 

more receptive and more creative." 1 Her research finds rhar as 

positivity flows through people, they see more options and become 

more innovative. And that's not all. People who enjoy more positiv­

ity are better able ro cope with adversity and are more resilient 

during times of high stress. li< rlhat's a vital Clpacity when dca]in~ 

\Vith challenges rhar people face as leaders in th<se uncertain and 

challenging times. 
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Express Your Emotions 

in explaining vvhy particular leaders have a magnetic effect, people 

otfen describe rhem as charismatic. But charisma has become such 

an overused and misused term that it's almost useless as a descriptor 

ofleaders. Being charismatic is neither a magical nor a metaphysical 

quality. It has to do with how people behave. 

Social scientists have indeed investigated this elusive quality in 

terms of observable behavior. 10 What they've found is that people 

who are perceived to be charismatic are simply more animated than 

others. 'They smile more, speak faster, pronounce words more dearly, 

and move their heads and bodies more often. Charisma, then, can 

be better understood as energy and expressiveness. The old saymg 

that enthusiasm is infectious is certainly true for leaders. 

Leaders are responsible for the level of genuine excitement in 

their organizations. According to leadership developers Belle Linda 

Halpren and Kathy Lubar, "emotion drives expressiveness." They 

explain that leaders must communicate their emotions using all 

means of expression~verbal and nonverbal~if they are to generate 

the intense enthusiasm that's required to mobilize people to struggle 

for shared aspirations. 20 

Another benefit of emotions for leaders is that they make things 

more memorable. Because as a leader you want your messages to be 

remembered, you have to pay attention to adding emotion to your 

words and your behavior. James I\1cGaugh, professor of neurobiol-

ogy at the of Caiiffxnia, irvine, and a leading expert on 

creation of memory, has reported dur "emotionally significant events 

create stronger, longer-lasting memories." 21 No doubt you've experi­

enced this yourself when something emotionally significant has hap­

pened to you-a serious trauma, such as an accident, or a joyful 
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stick: it's also hmv \vdl you tap into peop!t
1

S emotions. People 

have to fed sorncthing if they arc to hecornc willing ro change. 

lhinking isn't ncarl:v enough to get things rnLwing. Your job is to 

gt"t them to fCd motivated to change, and expressing emorions 

do thar. _'-~ 

Showing people a concrete example is ht'[tcr than telling them 

about an abstract principle, but rhat still leaves thcrn on the outside 

looking in. If you can get them to experience \vhat you arc trying 

to explain, they will understand in a deeper way \Xlhen helping 

volunteers in hospice can.:~ understand what it is like to be rhe person 

(}f bmily they'll he helping, trainers frequently use the fOllowing 

exercise.> The trainer hands nur packers of index cards and asks 

volunceers to Yvrirc on e~1ch of their cards something they love and 

W(luld be devastated to losc--~rhc names of Elmiiy rnembers (spouse, 

parcms, children, siblings, pets), activities (walking, playing music, 

ruvding), or experiences (reading, listening to music, enjoying 

g;ourrnct dinners, \Vatching sunsets), 

·Ihen the trainer vvalks around the room and randomly rakes 

cards from rhc volurnccrs. One person loses rvvo of them, another 

loses all of them; the person who lost [WO loses nvo mon:. ·rhe eHCct 

is dramatic. Volunteers clutch their cards and struggle nor to In rhem 

go, \X:'hen the;-r release the cards, they are visibly upset: some even 

break dmvn and cry. 

"lhis poignant exercise speaks volumes about bow much more 

eff-Ccdve it is when leaders can rap into people's emotions rather than 

simply rd! them what to do or how to fCel. If the trainers had merely 

shared facrs, rhe volunteers might have been able ro conceptually 

understand rhe losses rhat rhe hospice residents were suffering, bur 

not in a \Yay that 'vVould have led to true empathy. ,ihrough this 

exercise, they could hriefly experience the same type of losses m a 

way that li1c_v wou!J probably never forget. 
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power of education and also the power of support. He J.lways made 

it dear that ir wasn't about him being so special or different but that 

every child had the potential if the community came together to 

invest in dur child." 

Incorporating the inspirational lessons learned from her (tther 

as <1 f()Undation and f()llowing her passion a_nd bold vision fOr the 

part she could play in helping children face life's most difficult chal­

lenges, Emily fOunded Opportunity Impact in San Francisco. 

Opportunity Impact prepares young people-specifically those 

li·ving in public housing-for a furure of their o\vn design. ''Our 

goal," says Emily, "is to open doors for children to design, believe 

in, and create their own furure. And that begins with being able to 

envision something outside rheir experience." 

Although getting others in the community to sec the vision of 

Opportunity Impact can be a daily challenge, Emily pursues it with 

passion, "I sometimes joke that people say, 'You're crazy!' And some­

when you have this passion about a vision, you do come off 

a !inle crazy," "Bur if you it, it also becomes 

contagious. People will stand behind you vvhen they know you truly 

believe that rhere is a diftf:rent fl1rure ahead and they can follow vou 

there." You can see that contagion in those who work \vith Emily. 

"'Ihar Emily walked away from success in rhe business world to stan 

Opportunity Impact, I still find absolutely amazing," observed 

David Boyer, f(mndcr of Waysrohelp,org, 

"There's no one more believable than a person with a deep passion 

for something. "There's no one more fun to be around than someone 

\vho is openly excited about rhe magic that can happen. 'There's no 

one more determined rhan someone who believes fCrvently in an 

ideaL People \vant leaders who are upbectt, opti.mistic, and positive 

about the future. It's reaily the only way you can get people to wiH-

lng!y h11Iow you to someplace have never been before. 
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BELIEVE THAT CULTURE is key ro preventing incidents 

injuries," Cora Carmody, senior vice president of information 

technology at Jacobs Engineering, rold us. ''\Vhen we proactively 

look our for ourselves, our coworkers, our friends and families, then 

we can get closer m the reality of zero incidents and injuries." 

When Cora joined rhe $ J ()billion global tecbnical, professional, 

and construction services company, she found an established culture 

that was "amazingly positive and based on the importance of people, 

caring about people, and building and maintaining relationships 

with people." Given founder Joe Jacobs's vision of ''growing globally 

by taking care of the company's core customers through enduring 

relationships" and promoting concepts like "boundaryiess behavior," 

it's easy to see how rhe company's BeyondZero program takes the 

concept of beyond the norm to "a culture of caring." 

