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What People Look For and Want z
e
. . i
from Their Leaders z
To better undersvand leadership as a relationship, we investigared the S :
» , o 5
expectations thar constituents have of leaders, We asked people 1o it 2
e e
cll us the personal rraits, characteristics, and atributes they loolk for w &
. . =
and admire in 3 person whom they would be willing w follow, 'The e
responses both afhirm and enrich the picture thar emerged from 5
4
studies of personal feadership bests. =
- St
We began this research on what constituents expect of leaders o o

more than thirty vears ago by surveying thousands of business and
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government executives, Several hundred different values, traies, and

LEEe

characteristics were identified in respanse to the open-ended question

o
ol

about what they looked for in a person they would be willing to

tollow.™ Subsequent content analysis by several independent judges,

tollowed by furcher empirical analvses. reduced these jiems to a lise

of twenty characteristics (each grouped with several synonyms for
clarification and completeness),

From this tist of twenty characreristics. we developed the Char-
aceeristics of Admired Leaders checklist. It has been administered o
well over one hundred thousand people arcund the globe, and the
vesults are continuously updared. This one-page survey asks respon-
deats 1o select the seven qualities, out of twenty, that they “mosc
look for and admire in a leadern, someone whose direction they would
willingly tollow.” The key word in this statement is willingly, What
do they expect from a leader they would follow. not because they
have ro, but because they want to?

The results have been siriking in cheir regularity. Over the vears,
wherever this question is asked. irs dear, as rhe data in Table 1.2
dtustrate, thar there are some essential “characrer tests” an individual

must pass before others are witling to grant the designation feader
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Alrhough every characeerisiic receives some vores, meaning rhat each
is imporiant to some people, what s most evident and srelking is
rhar over rime, four, and only four, have always received more than
& percent of the vores {with the exeeption of nspa ing in 1987]
And these same four have consistently been ranked ar the top across

et coteniries.”

What people most look for in a leader (a person whom they
would be willing to follow) has been consrant over time. And cur
research docoments that this pattern docs not vary across counuies,
cultures,  ethnicities, organizational functions and  hierarchies,
cenders, levels of education, and age groups. For people o follow
someone willingly, the majority of constituents believe the leader
must be

¥

= Ho

= Forward-looking
+ Competent

@ Inspiring

These investigarions of desired leader avribures demonsirate

consistenit and clear reladionships with what people say and write

about their personal-best leadership experiences. The Five Practices

of Exemplary Leadership and the behaviors of people whom others
think of as exemplary leaders are complementary perspectives on the
cotie subiecr She bevre pherl N irter - } Sl g E {eaders are
samie subjecr. When cheyre performing ar cheir peak, leaders are
-

doing more than just getting results, They're also responding o the

expectations of thelr constituenrs.”
As the chemes of being honest, forward-looking, competent, and

g arc woven into the subsequent chapters on The Five Prac-

tices, vou'll see in more detail how exemplary feaders respond o the
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Meodel che Way withour being scen as honest. The leadership pracdce

Inspire 2 Shared Vision involves being forward-looking and inspir

ing. When leaders Challenge the Process, rhey also enbance the
perception that thevre dynamic and comperent. Trastworthiness,
ofterr a synonvm for honesty, plays o mazjor role in how leaders

Fnable Others vo Act, as does the leader’s own comperency, Likewise,

leaders who recognize and celebrare siontficany accomplishments
o o

who bncourage the Heart—show laspiragoen and positive energy,
o which tocreases their constituents’ understanding of the commic-
. ment o the viston and values. When leaders demaonstrare capacity
o .

i all of Ihe Five Practices, they show others they have the compe-

renee to make i."X{E‘é%i’}f&jil};ii'}’ H@EE]%__:';S ]’1;”1§7p€',?l'1:

PUTTING IT ALL TOGETHER:
CREDIBILITY IS THE FOUNDATION

The rop four characrerisiios—honest, f"ﬂ‘;\f\";}i‘d"}{'H}klh%. competent,

e and

A0l ll'lts‘pli'lilg--"*h;{’&’{‘ I'{"f‘f}iiii'}{?d CONSEnt in l'liL' €¥'€I‘~C!];i!‘égli‘ib

curbulent social, political, and economic environment of the past
chirey vears. The relarive impormnce of cach has varied somewhar
over time, but there has been no change in the fact thae these are
the four gualites people want most in thelr leaders. Whether they
believe thar their leaders are true ro these values is another mareer,
but what they would like from them has remained the same,
Jhese four consistent characreristics are descriptively usetul in
and of themselves—-but there’s a more protound implication revealed
by these data, Three of these four key characreristics make up whar
communications cxperts refor 1o as “source credibiliey” In assessing

the believability of sources of communication—whether news
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reporters, salespeople, physicians, or priests; whether business man-
agers, military officers, politicians, or civic leaders—researchers typi-
cally evaluate them on three criteria: cheir perceived srustworthiness,
their expertise, and their dynamism. People who are rated more highly
an these dimensions are considered by others o be more credible
sources of information.'

MNortice how remarkably similar these three characteristics are to
the essential leader qualities of being honest, competent, and inspir-
ing—-three of the top four items continually selected in surveys. Link
the theory to the data about admired leader qualities, and the strik-
ing conclusion is rhat people wanr to foliow leaders who are, more
than anvthing, crediblc. Credibility is the foundation of leadership.
Constiruents must be able, above all else, 1o believe in their leaders.
For them o willingly follow someone else, they must believe thar
the leader’s word can be trusted, chat she is personally passionate and
enthusiastic about the work, and that she has the knowledge and
skill to lead.

Constituents alse must believe that their leader knows where
they're headed and has a vision for the furure. An expectation that
their leaders be forward-looking is what sets feaders apart from other
credible individuals. Compared to other sources of information {(for
example, journalists and TV news anchors), leaders must do more
than be reliable reporters of the news. Leaders make the news, inrer-
pret the news, and make sense of the news. Leaders are expected to
have a point of view about the future and to articulate exciting pos-
sihilirics. Constituents want to be confident that their leaders know
where they're going,

fven so, although compelling visions are necessary for leader-
ship, if vou as a leader are not credible, the message rests on a weak
and precarious foundadion. You must therefore be ever diligent in

guarding your credibility. Your ability to take smong stands,
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extent of influence rhar leader can exercise

The data confirm thar credibility is the foundation of leadership. Bue
what is credibility behaviorally? In other words, how do you know
it when you see it?

We've asked this question of tens of thousands of people around
the globe, and the responsc is essentially the same, regardless of how
it may be phrased in one company versus another or one country
versus another, Here are some of the common phrases people use 1o

describe credible leaders:

“They practice what they preach.”

“They walk the ik

“Their acrions are conststent with their words.”
they pur their money where their mouth is”
“They follow through on their promises.”

“They do whar they say chey will do.”

The last is the most freguent response. When it comes o decid-
ing whether a leader is believable, people first histen o the words,
then they warch the actions. They listen w0 the talk, then they warch
the wall, They listen to the promises of resources 1o support change

. then they wait 1o sec if the money and marterials follow.

tnitian

They hear the pledge to deliver, then dhey fook for evidence that the
oo ti SPEC are I T o £ epedible” ie har 'i""" E
mmitments are met, A judgment of “eredible” is handed down
+ ) ‘-1 f—- - - o, N H | i g g .y g -
when words and deeds are consonant. It people don't see consistency,
they conclude thar che leader s, at best, not really serious or, at worst,
an ourright hypocrite. i leaders espouse one ser of values but person-

aily practice another, people find them to be duplicitous. If leaders
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practice what they preach, people are more willing 1o entrost thom

wich their lvelihood and even their Bves
This realization leads w a strightiorward prescapiion for the
most sienibicant way 1o esrablish credibility, We refer w it as The

Kouzes-Fosner Second Law of Leadership:

You build 3 credible foundation of leadership foundation
when you DWYSYWD-—De What You Say You Will De.

ITWYSYWID has two essential parrs: sav and do. The praciice
of Model the Way Tinks directly 1o these two dimensions of the
behavioral dehnidon of credibilion. Modeling is abour darifving
values and serting an example for others based on those values. The
consistent living our of values s the way Teaders demonstrace their :
bonesty and trustworchiness, s whae gives dhen the moral author
ity o lead. And thats where we begin our discussion of The Five

Praciices. In the next two chaprers. we examine the principles and

behaviors chat bring Model the Way 1o life.

H
H
H
H
;
;
H
H
H
:
H
H
3
H
3
:
g
3
H
H
5
H
g



SALVATORE SARMO CAME TO South Africa from lraly at
the age of ninereen and eventually became chairman of MSC South
Africa, a privately owned conuainer shipping line and one of the
leading carriers iny the world. His leadership story, however, is not a
corporate one; rather he made an entire nation excited abour his
dream that South Africa would be the first African team to race
in the most important sailing competition in the world, the
America’s Cup.’ He wanted ro give people who grew up in difficule
conditions the chance to represent the pride of their nation in front
of the world, to show that with passion you could overcome other
problems like lack of budger or experience.

His dream sounded a bit crazy 1o the people with whom he first
shated ir, but Salvatore merged his passions for sailing and for South
Africa into a common purpose for the nation and for the African
people. Those who'd yearned to realize @ dream from the dime they
first sailed into Cape Town Bay and those who were raised in places

like Durban were suddenly given a chance to be pare of something
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i‘f: grand-—something thar gave them a new reason 1o train, w improve,
}E i and 1o convmic o @ meaningful canse. They would have the appor-
b i . .

§ - tunity o make history.

