First without my loving parents, Joe and Dolores, I would not understand the
true essence of leadership, care and compassion and with respect to me, a
heavy dose of patience. My Dad was my first and most impactful example of a
great leader while my Mom epitomized the understanding of a great coach.
Together they make of a dynamic leadership team that has guided Joe, Karen, Maureen, Kevin and me throughout life. We are all better people for it.
Thank you to the many mentors that I’ve been blessed with knowing, working
with or learning from like Gus Reidi, Emile Moser, Michael Grinder, Tony
Robbins and Ron Cole. I continue to learn, apply and struggle with the standards that you have set for me to follow.
Nothing is more important or powerful than my home team, first my son
Christopher, your wisdom and authenticity inspire me every day of my life.
My other “kids”, Jean-Luc, Lord Bentley, Joy, Harmony and Bliss, thank you
for being the best state interrupters a man could have. When it’s been a tough
day in the office I can always count on you to do a trick, give a kiss or play a
game of fetch.
And of course, the anchor and the light of my life, my beloved wife Renee.
You give me purpose and drive to do the things I’ve always dreamed of and
continue to do. I’m both grateful and privileged to be your life partner, business partner, lover and friend. I’m excited everyday knowing this journey has
just begun.

To my father who taught me about work ethic, creativity, and character.
To my mother who helped me understand the power of empathy and compassion in everything I do.
To my siblings who helped me learn the importance of sharing.
To my first work mentor, Dick Burger who taught me how to be an authentic
leader by setting a vision and linking that with everyone on the team.
To Dan Samoza who shared his abilities and insights on what it means to be a
great coach.
To my life partner Patricia who is my rock of support and cheerleader in everything I set out to accomplish.
To my sons who teach me how to make an impact and leave a legacy that
passed from one generation to the next.

Unlike how the saying goes, “Leaders are born, not made”, Jim Connolly is a
contrarian to that myth and part of the new majority that understands that
leaders are made, not born. Jim’s understanding of leadership started on the
playgrounds of Providence, RI. This is where he began the process of understanding that the make up of an effective basketball team (or any team) begins
with the right attitude, commitment and passion and that this could compete
and many times beat a team made up of playground all-stars.
Jim’s growth in leadership was not an easy one, early in his career in the hospitality business he quickly learned that to find real success in business and in
life, he needed the support of a team and that he needed to understand how to
support that team right back.
As life has it, when Jim was ready, the teacher appeared in the form of his
first of many professional mentors. Gus Reidi, an accomplished and successful chef/restauranteur took him under his wing (or apron!) and shared with
Jim his keys to his success which strangely did not include anything about
culinary skills or recipes, but an emphasis on people. He taught Jim that his
biggest asset in all of his businesses was his people, not his knowledge, not his
skills and not his business prowess, but the people of his organization. This
beginning awareness opened Jim’s eyes to a whole new understanding of
what defined success in life and from that point on he would devote his life to
the pursuit of refining and simplifying that message of leadership.
Jim applied these more complete understandings of leadership to his very
successful career first as a chef, than as a restauranteur in the cutting edge
area of Silicon Valley, California. His former restaurant team created a legacy
of success through many memorable meals and a small army of former employees that continue to spread the word of leadership in their own businesses, restaurants, and ventures.
As with everything Jim does, his love and understanding of leadership and
team through further training and education would motivate him to create an
organization devoted to the advancement of world class teams and leaders in
first the high tech world of business. CEO Chef for over 20 years continues to
bring awareness and high level experiential training to many diverse areas of
business and to many notable high achieving companies like Facebook,
Google, Exxon Mobile, EJ Gallo, Genentech, Hilton, Kaiser Permenente and
many more.
This book and training program, iLead, is a culmination and expression of
what he believes is the essence of what makes a great leader and ultimately, a
great team, to compete and win in an every changing and challenging economy.

To be a manager is to orchestrate. To be a coach is to teach. But to be a leader
is to inspire the greatness in each of us to express our talents, skills, and abilities for the greater good of the cause.
Growing up, Pete learned a hard work ethic from his father, teamwork from
playing sports, and goal setting from his mom.
After attending college, he started his first engineering job where he met his
most influential mentor Dick Burger who was his first boss. Dick helped him
understand the power of inspiring people through communication, empathy,
authenticity, and working with others to achieve team results beyond what
any individual could achieve.
Pete used Dick's teachings to create his own journey and rapidly advanced in
working and leading product development divisions in payment transaction,
consumer goods, medical, bioscience, and biotech industries. He quickly became known and recruited as the 'turn-around' expert for companies. What he
found by helping these companies, is the success or failure of any situation
was all about inspiring people towards a powerful vision and mission. The
key is to create a new environment where everyone mattered and their work
was linked to that vision and mission. Leadership isn't about creating the next
new product or customer service experience. Leadership is about transcending what is delivered to the marketplace that inspires people who are touched
by the process.
Over the last 15 years, Pete has started and led 4 different companies, creating
successful environments where people can create, coach, lead, and inspire.
Today he has a business innovation incubator, radio, and TV show where he
works with global companies that are developing intellectual property, software, apps and physical products with a 'go-to-market' focus.
Pete developed the iLead book and program with his partner Jim Connolly to
help inspire others on how to be a great leader. In the book, Pete shares his
experience, knowledge, and passion for leadership through stories and viewpoints on the key elements of what he believes it takes to become a transcending leader. Good leadership creates a successful environment. Great leadership makes an impact to express the passion of the organization. And that
impact is where the collective passion of the people meets the action of the
organization around a single cause.