1(, take it even further, a couple of years after Cora joined 

Jacobs, her team rolled out a program titled "Leadership and 

BeyondZero" ro rhe global !T oqgar1iLati,cm, The hour-and-a-half 
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workshop \Vas designed "to leadership skills and demonstran:: 

how they contribute to BeyondZero as we!! as higher levels of 

achievement in everything we do.'' Rather than leading the discus­

sions herself or having someone in the train_ing department do it, 

Cor;1 asked (:veryonc in the first rwo byers of the rr organization ro 

lead at least one wc1rkshop: and w try to ensure that each workshop 

comprised arrcndecs from a variety of rr groups" In three months, 

Cor-a's ream involved over eight hundred members of global iT in 

more than difFerent sessions of the workshop. Everyone 

i-Vho led it agreed that he or she got as m_uch our of bcl!itating the 

\vorkshop as any of the participants and that the experience remained 

fresh even \\-'hen he or she had facilitated multiple times. 

It was after facilitating a couple of those discussions that Cora 

saw- a way to address another of IT's critical concerns: strengthening 

relationships among a of eight hundred spread out in offices in 

nwre than a hundred counnics. At the next workshop, she asked IT 

people in rhc room how tfxy would fCd about leading a fifteen­

minute discussion on a 1eadership topic, at lunch or around a coffee 

rablc. She heard a variety of answers: "Scared,'' "Apprehensive," 

"Pretty good." rihcn she asked how they thoughr the discussion 

would go with a very small group of people they work with, and 

how people would fed to be asked for their input and listened to. 

"Everyone agreed that rhe outcome of those discussions," Cora 

explained, "as shorr as rhey mighr be, would have a tremendous 

positive effCcr on the quality of our relationships. And rhat they 

vvould continue to build a foundation for a safCr, more caring cnvi­

ronmenr.'' ln a follow-up email to her staff summarizing the con­

versation that day, Cora wrote, "Even more ovcr'.vhelming W(mid 

be the sense of accomplishment for the leaders these discussions. 

Remember our leadership last member rhc 

IT team has rhe potential to be a leader-someone \vho can alter 
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our attitudes of what is possible." \X!ith that opening, Cora's "CoHCc 

'E1lks" were born. 'Ihese are discussion questions she crnails every 

couple of weeks ro "incite some meaningful dialogue and rela­

tionship building" within small groups of IT people around the 

world. 

Here's how ir works. Anyone can initiate or host a Coffee Td!k. 

The idea is w find one or several coworkers and ask them a simple 

question, such as "What do you like to do when you are nor at 

\Vork?" or invite conversation around a particular topic, such as silos. 

Coffee TJ.Ik issues have ranged from workplace safety and the furure 

of IT w work-lif-C balance and building trust. For example, Coftte 

Talk topic 4 was aimed at stimulating a t\Vo-part conversation rhar, 

Cora told us, was ''all about fOsrering collaboration and building 

spirited teams~activdy involving others, creating an environment 

of mutual rrust and respect": 

Hrst, around lunch or a coffee- (or mocha), hrainstorrn with a 

ft·w people-: what can you do w enhance people's sense of 

comribution and sdfworth? Not "What can man~1gerncnr do to 

enhance people's sense of contribution ~wd sclf--wonh?"-··--dut's 

nor rhe question, W~hat can you do~-and what J.re- you willing 

to do? 

'fhen consider a practice rbat suppons collaboration- --ask 

f(H volunteers. \\-'he-n you giv-e pcoplt a choke about being ~l 

pan of what's happening, rnore to be (Otmnirted 

to a project. Is there a piece of something you arc on 

thar you could open up to others? It could be a great training 

opportunity or just a way to help people fed that they are 

conrribming. 

As Cora demonstrates with her iT team, leadership is not a solo 

pursuit. It's a ream effort. \X!hen talking about personal hests and 
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:d.wut 1'--·adcrs dwy :tdmirc, pct)plc speak pa:,,iultatcl;-' about tL'am­

\Vork ,wd cnopcrarion :b tht: imcrpLTsunal roLdc to :-.w ... C'-'""'' cspl'i.idly 

when condition'> arv cxtrcnwly challenging and urgent. Lead~Ts from 

:lll prof~·ssion_-,, from all '-Toncnnic "-l'Ctor." .. and from around rhc glohc 

,;J)minUl' w tcil us. "You Gl.n't do it ;lion'--'· 

Fxnnpbry leaders und'-T>Lmd rhat to '-Teate :1 clinutc of col 

bboratioiL they must ~krnminc \\'hat the grmq_; !h'Cds in ord'-T tu 

do their \vork, and build tht: tt'Jm around ummwn purpose ;md 

mutua.l respel-L Lc~ukrs make trust ,md rvamwork high priorlric:,. 

F~y St'tting: up the \\'orkshops and ctKouraging small group ( :oJf~'-­

l'alks around k'~tdcrship and >.<tit·ry issu,:s. ( :,na \\-~Is ah!c w f(Hcr 

coopcralion jlH_l collaboration \\-!thin a brgc, gcogr<~phicalk dis­

pt·rst'd team B_~- giving free rein "-vhik ;tlso prm-iding. p;uidann: on 

ls;,ut'S and ropic--. for n1gagin~ d)WorkLTS in rdationship-bu!lding 

U)Jl\TlYtdon'\, she hdpcd her [C:tlll j(.:d th:n th'-T wc:rc trust~...·d :md 

rv;.,ponsihlc t(Jr crt'arin~; rhc saleL mort .._-aring environment dh· 

company \·;duL·d. Hy Cfl\lling opportunities to build their c-.ki\k ,_,!Jl­

::;tn.'ngtht~nvd rhc'ir confid~..·ncc and coJnp~'H'11Lt': hy a.', king for regular 

J~'cdh;JCk__ dh' showed dut shL' (_arcd t:.Jr the IZ.':ltll and h:1d [h~:·ir h'--'"r 

imcrc:.ts at bean. 

\X"nrld--class pcrt"orm~uKc i:-,n't possible tllllcs~ rb::rc's a strong 

sense of shared Cl\:::uion :ud shat\'d rt:spomihi\it). F,cmpbr;.· !c;ldu·,_, 

111:1kc rh~, commitllH:'llt 10 Fo_,-trr (of!t~!JfJit!fio!l by dlgag:lnf--: in th,_-\c_' 

:.._''i'>(,'\lli;d:< 

• CREATE A CLIMATE OF TRUST 

FACILITATE RELATIONSHIPS 

( :ollalwration i::; a -.:riliCJl compctcni.\- i(H 

int: high P'---Tt{mnancc. -\:, bcUJillC 

;lrHJ <L~L 

d \ \'\.T\~ 

Jnd global]~ ,Jispcr:-,~·d, cPlLthorativL· skill" :1rc ~__>;,:,cnti;tl Ui \U\ 

the '--"-H1Hil intcn:\t.\ :md lUtun! t;,'n:-oion\ th.Jt <Eh\'. Ji-u.;t 
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required to build collaboration and promote people \vorking coop­

together. And as employees and customers are more empow­

than ever with the new rools of social media, relationship 

building is at rhe core of fostering collaboration. 