% x Salvatore did whar all exemplary leadess de, He looked forward

;

: ;: and talked about whar could be. He painted 2 piciure of the futre

3 :‘E so that others could sce what was possible, He shared his passion

= and enthusiasm with the people around hinn It was infectious, and

2 one young man remembered how Salvarore used o el him nearly

o a decade before the race: “Imagine the underdog South African boa

% with his mixed white and black crew saifing head ro head with the

- strongest team of the world. This is the World Cup of sailing, and

we are going to play this game sooner or later?”

: The wearn’s name, Shasholoza, means “go torward, make your
road, forge ahead —-an acknowledgment of the dedication 1o pursue
excellence, especially when doing so is a challenge, The spivic of

. the Shosholoza project was all about doing something unicue. In
! his speeches 1o his ream. Sabvatore would stress thar it was “an
opportunity 1o show chat all South Africss cinzens can work togedher.

do well and have success together, In essence i is an opporamity

. to be part of the African renaissance.”™ His appeals enlisied the
team in a noble endeavor to make history tor cheir country, got them
to believe in the possibility, mosivated them to waork even harder
than they could imagine, and buile their pride in heing the bess
they could be. And for Salvarore. like all leaders who enlist orhers
in a common vision, i all came down o something fairly siruple
and suraighttorward: having a passion for making =« difference in
people’s Hves.

in 2007, Shosholoza took part in the Americas Cup Race, g

remarkable achievement in twself, considering thar anly swebve conn-

tries were represented. Despiee o significantly lower budger and less
experience than the other reams, Shosholoza held it own, achieving
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somie amazing victories in the heads-up challenges against giants like
funa Rossa and Mascalzone Latino before eventually placing sixth
ar the final round 1 Valencia,

in the personai-best leadership cases we collected, people talked

abeut the need to get everyone on board with a vision and to Enfist

GUHHEHLD LSITHNI

Others in a dream, just as Salvarore did. They had 1o communicare
and build supporc for the direction in which the organization was
headed. These leaders knew that in order o make excraordinary
things happen, everyone had o ferventdy believe in and commit 1o
& COMMOoN pUrpose.

Pagr of enlisting others is building common ground on which
evervone can agree, But egually important is the emorion that
feaders express for the vision. Qur research shows that in addi-
tion to expecting leaders to be forward-looking, consduuents expect
their leaders to be ingpiring. People need vast reserves of energy and
excirement ro sustain commitment to a distant dream. Leaders are
expected to be a major source of that encrgy. People arent going
to follow someone who's only mildly enthusiastic about something.
Leaders have w be wildly cochusiastic for constituents 1o give it
their all.

Whether youre trving to mobilize 2 crowd in the grandstand or
one person in the office, ro Ealist Gihers vou must acr on these two

essentials:

¢ APPEAL TO COMMON IDEALS
*  ANIMATE THE VISION

Enlisting others is 2l about igniting passion for 2 purpose and
moving people to persist against great odds. To get exaraordinary
things dene in organizations, you have to go bevond reason, engag-

ing the hearts as well as the minds of vour constiruenrs. You start by
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and significant.

APPEAL TO COMMON IDEALS

In every personal-best case, leaders talked abour ideals. They expressed
a desire 1o make dramaric changes in the business-as-usual environ-
ment, They reached for something grand, something magnificent,
samething that had never been done before.

ions are about ideals, Theve about hopes. dreams, and aspi-

ratons. They're about the strong desire o achieve something grear.
They're ambitious. They're expressions of optimism. Can vou imagine
4 Jeader enlisting others in 2 cause by saying, “T'd Tike you ro join
me in deing the ordinary™? Mot likely. Visions srrerch people o
imagine exciting possibilicies, breakthrough rechnologies, and revo-
furionary social change.

Ideals reveal higher-order value preterences, They represent the
ultimate cconomic, rechnological. polidical, social, and aesthetic pri-
orirics, The ideals of world peace, freedom, justice, an excitng life,
happiness, and self-respect, for example, are among the ulimate
serivings of hurian existence. They're outcomes of the larger purpose
that praceical actions will enable people to atiain over the long rerm.
By focusing on ideals, people gain a sense of meaning and purpose
from what they underiake,

When you communicate vour vision of the future 1o vour con-

cet - . . " H i
stituents, you need 1o talk abouwr how theyre going to make a Jit-

f-CE'tTﬂCC in the \-\'Oi“i(JL i?()\“.’ lh(.’}-"‘i'a‘ g()il’lg 1Y EE'&’\'{,‘ 4 })()Sii’i\"i,’ Eﬂ'lg)’&{[’ (24
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peaple and evenits. You need to show rhem how thely long-renm

interests can he realived by enlisting in a common vision. You need
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o speak to the higher meaning and purpose of work. You need to
describe a compelling image of what the future could be like when

people join rogether in a common cause.

Connect to What's Meaningful to Others

Exemplary leaders don't impose their visions of the future on people;
they liberate the vision that’s already stirring in their constituents.
They awaken dreams, breathe life into them, and arouse the belief
that people can achieve something grand. When they communicate
a shared vision, they bring these ideals into the conversation. Whaxt
rruly pulls people forward, especially in more difhcule and volarile
times, fs the exciting possibility that whar they are doing can make
a profound difference in the lives of their families, friends, col-
leagues, customers, and communities. They want 1o know that what
they do matters.” Nancy Sullivan, vice president for disability ben-
efirs at the 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 fife and career are on course 2nd you understand
vour purpose, you feel full, satisfied, and ever so powerful. Nothing
will stop vou.”

Nancy's passion for the work her division does &5 quite
evident in these words, and she needed to draw on thar energy
when her group was notified that they were unlikely to meet
their division objectives after consissently exceeding them for nine
straight years, Nancy knew that her team could pull through, but
for them ro do so, she needed ro connect her constituents to
more than just the division plan. She needed 1o paint a bigger

picture of what they could accomplish rtogether and show them

SUEHMALC LB5iTKE
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w how their long-term interests could be realized by enlisring in 2
] J &

g COMIIon vision,

ol - - -
o Nancy developed 2 four-page vision message and nosted it in
= he office kitchen where evervone congregated. In ream meerings,
i :

o division meetings. one-on-ones, and chats in the hallway, she spoke
£ with senuine conviciion about the meaning and purpose of their
= b il

= work and pointed out specihe parts of her viston message thar would
] . .

,ﬂ help them see chemselves as she saw them—as the best of the best.
st o .

e It was not only a message abour what they could achieve in business
o but also a connection to the significant role they played in the lives

of all their constituents, Here is pare of that message:

| dream of @ place here i our ofhee, where the sales wam
maingains respect and conhdence in our decisions not just today
hut tomorrow and alwavs; the constant challenges e our
decisions just dont exise, Where cur insureds trust our decisions
and feel our genuine commiiment to serving them well in their

ERTR et }122 ¥OOLOn [} L'i onee

FoOur g

greatest tme of need. Wh
that vour decision was contractual yes, but more fraportandy
ethically correct and sound. Where the only tide char vou can

think of for invoducing your co-worker is respected colieague

and friend.

I drearn of a place where growh and opporwniies are
massive because of the time and energy you invested with
your commitmenis and therefore our opportunices and

potendial are endless. A place that no longer manages claims,

but manages decisions oo disabilicy, A place that is no longer
thought of as disability-claim experts, but disability expers.

A place where our colleagues and governiment othddals fook

to for disabilicy solurions. A place where Trustmark is the
aumber one company to serve as the assistance w all disabiliry

needs.
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And dav in, day our, Nancy stressed the exciting possibilities the
furure held: “Tragine your own career ten years out, and dream of
a position that serves you well. Create ideas that get you there
Look within for strengths chat vou didn't even know you had. Look
bevond anv possibilities. Stretch yoursell with ideas that seem
unachievable. Tf the thoughts are laughable, chen that is exactdy
what we are looking for. Create your own position. Create our
future.”

In time, all of Nancy’s saff connected with those ideals and
aspirations and unired around their division objectives. Fach
member of the team could easily see how he or she would answer
a friend’s question, “So, why de you work there?” Nancys message
had lifted them up from the mechanics of disabilicy claims and
reminded them of the nobility of what they accomplish. Nancy's
focus on the purpose and meaning of the division’s work engaged
cheir spirits and enabled them to surpass their targets for the tenth
Year in a row.

"The cutcomes Nancy's staff experienced are quite consistent with
the extensive rescarch on emplovee engagement. Michael Burchell
and Jennifer Robin of the Grear Places 10 Work Instirute, for
example, report that “when we ask employees in great workplaces to
describe what it is like to work there, they begin to smile and talk
about how they are excited to get o work, and then, at the end of
the day, are surprised to discover thar the day has already disap-
peased. . .. They share their belief that whar they do matters in the
organization—that their team or the organization would be less suc-
cesstul i it weren't for their efforss”™ This is what Nancy accom-
plished at Trustmark. You have to make sure that the people on your
ream know rhat their work does, in fact, marier.