CREATE A CLIMATE OF TRUST 

The ever-increasing turbulence in rhe marketplace demands even 

more collaboration, not less. 1 'lhe emphasis on networks, business­

to-business and peer-to-pen e-commerce, strategic acquisitions, 

knowledge work, open source innovation, and social media, along 

with the surging number of global alliances and local partnerships, 

is testimony to the fact that in an ever more complex, wired world, 

the winning strategies will be based on a "\\/c not I" philosophy. 

However, ''we'' can't happen without trust. It's the cenual issue 

in human relationships. Without trust you cannot lead. W'ithout 

trust you can't get people to believe in you or in each other. \X!irh­

out trust you cannot accomplish exuaordin&ry things. Individuals 

who are unable to rrust others tdil to become leaJers, precisely 

because they can't bear to he dependent on the words and works of 

others. They either end up doing all the work themselves or supervis­

ing work so closely that they become overcontrolling. -lheir obvious 

lack of trust in others results in others' iack of rrust in them. TC) 

build and sustain social connections, you have to he able to rrusr 

others, and others have to trust you. Tfusr is not just what's in your 

mind; it's also \vhat's in your heart. 

Invest in Trust 

Trust is a strong, significant predictor of employee satishction, 

the quality of communication, honest sharing of information, 

F 
F 
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acceptance of change, acceptance of the leader's influence, and team 

and organizational pert~Fmancc. ,',Trust is also linked to profitability 

High-trust organizations have been shown to outperf(_wm low-trust 

organizations hy 286 percent." And in a PricevvarcrhouseCoopers 

study on corporate innovation in companies listed on the Financial 

Times 100, trust was "rhc number one differenriator'' between the 

top 20 percent of companies surveyed and rhe bonom 20 percent. 

'The more rrusted people the better innovate.·1 Simply put, 

the more people trust their leaders and their organizations, the more 

positive the omcorncs~for everyone. 

Psychologists have also f(mnd that people who are trusting arc 

more likely to be happy and psychologically adjusted dun arc those 

who view the world with suspicion and distrust." People who <lfC 

perceived as trusting are more sought out as friends, more frequently 

listened to, and subsequently more influentiaL "!he most effCctive 

leadership situations are those in which each member of the team 

trusts the others, 

ln a dassic research experiment, for example, several groups 

business executives in a role-playing exercise were given identical 

fKtual inf~)[mation about a difficult manufacturing-marketing 

policy decision and then asked as a group to solve a problem related 

to that information. Half of the groups were briefed to expect trust­

worthy behavior ("You have learned from your past experiences that 

you can trust the other members of top management and can openly 

express fCelings and difft~renccs with them''); the other half~ to expect 

umrustworthy behavior. After thirty minutes of discussion, all team 

members completed a brief questionnaire about their experiences, 

'lhosc who'd been told that their role-playing colleagues 

be trusted reponed their discussion and decisions to be signiEcantly 

more positive than did the members of the low-trust group on every 

E1ctor measured. Cihc mem.bcrs of the high~rrust group were rnorc 
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cxpcricnced greater cbrity about the group's 

and goals, and searched more h~1r alternative courses: 

Jlso reponed greater levels of mutual inHucncc on 

ontconKs, s~u:isbction vvith rhc nwcting, motivation ro implement 

decisions, ,md closeness as <1 managemem team as a result of rhe 

meeting. In the groups vvhosc- parridpanrs wen.: wid that their man~ 

agcment colleagues v;.-·eren--t ro be trusted, gLnninc ;Htcmpts to be 

open and honest were ignored or distorted. 

"I he managers \Yho experienced rejection nf their attempts to 

be trusting and open responded ln kind. "If I had my vvay I would 

have il.red the t:ntire group,'' said one. ''\X7hat a hunch of turkeys. 

f \VaS trying W be honest \\"ith them hut they \VOtddn't COoperarc. 

Everything l suggested rhey shm dovvn; and they wouldn't give 

me any ideas on how to solve the problem." 'lhc rcsponst<., of 

the other members Y\-'i...TC no less hostile: ''Frankly, I vvas looking 

forward ro your being flrcd. i \:Vas sick of \vorking with you----;md 

\Vt: had only hccn rogcrhcr f()r ren minutes." Nor surprisingly, 

more than rvvo-thirds of the participants in the !ow-trust group 

said that thcv V./ould 

another position. 

serious consideration ro looking for 

Keep in mind that this was a mnufatirn'l, -Ih("\C rcal-liff cxecll­

rives responded as rht:y did simply because hccn told th;:H the\' 

couldn't trust rolc-ph~/!ng colleague:;. It shows that trust, or 

distrust, can come \Virh a mere suggestion--and in mere mimncs, 

After this simulariorL participant~ were c1~hxl to think about 

what facwrs rnight have accounted hH· the diH(~JTnccs bcnvecn 

the outcon1cs and ftclings reponed bv the various groups. Not 

one person perceived that trust had been the overriding variable, ·'l 

never knew rhar a lack of trust \vas our prohlcm [at work] until that 

exercise," reponed one executive in rhc stud~v. "I knew that things 

weren't going welL hm l ncw·r really could quite understand \Vc 
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couldn't \Vork well After rhar exncricnce, fell into 

'"' 

\X!hen you create a climate of trust, you create an environment 

that allows to contribute and innovate. You nurtun-: an 

open exchange of ideas and a truthful discussion of issues. You 

motivate people to go beyond compliance and inspire them to reach 

f~>r 1he best in themselves. And you nurture the that pt'oplc 

can rdv on you to do \Vhat\ in best interest.\, 'l() get these 

kinds of results, you have to ante up first in the garne of trust, you 

have to listen and learn from others, and you have to share inf(;rma­

tion and resources \Virh others. Trust comes first; following comes 

second. 

Be the First to Trust 

Building uust is a process rhat begins when someone (either you or 

the other parry) is willing ro risk being the first to open up, to shcN/ 

vulnerability, and ro let go of controL Leaders go firsc lf you want 

rhe high levels of perforrnancc that come with trust and collabora­

tion, you will han~ to demonstrate your trust in others before asking 

them to trust you. 

Going first is a scary proposition. You're raking a chance. 

betting that others won't betray your confidence and that they'll rake 

good care of the information you communicate, the resources you 

allocate, and the tCdings you share. Y(m're risking that others vvon'r 

rake advanragc of you and that you can rely on them to do what's 

right. "Ihis requires considerable self-confidence. But rhc payoff is 

huge. Tfust is contagious. \Nrhcn you trust others, they are much 

m.ore likely to trust you. But should you choose nm w trusr, under­

stand that disuuq is equally contagious. If you exhibit distnJs!. 

mhcrs will hesitate to their trust in you and in their coueagueo 

1r\ up to you to set rhc example. 
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Sdf-disdosure is one way that you go first. Letting others know 

what you stand what you value; what you want) what you hope 

and you're willing (and nor willing) to do discloses infor-

mation about yourselE You can't be certain that other people will 

appre:cirlte your candor, agree wirh your aspirations) or interpret your 

words and actions in the way you intend. But once you take the risk 

of being open, others are more likely to take a similar risk and work 

toward mutual understanding. 

This is exactly what Masood Fakharzadeh, program manager at 

KLA-Tencor, experienced when he was asked to as<emble an offshore 

product development team, In order to develop rrusr, he told us, 

"Early on l asked everyone for their help, l told them that this is the 

first time rhat I'm leading such a project, and l needed their help 

and expertise to make the project successfuL I wanted to show them 

that I had full trust in them by asking them to help me," Masood 

reported rhat his demonstration of trust in them "resulted, in turn) 

in people opening up and sharing lots of information, 'Ihis got them 

fully engaged, and they took ownership," 

Trust can't be forced, however, If someone is bent on misunder­

standing you and refuses to perceive you as either well intentioned 

or competent, there may be little you can do to change that percep­

tion. However, you have to remember that placing trust in others is 

the safer bet with most people most of the time, Humans are hard­

wired to trust: they have to trust in order to function effectively in 

the world," 

Show Concern for Others 

The concern you show for others is one of the dearest and most 

unambiguous signals of your trust- When others know you will put 

h , , ,L d f h ' h ' . Ill t e1r mrerests a.uea o your own, t ey wont eslrate to uust you. 

But this concern is something people have to see in your actions. 
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You have to lisrcn to others, pay attention w rht'ir ideas and con­

cerns, hdp thcrn solve their problems, and be open to their 

CJKC, \X!hen you shO\v }'Our openness to their ideas and your interest 

in their concerns, your constituents w-ill be :norc open to your:L 

-Jhc act of to what other people have ro say and 

appreciating their unique points of vinv demonstrates your resptTt 

for thern and [heir ideas. Being sensitive to \Vhat others are 

through creates bonds that make it easier to accept one another's 

guidance and advice. rihese actions build rnurua! empathy and 

understanding, and rbar in turn builds trust. Sinisa ass is ram 

production manager for manufacturing at Canada's Christie 

a leader in the digital cinerna and 

commented, "For the sake of rhc 

marker. 

vou lead, you need to be 

accepting of mhers as they arc \X/e are all hum;_uL and we need ro 

treat people respectfl!lly. I listen to \Yhar have to say so rhar 

1 know vvhat is on in rhcir heads and hearrs. then can I 

\vork with them to improve. 

His rcspecrfulness and llstenms: are ev-ident every day on the 

Boor wirh his ream. You see it Yvhcn he encourages ro solve 

problems on their own, rather than jumping in to solve [hem himsciL 

You sec it ovhen he arrives to greer everyone and inquire abom 

how- be or she is doing. You see it when he takes the time to coach 

people who arc assuming ne\v jobs and responsibilities. For 

Virhcn Samich Bagheri became a ne\v manager, she nced(~d to learn 

how to motivate and inspire her new She was young and 

dedicated, and wanted to do more in her At rimes she probably 

rook on more than she \Vas ready to handle. Sinisa spent considerable 

time vv-ith Samieh. asking her and w her mougrm 

about hov,/ she should approach her !--Ic vvorked with her 

on the smaller issues of communication and th(' d"v-rro-dav 

issues< Once she had these masrcrc:d, he on conHict 
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management and other more difficult topics. Even when his approach 

have been different from Samieh's, he supported her decisions 

in from of others and then coached her privately about other pos­

sible approaches. 

In turn, Samieh's regard for Sinisa grew and is quite evident 

when she says, "He's a great leader. He has great knowledge and 

understanding of all of the processes in our department and is great 

at communicating. He has compassion for all his employees, and 

great persona! skills. His happy attitude is contagious." Sinisa's own 

manager, Paul Tierney, echoes this sentiment: "He encourages his 

people to be independent. He coaches people respectfully in a 

manner that makes them feel that next time they will be able to do 

it on their own." 

Leaders like Sinisa demonstrate how powerful listening and 

empathy can be in building trust. 12 You need to see the world 

through others' eyes a_nd make sure that you consider alternative 

viewpoints. Your constituents have to red rhat tbey can talk freely 

with you about their difficulties, For them to be open to sharing 

their ideas, their frustrations, and their dreams with you, they have 

to believe that you'll be caring and constructive in your responses; 

they have to feel that you know them. 

h's interesting how these same skills of nonjudgmentallistening 

and compassion show up in the people referred to as ffiends~and 

every successful leadership relationship has some element of ffiend­

ship in iL Although it's not expected that you'll be everyone's best 

friend, researchers have demonstrated across a variety of settings that 

having a friend at work and having a friendly relationship with your 

supervisor contribute significantly to healthy and productive work­

places.u ControlJed experiments also bear this ouc For example, in 

one management simulation, whenever the person assuming the role 

of CEO was informed that the financial vice president was a "friend," 
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thl: latter's inHucncc \Va~ br more readily a(cepted than when thdr 

rdadonship \\--as merely proD_·ssional-- --even rho ugh 

"information" presented \V<l.S adcquatt: to solve 

" 1n at! Ci'-''> 

rhc compan? s 

problcn;, \\/hen pcoplt: helkvc that you have their intt.Tcsts ~n 

heart -----that vou care abour rhcm-- -- rhcv'rc rnon .. " likch- to have vour 

:& im:crests at heart as \YelL 

"' w 

< Share Knowledge and Information 
d 

"' ~ ,., Compctcncc is ;1 vital componcnr oftru_q and confl.dencc in a leadcc 

People herd:., to bdicve rhat you knovv \vh:Jt you're ralking ahout and 

dur you know \\'-hat you're doing. One \vay tn dcmonslLtlT ~{our 

competence is w share vdut you knovv and l'ncouragc nrhers ro do 

rhe same. You em convey your insights and kn(nv-hn\v, share lessons 

learned front experience, and comK'LT ream member:; to expertise. 