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

they are and bigger, even, than the business, Their work can be
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sermething noble, When people go 1o bed
leele casier knowing, that others are able 10 five 1 betre:

af whar thev did that dav

Take Pride in Being Unique

Exemplary leaders alseo communioate what nnakes their constinienis,

Wik ARSIt SR

sanivarion, product, or service singular and snegualed.

i

Compelling visions diftereniiate and set “us” apart from “then,

i . 4 . R
ey miust do so in order 1o arcract and retain emplovecs, velunteers,

i . . R
custormers, clicnts, donors, and investiors, Thers no advaniag

3%

working tor, buyiag from, or inv esting W an organization thac does

g .I,},‘.. e thine s Bee cyime aeer the streer or doss Iy halt

exactly the same thing as the one acrass the street or down the hall,

Saving, " Weleome o our company, We're just ke evervone alse”
B

doesn't exacrly make dhe spine tingle wiith excliemioni. Whon peoplhe

anderstand how they're vruly distinctive and how they stand our in
the crowd. thev're o lar more cager o volunarily sion op aad inves
their energics,

Feeling spedial Fosters a sense of pride.” It boosts the se

Forespec

a8y

and scli-esteem of evervone associared with the arganivadon. Whe

ey )i(‘ arg ”'{)Ud T{ W Qi'}\' I;H' E!'H.’i}k ()I“"&??i-—".ﬂn‘l}f'i andd soerve i{'.‘\ IMITIYOSL,
Pt} & P

and when they feel that whar the

are doing s meanmgiul, they
bocome envhusiastic ambassadons 1o the ounside world, When e

romers and clivats are proud o own vous products or use vour

services, they are more foval and more likely o recruie their Bionds

ro do business with vou, When moembers of the conmmunine s

can o ke vou foed \\'yki‘;mc.

i

“She made me foel proud, she made me feel

daing was special and made 2 unique convibution.” said Lina Chen

when de unlhmff, one of her mosr admired leaders, | R
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research lab of renowned scientists and ralented docroral studenis
ar ULA, bur she herself was neither a scholar nor g researcher

She was sesponsible for computer support and making sure thar all

Ehiﬁ iﬁ’.‘i’éﬂi;ﬁﬂlﬁﬁt Wwas up and rimning \&’id]()iit any wmsues, However,

¢ says thar her leader "did not explain my job responsibilicy 10 me

thar way.”

She began by explaining 10 me the importance of the vesearch
thar was being done and how it could impact the lives of many
people. Furthermore, the more accurare our resules from the
research, the more benehicial it will be to those that are
invodved because we can help improve thelr qualivy of life. My
job ro keep the computer equipmen: up and running was
crucial because i€ makes the rescarchers’ jobs easier. T was also
belping them in improving the envirenment and making the
world a betrer place. It made my job very meaninghsl and
inspiring ro be part of a team that is making = difference in the

world,

Leaders like Linas at UCLA get people excited about signing
on for their vision by making cermin thar evervone invobved
feels that whar she does is unique and that everyone belicves
that she plays 2 crucial role regardless of job ride or specific rask
responsibilities.

Feeling unique also makes it possible for smuller units within
large organizadons, or neighborboods within large citics, w have
eheir own visions and still serve a larger, collective vision. Although
every unit within a COrPOrATion, ;ﬁubi%g agency, rciig%(ms institu-
tion, school, or velunteer association must be aligned with the
overall organizational vision, each can express its distinctive purpose

within the i;%,rgcr “&"?}’}'EOEC( E‘,Vt’i‘}’ ancuen ﬂﬂd CVETY dcgmz{m 20 CAn

E

GHIHMLIO LEITHN




ERGMIF CHALLENGE

THE LEAD

differentiaic itself by finding its most distinctive qualities. Each can
be proud of s own ideal image of its future as it works oward
the common future of the larger organizadon.

These days, theugh, with the latest and greatest available in a
nanosecond at the touch of a key, it’s become increasingly ditheuls
o differentiate yourself from others, Log on o any Internet search
engine, tvpe in a keyword, and up come thousands, sometimes tens
or hundreds of thousands, of sites and offerings.” The options are
overwhelming. And ics noc just the speed and volume of informa-
tion that create problems. Everything begins to look and sound alike.
s a sea of samencss out there. People become bored with things
more quickly than ever before. Organizations, new and old, must
work harder 1o differentiate themselves {and their producs) from
others around them. Business consolidations, the Internet, the infor-
mation overload, the 24/7/365 always-on, everyone's-connecred
world demand chat leaders be even more atrentive ro wayvs in which
they can be the beacon thar curs through the dense mist and steers

people in the right dirccrion.

Align Your Dream with the People’s Dream

In learning bow to appeal to people’s ideals, move their seuls, and
uplift their spitits—and vour own——there is no better place o look
than to the late Reverend D Martin Luther King Jr. His “1 Have
a Dream’” speech tops the list of the best American public addresses
of the twentieth century. On the national holiday in the Unired
States marking his birthday, this speech is replayed, and voung and
old alike are reminded of the power of a dlear and uplifting vision
of the future, If vou have never listened closely to Dr. King's words,

take a few moments 1o read or hear them.”
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dine that vou are there on that bor and humid day —Anens:

P05 when on the seeps of the Lincoln Memorial in NWashing. .
o DO betore athrong of 2300000, Mardn Luther King jr pro-
claimed his dream o the world, hisgine thae vou're listening to King :

as thousands around vou cap and applaud and orv ol Now v o

Brtrer understand why dhis specch s so powertul and bow be is

capable of moving o many praple.
vl asked thousands of peaple over the vears to Hston o Kings
tvnons 1 Hove o Deeam” speech and chen redl uy what they heard,

they tele and why diey dhoughe this speech remaing so o g

1N

sven rodays Following is o campling of their observations.

"o appealed o common interesrs”

e adked abour tradiGonal valees ol Simily, churcl, and cotny
fowas vividh He osed 2 o of images and word pictares. You could

see the examples”

-1y,

Prople conld relae o the examples, Thov were familiong,”
f 1 !

S

Plis references were credible, s hard 1o argiie agains the {onsring

ton or the Bible”

“He mentioned childrene—something we can afl relage 1o
: o

Hewas personal. He mentioned bis own children. b ic wasns just

s Kidls because he also malked about cvervonces childrea,”

“Hie knew Ris audience.”

- of - H - + 5 .
Pie made geagiaphial referenoes to nlices the Dy 515 L)

H

woauds
crwe could rolate o

Heinctuded evervbadyy ditferent pares of the counry, 4l ages, botly

seEes, major relieions several dmes”

CHic used o of repetition: for example, saving T have o dreany)
qnd Tt freedom ring several tmes”
QO LoD Ireodom FITHD soveral Omes.

e alked about the same Beas many tiomes but in different was

T

AR

L

AR AR AR AR R

gk




A ?&i&f" % e e -
= o S = e
e B o S
SR, Lo X -z-'ré Tou S s ]
e, i = e S = e S
S 7 7 i o
i o = S SR
s
e
e
= s - o

138

i

“He began with a statement of the difficulties and then stared his

hope for the furure”
“He was positive and hopeful”
“Although positive, he didn’t promise it would be easy”
“There was a cadence and a thythm o his voice.”
“He shifted from 1" to we' halfway through”
“He spoke with emotion and passion. It was something he

genninely fele”

These reflections reveal the key to success in enlisting others. To

THE LEADERBNIP CHALLENGE

get others excited about your dream, vou need o speak about
meaning and purpose. You have to show them how their dreams will
be realized. You have 1o connect your message to their values, their
aspirations, their experiences, and their own lives, You have to
show them that its not about you, or even the organization. bur
about them and their needs. King’s “1 Have a Dream” speech vividly
illustrates how the ability to exert an enlivening influence is roored
in fundamental values, cultural traditions, personal conviction, and
a capacity 1o use words 1o create positive images of the future. To
enlist others, you need to bring the vision to life. You have o make
manifest the purpose so that others can see it, hear it, raste it, ouch
it, feel it. You have to make the connection berween an inspiring
vision of the future and the personal aspirations and passions of the
people you are addressing, You have o describe a compelling image
of how peaple can realize their dreams.

Fd Fernandez rook these ideas to heart when he began his new
role as general manager of WXYZ, a legacy television station owne
by Seripps in Detroit.”” Having come from outside the organization,
Ed anricipated resistance ro change and skepticism from some of the
employees, but what he found was quite the opposite. “Here was a

busingss, full of talented and skilled personnel” he explained, "and




chev simply wanted something to believe inacu personally meaning-

Ford
foy
it

vl Theyv were cager 1o ermbrace a vision {mission and purpose)

thar would make their community a better place”

d took rhe tme o listea 1o their concerns, borh individually
and in small groups. By aligning bis dreams with those of his
ernplovees, be creared a shared picoure of “whar we wanted o be as
amedia organizatgon.” Taking the thme o consisrendy communicare

H F H 4 HEN WA .
that vision made a remarkable difference in morale and productiviey,
and this process produced the concept of “Detroir 20207-—a vision
tor be the centerpiece of discourse ihat could help spark the renais-
sance of Detroir and the region. By uiilizing the power and resources
FWXY Y/ ihis decade-dong. mudtipladorm communiry impacr ini-
tiative provides a shared goal for evervone to follow. tud savs, "People
have a purpose for their work and know how they can conmibute wo
Y{ N .,,..,u,k’ii e g :f\ Y g s g l ot irp s g ]'7,.},__,,4} Y R ST -
rhe overall success.” An internal survey validared the staion’s prog-

sreed thar WY can make

s happen when commirted ro an iden,” and moere than five in

Touss G4 pc_‘?i"’(in‘ﬂi' i_)f’r iz"&(i ;"(?Sé'?()i"id&'i}is

siv. believed thar “within three vears WXYZ will be the marker
leader.” By appealing o common mierests as BEd did, you can ger

people to commic to furure possibilities.

ANIMATE THE VISION

1

foaders have 1o o omoers [0 join in o cause and [0 want

move decisively forward, Pare of monvaring others is appealing 1o

Another part, as demonsrated by Kings 1 Have o
Drgam” speech, 5 animating, the vision, essendially breathing life
inte it To enlist others, vou have o help them see and feed how
betr own imercsrs and asolrations are abioned with the vision. ¥

theit own inereses and aspirations are aligned with the vision. You

have o paint a compelling picrure of the future, one that enables
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CODSHILCNIS 10 experiency viscerally whar it would be Bke o acru-
allv Byve and work in an exciting and uplifting future. Hhads the
only way theell become suthaienily imt*s‘mli}f miovated o commi
their imii\’idu;ﬂ energivs o the vision's realizaion,

“But P osor like Martin Luther King,” you sav "L aan’t possibls
do what he dide Besides, be was a preacher and I'm voc His con-
stituents were on a prodest march, and mine are here o ger w job
done” Many people mitdally respond this way. Most don't see them-
selves as personally uplitring, and certainly dont gt much encour-
agement for bebaving this way in most organizations. Despire the
acknowledged porency of dearly communicated and compeliing
visions, our rescarch finds people more uncomtortable with inspiring,
a shared viston than with any of the ather leadership praciices. Their
discomtorr comes mosty from having 1o actually express their emor
gions. thar's not casy for wosking adulis to do. bui people are oo
quick 1o discount thelr capacity to communicate with passton and
cnthusiasm.

People’s perceprion of themselves as uninspiring s in sharp
contrast to their performance when they wallks sbour their personal-
best feadership experiences or when they walk about their ddeal
futires, When relating hopes, dreams, and successes, people are
almost alwavs ernotionally expressive. Bxpressiveness comes nacurally
when alking abeuar decp desires for the somerhing thar could be
better in the furure than 1o is woday. And it doese’c marter whar
tanguage they are speaking

Mouast pcopic artribure some hing mys;’imi oy the PrOCcess ot bcing
tspirational. They scemy wo see dv as supernatural, as a grace ov charm

bestowed on them—whats often referred  te oy charisma, This

. - s . . :
Jh‘}:liﬂ\}_liﬁ{'l}'ﬁ i E]E})li\ p(‘f}}'\icf far maore than any 1;'!("!-\ OF Danury naly

for being inspirational. Its not necessary 1o be a chardsmatic person

¢ a shared vision, You have m belicre, and vou b
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Ceo tranannn vour bodel ey vour passion

Ty ' 3 ] o [ P - .
Povonrie goiny, o dead, vou e 1o rednen

s thni

Vand expressivencss wie among sour stroengest atlics
Gy ovonir clfores 1o generare connndoment b othors Dlont onderes

sate vour talents,

Use Symbolic Language

1 the role

When eegisterad nurse Loy (N Tavish Macloryvre assa

o the new unir feader tor the Intensive Care Unin/Cardioe Care Unie
GOUCOT s e Flenderson Hospiaal in T honilien, Oncrio. she

had & chance 1o share with othurs her inense pession for norine,

with her oxtensive knowledge snd socompiished shifis.! The

{
fad
Hamidron Healrh Sciences ar Plenderson st was opening 2 new
certe-ob-the-art nospital remoned the Toravinshi Hospial and Canver

Convres and anct wanted o dully ongage her volloa

cronng opporioning She found some compelling wavs

rhat by tumning o Canadian culiee. 78 began in crearing oo

a sbogan wnd chioosing o nscot, one tae identibied wich our
Canadian oo and \ys,nlm‘iifyf;i the Joumey we were an. An
Inukishioke buile by he Tnuie Natives weross the Canadian Aroic, is
asrane landmark that denores wspivituad resdng place along o LT
ton rowte o feed or shelter, Most imporiandh, i communicaes
s von are onvhe parhl” That was ue We were ona parh, W were

G jenrmney.
Tlie Tendshuds mascot was buile with siv stopes four POPESOTI

g the organivations corperate values of respoct, caring, lnnovaion,

e, A

b avcounmbiline: and two reflectinge the JOUCCS

o,
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prsspere serves) as g creative cduwnation ool tor geting cvoviene
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wimes. OF those plaving the Community Game, 70 percent started

sut playing cooperatively and continued to do so throughour. Of

occurred: 70 percent did or cooperate, and the 30 percent who did,
siopped when they saw that others weren't cooperating. Again,
remember: the name, not the game was the only thing that was
differentd

You can influence people’s behavior simply by giving the task or
the team a name that evokes che kind of behavior implied by
the name. [f you wane people wo act like a community, use language
that evokes a feeling of community. If vou want them to ace like
craders in the financial markers, use language thar cues those
images. The saume goes for any other vision you might have for vour
erganization. this cxperiment powerfully demonsirates why you
meust pay close arrendon o the language you choose and the fan-

g»‘;!.!?tg(f YO usc.

Create fmages of the Future

Visions are images in the mind- impressions and FEPIEsEntations,

They become real as leaders express those images in concrere terms
to their constituents. fuse as architeers make drawings and engineers
build models. leaders ind ways of giving expression 1o collective
hopes for the furure,

When wtking about the future, people typically spesk in
ertns of foresight, Focus, forecasts, future scenarios, points of view,
and perspectives. What these words have in common is that they
are visual references. The word widon imsetf has ac its roor the verb
“roosee” Smatements of vision, then, should not be starements ar

all. They should be pictures—word pictures, Thevre more image

#

LETTH
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images with this sinple ex

iR, ‘\"\(1 AbE ;R‘(!E?Ez{ T shiont our !};t‘. Hsi

thing thar comes foomind when they hear the words
The replios that pop out—the Eiffe! Tower the Lowvre. the Arc de

Triemphe, the Seine. Notre Drame, good food, wine, romance —aee

alf imapes of real places and rweal sensavions. No one aalls eue the
square kifometers, population. or gross domestic product of Paris.
Why? Because most of whae we recall ahout impormant places or
events are those things associazed with our senses—sights, sousnds,
rastes, smclls, facsile sensations, and feelings.”

So whar does this mean for leaders? 1o means thar to enlist others
amd inspire & shaved vision. vou nust be able o draw on tha ‘m
natural menal process of creating images, When you speak abou
the future, vou need o create pictures with words so thar others
ferm o mental image of whan things will be like whens von are ar the

cnd of your journey. When ralking about gﬂim; ;)Lu.cx vouve never
been. von have to be able o imagine wi villook like. Your have
0 pierure the possibilivies.”

Cetting people 1o see 2 common furure does not requilre some
special power. bvery one possesses this abilice. You do it every time
vour Terurn from o vacation aad show the photos o vour friends.
vou doubt your own ahbility, try this exercise. Sir down with a few
cloge friends and el them abouwr ene of vour Bavorite vacations.
Diescribe the people vou saw and mer the sights and sounds of the
places you went, the smells and wstes of the food you ate. Show
them the photos or videos i vou have them. Observe their reac-
fions-——and vour own. Whar’s that experience like? Weve done this
activity many tines, and people abwavs report leeling encrgized and

passionaie. Those hearing about a place tor the firse time usu
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something like. "After listening to vou, I'd like 1o go there someday

mvsell”

Practice Positive Communication

To foster team spirit, breed optimism, promote resitience, and renew
faith and confidence, leaders look on the bright side. They keep hope
alive. ‘they strengthen their constituents’ belief that lifes struggles
will produce a more promising future. Such faith results from an
intimare and supportive relationship, 4 relationship based on mutual
participation in the process of renewal.

Constituenss look for leaders who demonsrrate an enthusiastic,
genuine belief in the capacity of others, who strengthen people’s
will, who supply the means to achieve, and who express optimism
for the tuture. Constituents want leaders who remain passionate
despite obstacles and setbacks. In roday’s uncerzain times, keaders
with a positive, confident, can-do approach to life and business are
desperately needed. Nayuwavers only stop forward progress; they do
not start it

Indeed, consider how Ari Ashkenazi describes his contrasting
experience with two supervisors. The hirst, he said, always tried o
keep spirits up and ro look on the bright side, regardless of the
situation. Bven when a cermain project came out with less than
desived tesults, Ari said, she would tell them thar future projects
would turn our better as long as they kepr working hard as well as
working smart. “This gave me a lot of faith in her,” said Ari, “and
belped me to keep from getting frustrared dusing my work when
things didn't always go right. This also had the effect of making it
casier for me o iy new things as well as report negative news to her
since [ knew she wouldn’t shoor the messenger when it came w0

siving her news.)”
giving
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THE LEADERSHIP CHALLERSE

Ari described another supervisor who would often get casily
exasperated, and when she was anpoyed or angry, shed ler vou know
it quite phainly. All she cared about was solid numbers and resules,
and it felt as though she was looking down on you if things didn’t
go as she planned from the start. The outcome of her negative com-
munications, Ari explained, “was to make me wry 1o avoid her as
much as possible and to hold back on giving her negative informa-
tion that she needed to know, just because 1 feared the backlash she
would give me.”

Researchers working with neural nerworks have documented
Ari’s feelings in finding that when people feel rebuffed or left out,
the brain activates a sice for registering physical pain.’™ People acru-
ally remember downbeat comments far more often, in greater dertail,
and with more intensity than they do encouraging words. When
negative remarks become a preoccupation, an emplovee’s brain foses
mental efficiency. This is all the more reason for leaders 1o be
positive.

In contrast, a positive approach to life broadens people’s ideas
abour future possibilities, and these exciting options build on cach
other, according to Barbara Fredrickson, professor of psychelogy
at the University of North Carolina. Her findings indicate that
being positive opens you up: “The first core truth abour positive

emotions is that they open our hearts and our minds, making us

more receptive and more creative” Her rescarch finds thar as
positivity flows through people, they see more options and become
more innovative. And that’s nor all. People who enjoy more positiv-
ity are better able to cope with adversity and are more resifient
during times of high stress.” That's a vital capacity when dealing
with chalienges that people face as leaders in these uncermin and

challenging times.
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Express Your Emotions

in explaining why particular leaders have a magnetic effect, people
often describe them as charismatic. But charisma has become such
an overused and misused term chart ic’s almost useless as a descriptor
of leaders. Being charismatic is neither a magical nor a metaphysical
guality. It has to do with how people behave.