Lcackrs who pby this rol-.' of knovil_xigc builder set the example f(H· 

hov .. - team mcmhcrs ~hould behave toward each 01hec As a result, 

tcJ.rn mcmhcrs" uw.;t in one another and in the leader incrclSC\, along 

with their pcrf()rnunce,;' 

Ihat was cxacrh- the approach Darrell Klotzbach took vvith his 

unit ;H Adohe. \Vhcn he hired a new college graduate, for example, 

he knew ''rhat rhc work and load \\Trc going ro be 0\-Tf\.\--hdming, 

so I had 10 pace her adjustn1ent lntu the role." He trained and 

coached her in the role, giving her difficult prohlcrns to solve that 

he had '\Vorkcd on in the pasc ''J didn't provide solution-,," sa;-''> 

DarrelL "only guidance vvhcn sht: got stuck." \X--'hcn he assigned work 

ro her, he sakL 

! did not tell her spc:cil1cdly what to do, but LHh;;.·r set out w 

pruvkk dircctiiln a Yi\ion of the 
,, j l 

or trK worK. 



221 

gaw her the il-eulorn to act hnvv she saw fie "Iht~ main require­

ment \Vas. if she gor stuck she should come w me rather rhan 

;,:ominue m be stuck, anJ \>.,-e would \Vork it om. I kept an open 

,JooL In addition, I had her join nK in meetings \Vith the ream:, 

l was supporting so she could sec \Vhat was being requested and 

hmv I, but even wally wc, would handle rhe<>c. After a while, f 

began asking her to take on tasks w support those cfl-{ms; and. 

of course, I publicly gave her credit when it '-vas her work that 

accomplishcJ results. 

Shortly thereafter, nearing tht-' end of a p<1rticuiarly difficult 

release cydL, Darrdl's ream was loaned two people from another 

team to aid their cffons. What did Darr:::Il do? ()nee again, he began 

asking them about their interests and vvlut rhcy \\\HHcd to learn, 

and hy making sure that they understood that they were contribut­

ing something valuable-~-and thar they, too, \verc valuable. Darrell 

rnoddcd the value of collaboration hy sharing inh-mnation and 

tc·aching others techniques rhat he knew. t-Ie connected people in 

his area \virh those outside whom he thought fdks needed to know 

;md could learn from. He also spent rime, in his words, '\vandering 

around rhe shop floor SO that f couJJ pick up informal piCCl'S of 

information rh~n would he valuable f-()r the ream to know.'' He would 

bring this nnvs back and share it with everyone during meeting~ so 

that everyone could be as inh;rmcd and up-to-dau:· as he was ahout 

'-Vhat was going on. Indeed, Darrell did such a good joh sharing \vith 

othe-rs >.vhat he kncvi rhat \vhen he took a sabbatical leave, despite 

some concerns about the riming, rhey managed, Darrell boasts, ·'w 

l.-ondnue in rny abst:nce withow:: needing to contact me during my 

rime off." 

'!he hKt that trust arnong ream membcTS goes up \-vhcn kno~.-v!-

cdgc and inf(}rnution arc and the bet rhar 

0 
z 
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increases as a result, underscore how important it is f-or leaders to 

stay focused on the needs of their team. If you show a willingness 

to trust others wirh information (both personal and professional), 

constituents will he more inclined ro overcome any doubts 

might have about sharing inf(xmation. Bur if you display a reluc~ 

ranee to trusr, and vvithhold int(Emarion~or if you're overly 

concerned about protecting your and things w your­

self-----you'!! have a dampening effect on their trust and thdr perfor­

nuncc. l'vianagcrs who create distrustful environments often take 

self-protective posmres. 'They're directive and hold right to the reins 

of poweL Those 'vvho \ovork D:H such managers are likely to pass the 

distrust on by withholding and distorting infl:>rmation. 11
' Ihis just 

reinf()fccs why it's so important f()r you to go first when it comes ro 

sharing infOrmation. 

FACILITATE RELATIONSHIPS 

People work together mosr effectively when they trust one anorhcr, 

Asking f(H help and sharing inf()rmation then come naturally. Setting 

a common goal becomes almost intuitive Certainly these were the 

lessons Crisrian Nui1ez shared in analyzing his experience as deputy 

manager f()l" business development ar Ultramar Agencia Maritima 

{Chile), where he was responsible for the growth of the national 

logistics uniL This unit was formed by eighteen fairly independem 

agencies scattered along the primary pons of the country. and their 

main business was fO assist arriving ships with their every in 

terms of customs paperwork and additional services f(>r the crew and 

rhe ship. AfLer a number of successful years, revenues had stalled and 

margins were in dedlnL Cristian recalled. 



;\11-u- link ks~ than a month in this position l rt.'alizcd what 

the logistks unit from growing vv·as-----itsdt-1 EYaluation 
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based on bottom-line flgures had generated a strong 

\<._'nsc- of competition bct\"-'CCn agencies. h<1Sic:tlly hcoing 

coopccnion bc1wccn them. ln bet, \vbcn~·vcr '--oopcntion \V<t,-, 

required, agcnLics \Vould nornully durg.._· each other the nurker 

fee (somnimc:s ~._·n:n higher_) that e-vidently left th('m \'Vith the 

highest prices in th'-· rnarket. Furthermore, a rather detached 

rnanagcri:ll style from the head oH1cc had generated some 

misrrust toward it hom the agencies (and vice vcr<:.a), having 

both panics thinking the orhcr was not doing enough to 

improve bw,incss hgures. 

Cristian realized rhat the firM thing he needed to du \Vas to 

irnprove communication at aH level:.. because without rhat, there 

could he no common goal or cooperation bct\vecn units. So both 

he and his supervisor went to etch of rhr: agency sites to sir dmvn 

and visit \A/ith rhe people involved. "I learned," recalls Cristian, "how 

much n:larionships can improve vvhcn people meet Elcc-ro-face, even 

if thcy'J been talking on the phone almost every d:ry. 'I he povvcr and 

long-lasting eft('ct of dinxt interaction can hardly be replaced by 

other rnLU1S of cornmunication." 

'l hey subsequently brought together people from each of rhe 

agencies ro talk about the problem anJ propose solutions. Civcn rhis 

opponunity ro vvork together, rhcy quickly realized the need to align 

incentives to hvor a colkcrive vvay of doing business <lnd came up 

with a profit-sharing method f(n collaborative deals. 'I hey also agn':cd 

to bavt..' all the ;J.gcnts participate in wt:ekly telephone meetings in 

which \\'Crc expected to cornmcnr on business opportunities 

in their mvn as well as others' territories. Because all agencies took 
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and it was easy to distribute profits. rlhis action, says Cristian, 

boosted communication between agencies because wanted 

to be the first to come up with new business opportunities and get 

some of the credit for k" "lhcse collaborative 

rewarding that afrcr a while, agencies starred 

\Vtre so 

tips Uu'ccuy, 

without the need for any assistance from Chris-dan and his team. 