Social scientists have indeed investigated this elusive quality in
terms of observable behavior."” Whar they've found is that people
who are perceived to be charismatic are simply more animared than
others. They smile more, speak faster, pronounce words more clearly,
and move their heads and bodies more often, Charisma, then, can
be berter understood as energy and expressiveness. The old saying
that enthusiasm is infectious is cerrainly true for leaders.

Leaders are responsible for the level of genuine excitement in
their organizations. According to feadership 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.”

Another benefit of emotions for leaders is that they make things
more memorable. Because as 2 leader vou want vour messages o be
remembered, you have to pay attention to adding emotion to your
words and your behavior. James McGaugh, professor of neurobiol-
ogy at the University of California, [rvine, and a leading expert on
creation of memory, has reported that “emotionally significant events
create stronger, longer-lasting memories.”' No doubt you've experi-
esrced this vourself when something emotionally significant has hap-

pened to you—a serious trauma, such as an accident, or a joyhul

SUBHIO LEITTNY




surprise. such as winning 4 contest. But the events dont have 1o be
real 1o be memorable. They can simply be stories. Por axample, in
one cxperiment, researchers showed subjects in two groups @ series
of twelve sfides. The slide presencadon was accomipanied by a story,
one line tor each slide. For one group in the stody, the narrative was
guite boring: for the other, the narraiive was emaotionally moving.
Thew didat know when they warched the slides thar they would be

wred. 1 o weeks Tager they rerurped and ook a test of how well
TOsTect, DU fwo WOeKs 10 ey feiurged and 1o0x & TEsD O NOwW wol
they remembered the details of each slide. Although the subiee

the rwo groups didnt differ in thelr memory of the st iew and last

& 11

few slides, they did ditter significantly in the recollection of the stides
in the middle. “the subjects who had listened to the emotonalls

. . ) T - .
arousing narrative remembersd details in those pardicular slides
berer” than the group that lisiened o the neutral story. “Stronger
emaotional arousal.” Jaunes savs. “is associared wirly beter memory;
emotional arpusal appears to creare strong memaories”

You dont need o complere narrative, and you dow’s need slides.
last the words themselves can be cauaily effective, as de red
st the words theniseives Can DO cgually Seciive, as demaonsiraied
i another laboratory experiment. Rescarchers asked subjecrs 1o
learn to associate pairs of words. Some of the words in che pairs
were used  because they eliciied strong emodonal responses {as
indicated by changes in galvanic skin response). One week ater,
people remembered the emotionally arousing words berier than chey
remembered the less arousing words” Whether vou're hearing 2
storv or a word. voure more tikely o remember the kev messages
when thevre amtached o something thar wiggers an cmotional
response. The seasons for this bave to do with human physiology.
People are wired 1o pay more artenvion o stufl that excires them or
scares them,
i3
3

Keep all this in mind the next dme vou deliver 2 PowerPoing

sresentation. By o just the conent thar will make e messagy
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sticky if's also how well vou tap into people’s emotions. Peaple
have to feel something if they are to become willing 1o change.

Thinking isat nearly enough o get things moving. Your job is to

gee them to feel motivated 1o change, and expressing emotions
helps do that™

Showing people a concrete example is better than telling them
about an abstract principle, but that sull leaves them on the outside
looking in. If you can get them ro experience what vou are wrying
o explain, they will understand in a deeper way. When helping
volunteers in hospice care understand what it is like to be che person
or family they'll be helping, trainers frequently use the following
exercise.” The trainer hands our packets of index cards and asks
volunteers to write on ecach of their cards something chey fove and
would be devastated to lose——the names of family members (spouse,
parents, children, siblings, petsh, activitdes (walking, playing music,
traveling), or experiences {reading, lstening to music, enjoying
gourmet dinners, watching sunsets).

‘then the rrainer walks around the room and randomly takes
cards from the volunteers. One person loses two of them, another
loses all of them; the person who lest two loses two more. The effect
is dramaric. Volunteers clutch their cards and struggle not o let them
go. When they release the cards, they are visibly upset; some even
break down and cry.

This poignant exercise speaks volumes about how much more
etfective it is when leaders can tap into people’s emotions rather than
simply tell them what to do or how o feel. 1f the trainers had merely
shared facts, the volunteers might have been able 1o conceprually
anderstand the losses that the hospice residents were suffering, but
not in a way that would have led to true empathy. Through dhis
exercise, they could beiefly experience the same type of losses in a

deep way that they would probably never forget.
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power of education and also the power of suppore, He always made
it clear that it wasn't about him being so special or different bur that
every child had the potential if the community came together to
invest in thae child”

Ircorporating the inspirational lessons learned from her father
as a foundation and following her passion and bold vision for the
part she could play in helping children face [ies mose difficult chal-
lenges, Emily founded Opportunity Impact in San Francisco.
Opportunity Impact prepares young people—specifically those
living in public housing—for a future of their own design. “Our
goal,” says Emily, “is to open doors for children to design, believe
in, and create their own future. And that begins with being able o
envision something outside their experience.”

Although getting others in the community to see the vision of
Opportunity Impace can be a daily challenge, Emily pursues it with
passion. ‘I sometimes joke that people say, “You're crazy!” And some-
times, when you have this passion abour a vision, you do come off
a little crazy,” Emily said. “Bur if you believe it, it also becomes
contagious. People will stand behind you when they know vou wruly
believe that there is a different future ahead and they can follow vou
there.” You can see that contagion in those who work with Emily,
“Thar Emily walked away from success in the business world to start
Opportunity Impact, T sl find absolutely amazing,” observed
David Bover, founder of Waystohelp.org.

There’s no one more believable than a person with 2 deep passion
for something. There's no one more fun to be around than someone
who is openly excited about the magic that can happen. There’s no
one more determined than someone who believes fervendy in an
ideal. People want leaders who are upbeat, optimistic, and positive
about the furure. Its really the only way you can ger people to will-

ingly follow you to someplace they have never been hefore.
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“WE BELIEYE THAT CULTURE is koy 1o preventing incidents
and injuries,” Cora Carmody: senior vice president of information
technology at Jacobs Engineering, told us, “When we proactively
look out for ourselves, our cowotkers, our friends and families, then
we can get closer o the reality of zero incidents and injuries.”

When Cora joined the $10 billion global technical, 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 reladonships
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 concepis like “boundaryless behavior”
it’s casy to see how the company’s BeyondZere program takes the
concept of safety beyond the norm to “a culture of caring.”

To wke it even further, a couple of vears after Cora joined
lacobs, her ream rolled out a program titled “Leadership and

BeyvondZera” ro rthe global 1T organization. 'The hour-and-a-half
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workshop was designed “to share leadership skills and demonstrare
how they coneribute 1o BeyondZero as well as higher levels of
achievement jn everything we do.” Rather than leading the discus-
stons hesself or having someone in the training department do i,
Cora asked everyone in the first ewo lavers of the IT organization w©
lead at least one workshop, and w try to ensure that each workshop
comprised attendees from 2 variety of I'T groups. In three months,
Coras team involved over eight hundred members of global 1T in
more than rwenty-five different sessions of the workshop. Everyone
who led it agreed thar he or she got as much our of facilitasing the
workshop as any of the participants and that the experience remained
fresh even when he or she had facilitated muliple times.

It was after facilitading a couple of those discussions thar Cora
saw 2 way to address another of I'T’s critical concerns: strengthening
relationships among a stafl of eight hundred spread out in offices in
more than a hundred counuies. At the next workshop, she asked 1T
people in the room how #hey would feel about leading a fifteen-
minute discussion on a leadership topic, ar lunch or around a coffee
table. She heard a varicty of answers: “Scared,” "Apprehensive,”
“Pretty good.” Then she asked how they thought the discussion
would go with a very small group of people they work with, and
how people would feel to be asked for their inpur and listened to,
“Everyone agreed rthar the ourcome of those discussions,” Cora
explained, “as short as they mighe be, would have 2 tremendous
positive effect on the quality of our relationships, And that they
would continue to build a foundadon for 2 sater, more caring envi-
ronment.” lo a follow-up email to her safl summarizing the con-
versation that day, Cora wrote, “Even more overwhelming would
be the sense of accomplishment for the leaders of these discussions.
Remember our leadership premise—every last member of the

T team has che porential o be a leader—someone who can alwer
i
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our attitudes of whar is possible.” With that opening, Coras “Coffee
Talks” were born, These are discussion questions she emails every
couple of weeks to “incite some meaningful dialogue and rela-
tionship building” within small groups of I'T people around the
world.

Here’s how it works. Anyone can initiate or host a Coffee Talk.

The idea is to find one or several coworkers and ask them 2 simple

juestion, such as “Whar do vou like ro do when vou are not at
g ) 3
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work?” or invire conversation arcund a particular topic, such as silos.
Cotlee Talk issues have ranged from workplace safery and the furure
of [T o work-life balance and building trust. For example, Coffee :
Talk topic 4 was aimed ar siimulating a cwo-part conversation rhat,

Cora told us, was “all abour fostering collaboration and building :
g g :

spirited reams—actively involving others, creating an environment

of mutual truss and respect”:

First, around lunch or a coffee {or mocha), brainstorm with a
few people: what can vou do to enhance people’s sense of
contriburion and self-worth? Not “What can management do to
enhance people’s sense of contribution and seli-worth?"—that’s
not the question. What can you do—and what are vou willing
to do?

Then consider a practice that supports collaboration-—ask
for volunteers. When you give people a choice about being a
part of whars happening, theyre more likely o be commined
to a project. Is there a picce of something vou are working on
that you could open up to others? It could be 2 great training
opportunity of just a way o help people feel that they are
contriburin

i,
[

Az Cora demonstrares with her I'T team, leadesship is not a sole

pursuit. Ir's a ream effort. When ralking about personal bests and
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about feaders they admire, people speak passionarely about teans-
work and cooperation as the Interpersenal route (o success, espedially
when conditions are extremely challenging and urgent. Leaders from
all professions, from all ceonomic secrors, and froms around dhe globe
continue vo well us. "You can’t do it alone”

Exermplary leaders onderstand dhar o create a climare of col
laboration, they must derermine whar the group needs in order o
do their work, and build the ream around common purpose and
mutual respect. Leaders make rrust and reamwork high priorides.
By setiing up the workshops and encouraging small-group Colec
Talks around leadership and safery {ssues, Cora was able w foster
cooperation and collaboration within a large, geographically dis-
persed wam. By giving free rein while alse providing guidance on
issucs and topics for engaging coworkers in reladionship-building
conversations, she helped hee team feel that they were rusted and
responsible for creating che safer, more caring environment the
company vatued. By creating opportunitics to build therr skills, she
strengthened their conhidence and competence; by asking for regular
feedback, she showed that she cared for the ream and had dheir bess
imrercats at hearre,

World-class performance isnt possible unless theres a strong
sense of shared creation and shared responsibiliny, Exemplary teaders
make the commitment wo Foster Coflaborziion by engaging in these

esserrials:

=  CREATE A CLIMATE OF TRUST
= FACILITATE BELATIONSHIPS

Collaboration s 2 oritical compeionay bor achleving and suswain
j

ing hizh pcr?%;:'m:ma_:a;’. As organizations become im:rc;u%ng vodiversy

and globally dispersed, collaborative skills are essential (o navigu

I

the confliviing inrerests and natwral tenstons thae anise. Truse i
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required to build coliaboration and promote people working coop-
eratively together. And as employees and customers are more empow-
ered than ever with the new tools of social media, relationship

building is at the core of fostering collaboration.

CREATE A CLIMATE OF TRUST

The ever-increasing wurbulence in the markerplace demands even
more collaboration, sot less.’ The emphasis on nerworks, business-
ro-business and peer-to-peer e-commerce, strategic acquisitions,
knowledge work, open source innovation, and social media, along
with the surging number of global alliances and local parenerships,
is testimony to the fact that in an ever more complex, wired world,
the winning scrategies will be based on a "We not I” philosophy.
However, “we” can't happen without trust. It’s the central issue
in human reladonships. Without trust you cannor lead. Without
trust you can't get people to believe in you or in each other. Wirh-
out trust you cannot accomplish exrraordinary things. Individuals
who are unable to trust others fail to become leaders, precisely
because they can’t bear to be dependent on the words and works of
others. They cither end up daing all the work themselves or supervis-
ing work so closely that they become overconurolling. Their obvious
lack of trust in others results in others’ lack of trust in them. To
build and sustain social connectons, you have 10 be able to trust
others, and others have to tust you. Trust is not fust what’s in vour

mind; it’s also whar’s in your heart.

invest in Trast

Trust is a strong, significant predictor of emplovee sadsfaction,

the quality of communicarion, honest sharing of information,

MOILYHOGEBYITOD LS04
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acceprance of change, acceptance of the leader’s influence, and team
and organizational performance.” Trust is also linked o profitabilicy,
High-trust organizations have been shown to outperform low-truse
organizations by 286 percent.” And in a PricewarerhouseCoopers
study on corporate innovation in companies listed on the Financial
Fimes 100, trust was “the number one differentiator” berween the
top 20 percent of companies surveved and the bottom 20 percent.
The more trusted people feel, the better they innovate.” Simply put,
the more people trust sheir leaders and rheir organizations, the more
positive the ouicomes——for everyone,

Peychologises have also found that people who are trusting are
mote likely to be happy and psychologically adjusted dhan are those
who view the world with suspicion and distrust.” People who are
perceived as trusting are more sought ourt as friends, more frequenty
listened to, and subsequently more influential. The most effective
leadership situarions are those in which each member of the team
trusts the others,

In a classic research experiment, for example, several groups of
business executives in a role-plaving exercise were given identical
factual information about a difhicult manufacturing-marketing
policy decision and then asked as a group ro solve a problem related
to that informartion. Haif of the groups were briefed to expect trust-
warthy behavior ("You have learned from vour past experiences that
you can trust the other members of top management and can openty
express feelings and differences with them”); the other half] o expect
untrustworthy behavion, After thirty minutes of discussion, all ream
members completed a brief questionnaire abourt their experiences.”

Those whod been tald that their role-playing colleagues could
be trusted reported their discussion and decisions to be significantly
maore positive than did the members of the low-trust group on every

factor measured. The members of the high-trust group were more
g &
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open abour feclings, experienced greater clarity about the group’s
basic problems and goals, and searched more for alternasive courses
of action. They also reported greater levels of mutual influence on
outcomes, satisfaction with the meeting, motivation to implement
decisions, and closeness as @ managemens team as a result of he
meering. In the groups whose participants were told that their man-
agement colleagues weren't ro be trusted, genuine attemprs o be
open and honest were ignored or distoreed.

The managers who experienced rejection of their attermpts o
be trusting and open responded in kind. “It T had my way T would
have fired the entire group.” said one. "Whar a hunch of wrkeys.
[ was trving to be honese with them bur rhey wouldn't cooperare.

Everything 1 suggested they shot down; and they wouldn give

me any ideas on how  solve the problem” The responses of

the other members were 6o less hosdler "Frankly, T was looking
forward to vour being fired. T was sick of working with vou—and
we had only been together for ten minutes.” Not swprisingly,
more than rwo-thirds of the participants in the low-trust group
said that they would give serious consideration 1o looking for
anather position,”

Keep in mind that this was a simdation. These real-life cxecu-
tives responded as they did simply because theyd been ok that they
couldn’t trust their role-plaving colleagues. It shows that teust, or
distrust, can come with a mere suggestion—and in mere minutes.

After this simulaton, participants were asked to think about
what factors might have accounted for the differences between
the outcomes and feclings reported by the various groups, Not
one persen perceived that trust had been the overriding variable. ™1
never knew that a lack of trust was our problem lar work] until thar
exercise, feported one exccutive in the soudv. “1 knew thar things

weren't going well, bur [ never really could quire undersand why we

HELEOH
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couldnt work well together. Aler thar experience, things fell into
5 nH
place,

When you create a climarte of trust, you create an environment
that allows people to freely conuibute and innovate. You nurture an
open exchange of ideas and a rruthful discussion of issues. You
meotivate peaple to go bevond compliance and inspire them to reach

-
i

for the best in themselves. And vou nurtuie the belief that people

can ety on yvou to do what’s In evervones best Interests. To get these
kinds of results, you have to ante up first in the game of erust, you
have te listen and learn from others, and vou have to share informa-
tion and resoirces with others, Trust comes frst; following comes

second.

Be the First to Trust

Building truse is a process that begins when someone (either vou or
the other party) is willing to risk being the first to open up, to show
vulnerability, and ro let go of control. Leaders go first. I you want
the high levels of performance thar come with trust and collabora-
fion, you will have ro demeonstrate your trust in others before asking
them to trust you.

Going first is a scary proposition. You're taking a chance. You're
berring that athers won't betray your confidence and that chey Il take
good care of the informadon you communicate, the resources you
allocare, and the feelings vou share. You're risking thart others won'
rake advantage of you and that you can rely on them o do whar's
right. This requires considerable self-confidence. But the payoff is
huge. Trust is contagious. When vou trust others, they are much
more likely to trust vou. Bur should you choose not o trust, under-
stand thar distrust is equally contagious. U you exhibir distrust,
others will hesitare to place their trust in you and in cheir colieagues,

It's up to you o setr the example.
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Self-disclosure is one way that you go Arst. Letting others know
what you stand for, what you value, whar you want, what you hope
for, and what you're willing {and net willing) w do discloses infor-
mation about yourself, You can’¥ be certain thar other people will
appreciate your candor, agree with vour aspirations, or interpret your
words and actions iy the way you intend. But once you wke the risk
of being open, others are more likely to take a similar risk and work
coward mutual understanding,

This is exactly whatr Mascod Fakharzadeh, program manager at
KLA-Tencoy, experienced when he was asked to assemble an offshore
praduct development tearn. In order to develop truse, he told us,
“Early on | asked everyone for their help, I told them that this is the
first time that I'm leading such a project, and T needed their help
and expertise to make the project successful. I wanted to show them
that I had full trusein them by asking them to help me.” Masood
reported that his demonstrarion of trust in them “resulted, in rurn,
in people opening up and sharing lots of information. This gor them
fully engaged, and rhey took ownership.”

Trust can’s be forced, however, I someone is bent on misunder-
standing you and refuses to perceive you as cither well intentioned
or competent, there may be lide you can do to change thart percep-
ton. However, vou have to rermember thar placing erust in others is
the safer bet with most people most of the dme. 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 clearest and most
unambiguous signals of vour wise. When others know you will put
their interesss shead of your own, they won't hesitate to trust }r'GUA-m

But this concern is something people have to see in your actions.
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You have 1o listen o others, pay attention to their ideas and con-

cerns, help them solve thels problems, and be open to their intu-
nee, When you show your openness (o their ideas and vour inzerest
in their concerns, your constituents will be more open to your.