To collaborate, as Cristian discovered, people have to rely and 

depend on one another. ·rhey have to know that they need each 

other to be successfuL To create conditions in which people knovv 

they can count on each 01:her, a leader needs to develop cooperativt~ 

goals and roles, support norms of reciprocity, structure projects to 

promote joint efforts, and support face-to-bee interactions. 

Develop Cooperative Goals and Roles 

Whether they are in sports or health care, in education or manage­

ment, or in the public or private sector, for a ream of people to have 

a positive experience rogether they must have shared goals that 

provide a specific reason for being together. No one person can 

single-handedly educate a child, huild a quality car, make a movie, 

create a world-class guest experience, connect a customer to the 

Internet, or eradicate a disease. ']he most important ingredient in 

every collective ;achievement is a common goal. Comm.on purpose 

binds people into cooperative efforts. 1 It creates a sense of interde­

pendence, a condition in which all participants know that they 

cannot succeed unless everyone else succeeds, or at least that 

they can't succeed unless they coordinate their efForts. If there's not 

a sense that "we're all in this togethcr"-that the success one 

depends on the success of the other~rhen it's virtually imtpc•ssibk 

to create the conditions f{x positive teamwork If you want individu­

als or groups to work cooperarively, you have to Live them a 



········ ················································································ ................................ ~231 

rc;~son 10 do so, and that 

;ngcthcr. 

\vhar 'l\':;on J\br<..h rccJ!ls cthout his pcr'ional- best 

;Ul cth1rr to 'ic't up a rncuc relief area m J 

public school" 

uf September 11, 2001. -~~'.son understood thctt w accomplish this 

he needed nun:- people \Vith a of ukms and motiva-

tions to \Vork together; he knew that this would require rhcm all to 

luvc the sarnc end goal !n mind. '!}':,on wasn't anymH.''s boss, and he 

had no flm11al amhurity. He \\:as !u.sr a volunteer like '-'VC!Tonc '-+-.:c 

But he saw an opponuni[y to make a difkrcncc. 

"If l \v;~s going to get rhis dor1(:,'' -l}-"son said, '·I vvou!d need 

I nccckd orhcr volumcers w ~ct 

on hoard." Sis young volunteers <tpproachcd -l}'son and asked what 

he \Vould like 1hcm to do: ''l took dh' dmc v_:ith cad1 one r_o cxpbin 

what needed to he done in order to tr<wst(-;rm this space, and L'<tch 

rime would l_istcrL ask questions, and make suggestions of thciJ 

0\\TL \\"c lbtcncd rn one anothc1:s idGlS, im __ orporadng thcrn into ~m 

ovt:Tall pLm \vhich CV\..Tyonc !dr a sense of ownership !()t, \'Cithin 

an hour, YVt: \-vcrc a rcJ.m of L'Xcircd and volunrct:rs 

to work har(L mcn:tung our cornhHt zones w \Vork t11gcrhcr row;nd 

a cmnnwn goaL" 

-1-ysnn explained that CYcryonc dtccking in \Vith c:1ch other 

as usks gm 

hc·!pin~ mainuin both a high lcn:lof trust and an t(H 

their intcrconncctt'dncss, People did \\'lutcvlT they could dow hdp 

wirhout beinf: askc·cL cmd "'vhcn LKu.l \Vith <lDV clu!lc-n?.cs, 

om f(,r tht.·m:::z_+vcs what needed robe done. "\X-Ihcrhcr it Vi-'<IS 

movm~ uhtcs, removing trash. or hbnkcts. even· ta;;k k,lr 

irnporcmr, and you could usc \'OUr mvn w solve 

!em;;." Together turned ;; 
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inro a dt':l\1, organized oasis when.:' weary rescue workers could get 

:1 hm meaL ukc a nap, and escape even for a moment, rhc grirn 

reality of rhdr task at (;round Zcm. 

·!\'son, like other leader_~, we studied, realized thJt keeping indi-­

viduals f<Knsed on a common goal pmmott'd a stronger s~..:nsc of 

tcam1vork rhan t"mpha:;izing individual objectives. For coopcrarion 

to succeed, roles musr also he th:signt:d so that every person's con­

tributions an.: horh additive and cumuiativc to the tina] outcome 

!ndiYiduals must c\cotrk undcrsund that unless tht:v each contribute 

whalcver rhey can, rhe team f:1ik It-'s like putting together a jigsaw 

puzzle. l ;Kh person has a piece and if C\'Cl1 one piece is missing, 

the punk is in1possiblc ro complete. :c; 

Support Norms of Reciprocity 

In ~my clfectin_" long-term relationship, there must he a sense of 

reciprocity. if one panncr alway\ gives and the other always takes. 

the 011<..' \Yho gives will fed ukcn advanugt: of: and rhc one \vho 

ukcs will kt'l supcrioc In such a dinutc, cooperation i.s virtual!; 

irnpo:.sibk. Lnh-crsity of.Michigan politkal scientist Robert Axelrod 

dramath:allv dcmon:.,trarcd the power or rcciprocit;." in the \\'(_'ll­

known _,tudv of \vlut's knmvn as rhc Prisoner's Dikmnn, 1
' ·nv: 

dilemtncl is this: l\'d) panics (individuals or groups) arc confrontL·d 

\\'ith a series of situations in v-rhich they must decide \vhcrhcr or not 

to cooperate. -lhcy don'l know in advanct.' what 1he other pany '-Vill 

do. "lhu-c cue rwo basic S[rarcgies~---cooperarc or compete-·~-<lfld four 

pos,'>iblc outcoml's bas-._'d on thl' choices pla;.Tr~ make \'\·in-lose losc-­

\Vln. losL·-1usc, and win-\dn. 