The simple act of listening to what other people have o say and
appreciating their unique points of view demonstrates your respect
for them and their ideas. Being sensitive 1o what others are going
thiough creares bonds that make it easter to accept one another’s
guidance and advice. These acuions build mutual empachy and
understanding, and thar in wurn builds truse. Sindsa Liujic, assisrant
production manager for manufacturing ar Canada’s Christie Digiral,
a leader in the digital cinema and digital display rechnology marker,
commented, “For the sake of the people vou lead, vou need w0 be
accepting of others as they are, We are all human, and we need o
ereat people sespectfully. | lsten to what people have 0 say so tha
{ know whar is going on in their heads and hearts. Only then can ]
work with them to improve.””

His respectfulness and listening are evident every day on the
Hoor with his team. You see it when be encourages people 1o solve
problems on their own, rather than jumping in to solve them himself.
You see it when he arrives carly 1o greer evervone and inguire about
how he or she is doing. You see it when he takes the time to coach
people who are assuming new jobs and responsibilicies. For example,
when Samich Bagheri became 2 new manager, she needed 1w learn
how to motivate and inspire her new emplovess, She was young and
dedicated, and wanted 1o do more in her job. At times she probably
ook on more than she was ready 1o handle. Sinisa spent considerable
time with Sanieh, asking her qut‘s%i{ms and listening o her {hé.mghif%
about how she should approach her leadership, He worked with her
on the smaller issues of communication and handling the da}f«m—éﬁa}f

0 7
lssues. Once she had these mastered, he began coaching on contlicr
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In turn, Samieh’s regard for Sinisa grew and is quite evident

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

understanding of all of the processes in our department and is great
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at communicating. He has compassion for all his employees, and
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great personal skills. His happy attitude is contagious.” Sinisas own

manager, Paul Tierney, echoes this sentimenc: “He encourages his
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the larter’s influence was far more readily accepred than when theis
elarionship was merely professional—-cven though in all cases the
“information” presented was adequate 1o solve the company’s

g}robk?s"{z,” When people believe that you have their interests at

heart—that you care about them-—thevre more likely 1o have your

interests at heare as well,

Share Knowledge and Information

Compeience is a vital component of rrust and confidence in g feader.
People have o believe that vou know what vou're tatking abour and
that you know what you'rs deoing. One way ro demonstrare your
competence is 1o share what you know and encourage others o do
the same. You can convey your insights and know-how, share lessons
learned from experience, and connect team members o expertise.
Leaders who play this role of knowledge builder set the example for
how ream members should behave toward each other. As a result,
ream members’ trust in one another and in the leader increases, along
with their performance.”

That was exacidy the approach Darrell Klowzbach took with his
unit at Adobe, When he hired a new college graduare, tor example.

g
he knew “thar the work and load were going 1o be overwhelming,
so 1 had w pace her adjustment into the sole” He rrained and
coached her in the role, giving her difficult problems o solve thar
he had worked on in the past. "1 didnt provide solurions,” says
Darrell, “only guidance when she got stuck.” When he assigned work

to her, he said,

! ddid not tell her specifically what o do. but rather sev our o

provide direction by sharing 2 vision of the goal of the work, ]
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gave her the freedom to act how she saw it The main reguire-

nent was, if she got stuck, she should come 1o me rather than

consinue o be stuck, and we would work it ouc 1 kept an open
doot. In addidon, { had her join me in meetings with the reams
[ was supporting so she could see what was being requested and
how L, but evenrually we, would handle these, After 2 while, [
began asking her to take on tasks o suppore those efforts; and,

of course, T publicly gave her credic when i was her work chat

accomplished results.

Shortly rthereafter, nearing the end of a particularly difficelt
refease cvele, Drarrell’s team was loaned two people from another
team 1o aid their effors. Whar did Darrell do? Once again, he began
by asking them abous their interests and what they wanted ro learn,
and by making surc thar they understood thar they were contribur-
ing something valuable——and that they, too, were valuable, Darrell
modeled the value of collaboration by sharing information and
reaching others echnigues that he knew. He conpected people in
his area with those outside whom he thought folks needed 1o know
and could learn from. He also spent time, in his words, “wandering
around the shop Hloor so that [ could pick up informal pieces of
information that would be valuable for the team ro know.” He would
bring this news back and share it with everyone during mectings so
that everyone could be as informed and up-to-date as he was abour
what was going on. Indeed, Darrell did such a good job sharing with
others what he knew that when he wok a sabbatical leave, despite
some concerns about the dming, they managed, Darrell boasts, "o
continue in my absence without needing to contact me during my
time off”

‘Fhe face that rruse among weam members goes up when knowi-

cdge and information are shared, and the facr that performance

o
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increases as a resuit, underscore how important it is for feaders 1o
stay focused on the needs of their team. If you show a willingness
to trust others with information (both personal and professional),
constituents will be more inclined 1o overcome any doubts they
might have abour sharing information. Bur if you display a reluc-

tance to rrusi, and withhold informadoen

or if youre overly

concerned abour protecring your turf and keeping things 1o your-

seff—vou'll have a dampening effect on their crust and their perfor-
mance, Managers who create distrustful environments often take
self-protective postures, They're directive and hold tight to the reins
of power, Thase who work for such managers are likely to pass the
distrust on by withholding and distorting information.”” This just
reinforces why it’s so important for you to go first when it comes o

sharing information.

FACILITATE RELATIONSHIPS

People work together most effectively when chey trust one another,
Asking for belp and sharing information then come naturally. Setting
a common goal becomes almost intuitive. Certainly these were the
lessons Cristian Nufiez shared in analyzing his experience as depury
manager for business development ar Ultramar Agencia Maritima
(Chile}, where he was responsible for the growth of the national
logistics unit, This unic was formed by cighieen fairly independent
agencies scartered along the primary pores of the country, and their
main business was 1o assist arriving ships with their every need in
serms of customs paperwork and addidonal services for the crew and
the ship. After a number of successful years, revenues had stalied and

margins were in decline, Cristian recalled.



Alter Hrtle fess than 2 month in this position T realized what
kepr the logistics unit trom growing was-—itselt! Evaluation
purely based on bottom-line figures had generated a strong
sense of competition between agencies, bagically freezing
cooperation berween them. [n fact, whenever cooperation was
required, agencies would normally charge each other the market
fee {sometimes even highert that evidendy left chem with the
highest prices in the marker. Furthermore, a rather derached
managerial style from the head othee had generated some
mistrust toward it from the agencies (and vice versa), having
both parties thinking the other was not deing enough to

improve business figures.

Cristian reafived thac the first thing he needed 1o do was w
improve communication at all tevels because wirhour that, there
could be no common goal or cooperation between units. So both
he and his supervisor went to each of the agency sites (o sit down
and visic with rhe people involved. “T learned,” recalls Cristian, “how
much relationships can improve when people meet face-to-face, even
if theyd been ralking on the phone almaost every dav. The power and
fong-lasting effect of direct interaction can hardly be replaced by
other means of communication.”

‘They subsequently brought together people from each of the
agencies to taltk about the problem and propose solutions, Given this
opportunity o work together, they quickly realized the need 1o align
incentives to favor a collective way of doing business and came up
with a profit-sharing method for collaborative deals. They also agreed
to have all the agents pardcipate in weekly welephone meetings in
which they were expecred to comment on business opportunirics
in their own as well as others” territorics. Because all agencies teok

part inn these meetings. evervone knew where the deas came from,
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and it was easy to distribute profis. This action, says Crisdan,
boosted communication between agencies because “everyone wanred
to be the first to come up with new business opportunities and gee
some of the credit for it.” These collaborative experiences were so
rewarding that afrer a while, agencies started sharing dps direcdy,
without the need for any assistance from Christian and his ream.
1o collaborare, as Cristian discovered. people have o rely and
depend on one another. they have 1o know thar they need each
other 1o be successful. To create conditions in which people know
they can count on each other, a leader needs to develop cooperative
goals and roles, support norms of reciprocity, structure projeces w

promote joint efforts, and support face-to-face 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 team of people to have
a positive experience together they must have shared goals thas
provide a2 specific reason for being together. No one person can
single-handedly educate a child, build a quality car, make a movie,
create a world-class guest experience, connect a customer to the
Internet, or eradicate a disease. The most important ingrediens in
every collective achievement is a common goal. Common purpose
binds people into cooperative effores.’”” It creates a sense of ineerde-
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 theres not
a sense that “we're all in this together”—thar the success of one
depends on the success of the other—rhen it's virnually impossible
to creare the conditions for positive teamwork. If vou wans individu-

&i& or grouga 28] X"«’Oi‘k C(){)p@fﬁfi‘ﬁt’!}’_, you 2”13‘»’{;‘ e gik’iﬁ ijhiﬁﬂ} i g(}(?d
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reason to do so, and that gooed reason is generally expressed as a goul

thar can only be accomplished by working togethen

.
4 -Dest

This is exactly what Tvson Marsh recalls abour his personal-

leadership experience, an cffort to set up a rescue relief area in a
I public school” following the horribe events

“hilthy and disorganizec

of September 11, 2001, Tyson understood that 1o accomplish this

rask, he needed many people with a variety of mlents and moriva-
tions ro work rogether: he knew that this would require them all o

he

have the same end goal in mind. Tyson wasn't anyone’s boss, and
had no formal authority. He was just a volunteer like evervone else.
Buc he saw an opporunity 1o make a difference.