'llw maximum indiz,jdurd pJyoff comes when rh:: i-ir::-,t 

s<:kcr" an uncnopcrarlvc srr;negy and the second phyer (hoo~cs to 

coopcr;.uc in good b.ith. In this ''l win but you lose'-- approack one 

___. 



''"'ill\ ,l[ dt'-' (>lhL'l ',_, <''\ll\.'ihl jj hnth pJPic\ C hP\"(' D1l' \ll 

·;o~·,idc· JtH_l ,tnln:pt \{' T1LJX1!lli;~,.- iiHii\·idual pc~yot·f,. rh,·n h(Hh 

;-,;,th fld]"(ic~ ,_!J,,ihl 1P c.\lopn;!l~-, lHlTh \Yin th:>ugh lflL indi­

:chu! ('.l\(1!! !(l!· 3 LO\'fl('l:il!\<..' lnU\l' I\ Jn" th:lli f(ll ,] ClllllPLtili\L 

\\l!l!il'l' \\_t~- d1c ..,in\pl-_·q oi':di \lLitcgi~" .'>uhmiunl: LOtl[Wr.u,__· ot1 th~. 

iii',\~ JJHl··.T .uul dt,·1l d(• \\·lntc'\U the l•th;:_·r pLn,_-! dt~.{ on dw prc\iott'> 

[11(1 lh1.\ \tr:l!l~;\ c.t!~l',Tdnl h:- cii'-itin,l'; '-·oup'.'Lllion frolll otlll-r\, 

iWl '\ (k·!l:Ht11t~ rlh_·nt." C...imph puL P•--o}'k- \\ho tu .. iptll!. __ :lll ;nL 

·:():-~..· likd\ 10 !w \llt-\.T,\\i"u! 1lun thm,· \\hn tr\ t<> m;t'\ilni:t' indi 

iJw ,Ji],·;n:;U\ 1\Ul C.l_ll he- \liL\.t'.'>,<-f-lJiJ:· \(!(y~,.·d [n· rhi~ '-lLHL"j~\' :lrL 

\\ 1\(' t~ll\111\ H.:\:rictL·d ro thcurL'lil,ll !'l'~c.m:h. \imil.n prnlit:Hlll'IH\ 

\\ ;1:11 ~~!i,l rniglir I p~n- t;H tf-,i-. :l(tin!1: \hould l ;;,i\l' up ci little r<n· 
d :...· <.tL' d.oth.._·t->~ \'\'ill other-, t:1kc ,td\,ira,tf:"-· o! rnc if! Pl coop(_-r:; 

'''-"- Rc,·ipl'<h'it\ 1tJ11l" our [(I l_lt' r!w nwq st_l.:t-(_'~\1\d .lppro;Jl'h l(n 

<c_l; ,bih· d~li\ioli'-, lwctlL~.,_· it (_kmo!l.'>tr,ncc, hnth .1 \\·dlin~nt-\'. to 

il,_- LnnptT,div<..- ,uld ,m llll\\ iliingrH-'-"·" ;o hl ukcn Ah-anu~;c ot: \'> ,1 

'•)Jlt~-[·.:rm \rLn'-'t-~-"- i\'tiprmin- mllli/11\'!C-, dw ri"J~ o!' l'~l_aLuinw [( 

1,110\\ !h~ll \'(l\J,il IC'-p~nh_l (n kintL wh1 \\Otdd th~T \\.trl 

!lOtlhi,~ ·\1!rl i1- f!l'iiP["-· kno\\' du~ \(1\i,l! 1 Lipl(•L<ltt', r!J,.~. knt>\\ dJ-lt 

til, l;c·\r V<l\ tu dc.1! \\llh \\Jll i:, tn tunpl-1;-i_l,_ :nd hn .. <•nK r.-cipicnc~ 

·): \ O(ll lflOf'l'Lli i<Jl1 

R:..·( ipml!IT k·a"-!s to pn·dicL1hili1v c1nd ~uhilit\ in rvLnio'1\hip-". 

': -\ ;C\> ,~l(·~~iu! (q \\ork \\ irl1 Pill~'l.\ \\·1lt'1l n•u undcr~L'nd h(>\\ 
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Robert Putnam <''I he norm of gc'nLralized reciprocity i~ v; 

fundamental to civilized life tlur all prominent mora! codes comain 

some cquivJlcm of rhc (;olden Rule. \X_-ht~n vou rrt.'Jt orhcrs as 

you'd like for dv:m w ucat you, it's likdv dut 

rimes over. 

'11 repay· }'llU nuny 

'!his \vas precisely Horlan Hcnnholcfs reaction after 

\virh \Xiil:-.on Rickerson, who ran his mvn businc_>.,s on 

cncrh'"Y policy issUl'S. "\\Tilson built our on trust. savs 

Florian. "l---Ie made clear th:u he \Yas willing !o takt' tht' t-lrst· step . 

After a f~:\v hours, he invited me ro work on a with him, and 

he immcdiatdy started sharing his conucrs \Yith me thrnu0h 

dirccl inrroduoiom. ! fl~mcrnbcr tdling my wifi: ho\V excited l \Y:l-'> 

to work with him because I t-(dr dnl he trusted mv ahil!ric;.,.'' And 

Ihe payoff was "I knew dnt because of\\/il>on's uust, sttppon, 

and the W<lY he nude me l performed hc!tcr than I ever 

cxpcctcLL'' What\ mor~\ says Horian. ''I fdr compelled to red procHe 

\Xlilson's trusL'' 

Once you help others succeed, acknowlcdf?,c their accomplish--

nu:nts, and hdp thun _..,hinc, rhcv'!l never iL "lhc "norm nf 

reciprocity" corm..'s into pby, and rhcy <lrc more than Yvi!ling to rcmrn 

dw Elvor. \Vhcthcr rhc' revvards of cooperation arc ungihlc or inu.n­

gihll', when people understand that they '-vii! he hcttcr off hy coop· 

era ring, they're inclined to recognize the legitim_acy of others- intt·rcsts 

in an effort to promote rhdr mn1 "1.-vc!Cuc. 

Structure Projects to Promote Joint Effort 

l\;oplc arc nwrc likely ru coopcrarc if the 

ef-Forts are greater than those as~ociatcd with 

for inlcnJePuhkl 

j_,-

.:Vhn~- people up in \\'cstcrnizcd .._-mm:dcs thai 

individualisrlc or com pet irive achk'\TnWtH have th(_: nt:r'---cnnon rh;H 
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do bc'ttcr if everyone \VLTc each rewarded solcJy hascd on his 

cJr ncr individual act.:omplishmcnrs. 'lhe~,-rc \\Tong. ln :t world that's 

to do more with k:,s, t.:omperitivc strategies lose to strategies 

!iut pro more collaboration.' 

'[he motivation for \Vorking diligcndy on one's mvn joh \Vhile 

keeping in mind rhc 0\'t>ral! comrnon objL'ctivc is rdnt(nccd vvhcn 

ir is the end resulr that gers n:wardcd and nor simply individual 

ct-forr.s. :vtv.;r pmtil-sh:uing plans, for cxJrnplc. arc based nn meeting 

th.._· l,_·ompany's goals ctnd nm simply those of separate independent 

Hnirs or depanmcnrs. Ccnainiy each individual wi[hin the group 

has a di:>tinct role, bm on wurld-das\ reams, cvcr~·onc knows that if 

he only docs his individual part \\T!l, he is unlikely ro achieve rhc 

group's goaL Afi:cr alL if you could do ir alone, why would you need 

:1 [L'am? Soccer isn'L a onc-on-clt:\'Cil spon; hockey isn't one-on-six; 

hascbal! isn't onc'-on-ninc; basketball isn't onc-on--fi vc, ,'-; · fhcsc sports 

ream cH{"Jrt--- as do all org;mizatioiul achicvcmcms. 