“If T was going to get this done,” Tyson said, waould need
supplies, support, and, above all, § needed other volunreers o ger
on hoard.” Six young volunteers approached Tyson and asked whai
he would like them ro dor " ook the time with each one o explain
what needed o be done in order o rransform this space, and cach
rime they would listen, ask questions, and muake suggestions of their
owin. We listered to one another’s ideas, incerporating them into an
overall plan which cvervone felt a sense of ownership tor, Within
an hour, we were a ream of excired and energetic volunteers ready
1o work hard, stretching our comfort zones to work together toward
a common goal.”
Tyson explained that evervone kepr checking in with each other
as tasks gor accomplished. The ream kepr everything our in the open.
helping maintain both a high level of trust and an apprediation for
thelr interconnectedness, People did whatever they could do to help
without being asked, and when faced with any challenges, they

figured out for themselves what needed 1o be done. “Whether it we

moving rables, removing trash. or folding blankers. every rusk tels
important, and you could use your own creativity to solve prob-

tems.” Together they turned o diryy and disheveled school catereria
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inte a clean, organized oasis where weary rescue workers could ger
a hot meal, tke a nap, and escape, even for 4 moment. the grim
reality of their rask at Ground Zera,

Fyson, like other leaders we studied, realized that keeping indi-
viduals focused on a commeon goal promoted a stronger sense of
teamwork than emphasizing individual objectives. For cooperation
to succeed, roles mist alse be designed so that every persons con-
rributions are both additive and cumulative 1o the final ourcome.
individuals muse clearly undersrand that unless they cach conrribure
whatever they can, the team fails. 1oy like putting rogether a jigsaw
puzzie. Fach person has a picce, and if even one piece is missing,

the puzzle is impossible o camplete.™

Support Norms of Reciprocity

in any effective loag-term relationship, there must be a sense of
reciprocity. 1f one partner always gives and the other always wkes,
the one who gives will feel taken advantage of, and the one who
takes will feel superior. In such a climare, cooperation is virtuaily
impossible. University of Michigan political scientist Robert Axelrod
dramatically demonstrated the power of reciprocity in the well-
kinown study of what's knows as the Prisoners Dilemma.” The
dilernma is this: two parties {individuals or groups) are confronred
with a series of simations in which they must decide whether or not
to cooperate. They don't know in advance what the other party will
do. There are rwo basic strategies—-cooperate or compete—and four
pussible outcomes based on the choices plavers make: win-lose, lose-
win, lose-lose, and win-win.

The maximum individual pavofl comes when the Grst plaver
selects an uncooperarive strategy and the second player chooses w0

cooperate in good faith. In this T win but vou lose” approach, one
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the other’s CXPUSC, bt parties choose o o

mpt o maximize dividuoal pg}-‘(ﬂ'}\, then beth

tios choose to caoperste, both wind though the indi-

pavoll for u:—upri:n?\c rove i bess rhan for o compatinyve

entisey from around the world o submit their

stetegies ior wirming in g compurer simubotion of this rest of win-
A eperie vl o SR 1 T e 1%4 "E .
WO S OERUS S IIToMe STTalegios. ANRINGEY cnough, says Bon, oihe
winner was the simplest of alf strategies submitred: cooperare on the
st move and then do wharever the other plaver did on the previous
move. Hhis straregy succeeded by eliditing cooperation from athers,

noc by defeating thend” 7 Simply pue people who rediprocate are
more dikely 1o be successful dhan dhose wheo iy o masimize indi-
vidhal advanrage

Phe dilesrmas an he su«_u*kkﬁnlx ved I,x this SITALCEY

by o means 1'(’.\:11(:%&1 to thearctical research. Stmilar predicaments

srise overy o

Should 1oy o maximize my own personal gaing
WChat prive might I pav tor this action? Should 1 give up a licde tor

the sake of othes? Will others ke advantage of me iF fm coopera-

Reciprocity s our to he the most suceesslid approach fos
such daily dedisions, becawse 1t demonsirates both o willingness o

sv cooperative and an awillingness to be aken advaniage ofl As o

fong-rerm srratees, focinrocity minimizes the risk of escalation: H
o o 3 .

people know thar voull respond T kind why wonld they s

revinla mewy Fhar

Avd i people knew that vou l rediprocae, thev
preest i

s ; s . . P —
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thev will by i response-—espedially o vour own behavior in
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Robert Purnam explaing, “The norm of generalized reciprocity is so
fundamental to civilized e thac all prominent moral codes contain
some equivalent of the Golden E?\iﬂz:f‘:; When vou rrear others as
vou'd like for them o trear vou, 1Ws likely thar theyll ropay vou many
THICS OVET.

This was precisely Plorian Bennholds reaction atter interviewing
with Wilson Rickerson, who ran his own consulting business on
energy policy lssues. “Wilson built our relationship on ust” sas
Florian, “He made clear that he was willing o take the first siep
After a few hours, he invited me 1o work on a projece with him, and
he immediately started sharing his contacts with me mainly through
direct introductions. | remember telling my wite how excited | was
to work with him because I fele thar he trusted my abilides.” And
the payofl was clear: "1 knew thas because of Wilson's trust, support,
and the way he made me feel. 1 performed berrer chan 1 ever
expected.” What's mors, says Florian. “Heli compelled o reciprocare
Wilson's trust,”

Once vou help others succeed, acknowledge their accomplish-
! 2 3

ments, and help them shine, thev'il never forger it The "norm ot

reciprocity’ comes into play, and they are more than willing o return
the favor. Whether the rewards of cooperation are magible or intan-
aible, when people understand thar they will be berter off by coop-
eraring, thev're inclined to recognize che legitimacy of others inrerasts

i an effort w promote chelr own weltare.

Structure Projects 1o Promote Joint Effort

People are more bikely o cooperate if the pavoils for interdependent
eftores are greater than those associated with Working naependgently.

vk o}

Manv people growing up in Westernized countries

individualistic or competitive achievement have the perception t

that emphasize
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thev'l do berrer if everyone were cach rewarded solely based on his
or ber individual accomplishments. They're wrong. In « world that’s
crying 1o do more with less, comperitive strawegies lose to straregies
thar promose collaborarion.™

The motivation for working diligently on one’s own job while
keeping in mind the overall common objective is reinforced when
ir is the end resalr that gers rewarded and not simply individual
efforis. Most proht-sharing plans, for example, are based on meeting
the company’s geals and not simply those of separate independent
units or departments. Certainly each individual within the group
has a distinet role, bur on world-class reams, evervone knows thar if
he only does his individual part well, he is unlikely w0 achieve the
group’s goal. After all, # vou could do it alone, why would vou need
a team? Soccer isnt a one-on-cleven sport; hockey isn't one-on-six;
baseball sn't one-on-nine; baskerball isn't one-on-five.™ These sports
require team effore—as do all erganizational achievements.

Cooperative behavior requires individuals ro understand that by
working together they wifl be able to accomplish something that no
one can accomplish on his or her own. Jim Vesterman considered
himself a rcasonably good ream player, vet he learned an indelible
fesson in the power of group offert when he joined the Marine
Corps.” It stareed on his fisst day of boot camp ai Parris island as
he and his fellow recruits learned 1o make their beds—when Jim
fearned that you can’t survive without helping the guys next ro you.
His experience went something like this: the men are told thar their
ohicctive s ro have every bed in the platoon muade; the deill inseruc-
tor begins counting, and everyone has three minures 1o make his
bed {“hospital corners and the proverbial quarter bounce™: they
step back in Hne when done. So, Jim explains, he made his bed,
stepped back in Bine, and fele “prety proud, because when three

minutes were up, there werent more than wn men who had
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fnished.” However, the drili instructor wasn't handing out any con-
gratulations; rather, he was shouting out that they had all day o ger
this right, looking at all the beds that were unfinished.

Jim ripped off the sheets again . . . and again, and again. Finally
the drill instructor looked him in the eye and pointed our, “Your
bunkmate isnt done. What are you doing?” Apparendy, Jim had
been thinking thar he was done while his bunkmate struggled.
Finatly, the light dawned on Jim, and working together wich his
bunkmate, they made both beds, and much faster than they had
each done on his own. Still, not everyone in the plaroon was finish-
ing on tme. the two of them looked at one another and realized
that aithough they might be done, they had w0 belp theie buddies
nexs to them, and then those next to them, and so on. Jim went
from thinking that hed do as good a job as he could on his assign-
ment to “making beds tor anyone who needed help” and appreciating
thar they were 2l in this together.™

You can also stracture joint efforts by emphasizing long-rerm
rather than short-term payotls, That is, make certain thar the long-
terim benefits of mutual cooperation are greater than the short-term
benefits of working alone or competing with others. You need to get
people to realize that by working together they can complese the
project faster than by thinking abour any short-term (or individual)
vicrories resulting from doing their own thing or complaining or

blaming or competing with others for scarce resources.

Support Face-to-Face Interactions

Group goals and roles, shared identity, reciprocity, and promoting
joint effore are all essential for collaboration o occur, but positive
face-to-face interaction is also viral. People can act as a cohesive team

only when they can have some amount of face time with each other
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addition o relying on emails, instane messages, releconferences, and
videoconferences, vou need 1o look w0 other technologies such as the
bike, the car, the train, and the airplane.

People who expect durable, frequent face-to-face interactions in
the future are more likely 1o cooperate in the present. Knowing thar
vou'll have ro deal again with someonc tomorrow, nexe week, or next
vear ensures that you won't easily forget about how vou've treared
him and how hes treated you. This makes the impact of today’s
actions on omorrows dealings that much more pronounced, In
addition, frcqucm inreracrions berween pmpic promote positive
feclings on the part of each for the other, Encouraging people w
cransfer between team sites for a period of time ensures familiarity
with the culture and practices of their peers. 'this nodon of durable
ipteractions may seem guaint and anachronistic in this global eco-
nomic environment, in which speed is 2 competitive advantage and
iovalty is no longer a strong virtue, But thar doesnt make the reality
disappear. Begin with the assumption that in the furure vou'll be

interacting with this person again in some way and thar this relation-
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