( _.oopcra.rivc behavior requires individuals to understand (har by 

\vorking roP'cdwr [hey will hL' able to accomplish ~omcthing that no 

one can accomplish on his or her own. Jim Vcsterman considered 

himself a rc~asmublv ream pbycr, yet he learned ~1!1 indelible 

lesson m rhc power of group cJ-hur \vhcn he joined the Ivhrinc 

( :orps. lt suned on his firsr day of boot camp Jt Parris Island as 

he and his fdlmv recruits learned to nuke their hcds~-\vhcn Jim 

lc;uncd that you ccm'r survive vvirhout hdping the guys next to you, 

r lis \Vt:llt like rhis: the men ;_JX(• told th~n their 

is ln han.· every bed in rhc phtoon m<tdc; dw drill insrruc-

tor begins and c·vcn'otlC has thrc-C" minutes ro make his 

1J--·d ("'hospital comers and the provcrhiat '-luarrcr bnunce"); rhcy 

Slt'p back in line \';:h<:n done. So, Jim cxpbine;;, he made his bed, 

su:>ppcd back in line ;md fdt proud, becmse \\·hen three 

minutes were up, rhcrc \VtTcn'r more dun tt'fl men \Yho had 
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finished.'" l--lrnvcver, the drill instructor wa~n't handing out any con~ 

gratulations; rather, he was shouting out that they had all day to gcr 

this right, looking at all the beds that were unfinished. 

Jim ripped off the sheet:, <lgain . . and again, and again. 

rhc drill instrucror looked hirn in the eye and pointed our, "Your 

bunkmate isn't done. What are you doing?" Apparently, Jim had 

been thinking that he was done while his bunkmate struggled. 

Finally. the lighr dawned on Jim. and working rogcrhcr vv·irh his 

hunkrnate, they made both beds, and much faster than thcv had 

each done on his own. Still, not everyone in the platoon was tlnish­

ing on time. '"!he two of them looked at one another and realized 

that although they might be done, they had to help rhcir buddies 

next to rhem, and then those next ro them, and so on. Jim wuu 

from thinking that he'd do as good a job as he could on his 

ment to "making beds for anyme who needed help'' and appreciating 

r hat they were all in this togcthcc 2(' 

You can also structure joint cff()fts hy emphasizing long-rerrn 

rather than short-term payoffs, rlhat is, make certain that the long­

term benefits of mutual cooperation are greater rhan the shon-u:rm 

benefits of working alone or competing with others. You need to get 

people to realize that by working together rhey can complete rhc 

project faster than by thinking about any short-term (or individual) 

victories resulting from doing their own thing or complaining or 

blaming or competing with others for scarce resources. 

Support Face-to-Face Interactions 

(;roup goals and roles, shared identity, reciprocity, and prornot 

joinr df(">rt arc all esscmial for collaborarion to occur, but nc,qrwc 

bee-to-face interaction !s also vitaL People can act as a cohesive team 

on !y when rhe:v can have some amount of bee rime wirh each other, 
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This is true not only locally bur also in globally distributed relation-

Getting to know others firsthand is vital to cultivating trust 

and collaboration. And this need for face-to-face communic.1.tion 

increases with the complexity of the issues/7 as Wilson Chu, program 

manager at RingCentral, realized: "Undl you see someone's face, 

they are not a real person to you." 

lhis is wby while managing an offshore development team, he 

asked people to turn on their webcams so that everyone could see 

one another. He felt that this made "everyone more comfortable with 

expressing their ideas because it made the interactions more per­

sonal-we each had more than just a name; we also had a face." It's 

rhe leader's job, as Wilson points out, to provide frequent and lasting 

opportunities tOr team members to associate and intermingle among 

disciplines~ among departments, and across continents, TCchnology 

and social media can certainly enhance communications, Virtual 

connections abound, and in a global economy, no organization 

could function if people had to fly hallWay around the world ro 

exchange information, make decisions, or resolve disputes. 1hat said, 

the stroke of a key, the dick of a mouse, or the switch of a video 

doesn't get you the same results as an intimate in-person conversa­

tion. -rhere are limits to virtual trust. Firsthand experience with 

another human being is just a more reliable way of creating identi­

fication, increasing adaptability) and reducing misunderstandings. 28 

Virtual trust, like virrual reality, is one step removed from the 

real thing. Human beings are social animals; it's in people's nature 

to want to interact, and bits and byres make for a very weak social 

foundation. 29 It's certainly true that work relationships in roday's 

global economy depend more and more on electronic connections, 

and many work "places" are virtual in nature. But you have to rec­

oncile the reality of virtual organizations with rhe knowledge that 

building trust depends on getting to know one another deeply. In 
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addition to relying on email:,, instant messages, and 

v!<~lc<JuJnlc;cctlC!:S, you need to look to technologies such as tht' 

bike, the car, the train, the airplane. 

vvho expect durable, frequent bee-to-face interactions in 

the future are more likdy w coopuatc in rhc presem. Knowing dut 

have to deal with sorncone tomorrow, next week, or next 

vear ensures that you won't easily f(Hgct about hovv you've treated 

htm and ho\v he's trc;ncd ymL ~I his makes the impao: of today's 

actions on romornw/s dealings rhat much more pronounced, ln 

addition, frequent interactions between people promote posi_tive 

on the part of each f(;r the othec Encouraging people to 

between ream sites fl.1r a period of time ensures 

,.virh the culture and practices of their peers, 'I his notion of durable 

inrcracrions may seern quaint and anachronistic in this global ceo-

nomic environment, in ;.-vhich speed is a advantage and 

loyalry is no longer a strong virtue, Bur that doesn't make rhc 

disappear. Begin v.dth the assur:nprion that in rhc future you'll be 

with this person again in some way and rhat this rebtion­

;.;hip will bt: irnporram to your mutual success. 

Foster Collaboration 

ti· (")-=} 'lTd () 1 Xf:;'T~C ;t->lOt rs--

'<(:1 '~- dSOr "'U \,r·: n' ""'an'! C>c'-

'i)_J})C">' he 'n:-< <C'' S'-< 

er dC cs ,--c;,-::y ra:-,, ·r~s -/-,r:·r :;r·"t';::;~s an 

j U! -·:tl()" feet: -.-'Ci\: s·;-:; d· •n;j 
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