As a Manager, Director or Supervisor, have you ever wondered...

 “How do I get my team motivated and engaged as I am so we can all work together
and be successful in our projects?”

 Why projects are often delayed or over budget and you feel it’s due to a lack of effective communication and teamwork?

 Why the morale and productivity of your team or organization couldn’t be better
and you just can’t put your finger on why it is...
Have you ever worried about...

 You’re not doing enough to stay ahead or your competition?
 The escalating costs, some as high as 213% of annual salaries, in replace good employees? Not to mention the ‘revolving door’ disruption this brings to your organization.

 That no matter what you do, projects will fail, team morale will suffer and leadership see you as an incompetent and incomplete leader?
What if you could...








Gain the knowledge that will help you effectively lead your teams?
Know how to engage your teams and lead them to realize their highest potentials?
Get your team to do the job right the first time
Effectively communicate at a high level
Create an environment of commitment and trust
Effectively complete projects on schedule

The iLEAD process begins with addressing your inner leader from the inside-out.
You’ll learn the new fundamentals in leadership that are needed in todays everchanging business environment. You’ll be able to “coach” your business team to victory much like the coaching great Jimmy Valvano of the ’83 NC State Cinderella team.
His credo for the team was, ‘survive and advance’ . To be great, as a leader, you must
set the vision, create the linkage, and then practice this commitment everyday. In
practicing cutting down the net, Valvano set the vision of greatness for his team. Now
it’s your turn using iLEAD. Just ask yourself, “When will it be your time to cut down
the net? Find out more about our one day workshops and online courses by going to:

http://www.ileadcoaching.com

If you’re a manager, leader, supervisor, vice president or director of a
department, and you find yourself saying, “...if only I could consistently
get my team motivated and engaged in the day-to-day operations in relation to the big picture as I am, so we can all work better together and
be successful in our business and projects…”, then this is the book and
workshop for you!
This book, iLead, the “i” is about where leadership begins, inside of you.
It’s the inner game of leadership that needs to be mastered first before
you master the outside.
So why read this book? Our hope is that through this cutting edge information, relatable stories and actionable exercises, this book will positively impact your life by giving you a sense of certainty going into any
project and knowing that you have a blueprint to succeeding within any
team. This impact will have, not just short term rewards, but long term
career impact because you will build upon the skills learned and continue to apply our basic concepts that will ‘anchor’ great leadership skills.
And success breeds more success. What develops is a sense of deep confidence to tackle any project or challenge. Bottom line, the symptom of
your newly developed leadership skills are more lucrative projects, increased financial rewards, an improved lifestyle, and a feeling of security that you can count on.
Your corporation, company, or business is not just an organization, it’s
more like an organism. The nutrients that feed this organism and that
make up a modern effective leader are the six modules or chapters in
this book. We use the term nutrients because like a living organism, you
need continual doses of nutrients to grow, maintain and be healthy.
These six modules or chapters, continually given and used in your business organism will create a healthy environment for you to grow and
prosper.

We also believe that within any corporation, business, or company that
your people are your biggest assets. Why do your people sometimes
seem to be treated as a liability or at best a necessary evil? In most cases, it’s because of the inability to use these assets wisely. Good leaders
know a properly motivated team can move mountains. Our process
shows you how to link what is important to your people with what is
important to you and to your organism. Thus creating a system of perpetuating motivation from within each person (and as we all know, motivation can only be created from within, not from outside of us).
We ask the question, “When will it be your time to cut down the net?”
It’s a metaphor for you and your team to reach your highest goals and
aspirations.
For those or you that are not a fan of college basketball or familiar with
what is called “The Big Dance” (the NCAA basketball tournament), cutting down the net is the ceremony that you conduct after you’ve won
this grueling tournament.
The famous coach from North Carolina State during the 80’s, Jimmy
Valvano, known as “Jimmy V”, would use this idea of cutting down the
net during his daily practice. He understood that in order to connect his
players to his intense practices and for them to give it their all, he would
conclude each practice session by having them practice cutting down
the basketball net as if they had just won it all. He knew the value of
continually connecting the small day-to-day efforts with the big vision
of their team. They didn’t win it all the first year he coached, or the second year. But Jimmy V took his overachieving team all the way during
the 1983 Mens NCAA finals. They called them a cinderella team because
they were the most unlikely team to win it all. They had to overcome
some the most dominate teams and players of that time. But in the end,
they were the ones who cut down the net.
“So when will it be your time to cut down the net and claim your greatness?”

"The way we communicate with others and with ourselves ultimately
determines the quality of our lives."
-Anthony Robbins
"We have two ears and one mouth so that we can listen twice as much as
we speak."
-Epictetus

Effective communication, everybody wants it, most don’t know how to
get it! In this chapter Jim and Peter talk about communication being
more than just moving your lips. Effective communication is understanding the inner dialogue of the people that you work with which is
key to find out what is their driving force and motivation. Understanding a person’s key communication style is like speaking to them in their
own unique language. And true leadership starts with active listening,
qualifying questions, and world class storytelling. Jim and Peter draw
from their own experiences and the works of Joseph Campbell, Tony
Robbins, Stephen Covey, Steve Jobs, and Gary Chapman to help you
learn:



What is the best way to communicate to employees so they really
listen and get the job done?



How many communication styles are there and why is it important
to know them?



How do you create safe environments and effective communication

skills to build rapport and trust that leads to connection?


How do you communicate effectively with today’s human attention
span of 8 seconds or less?



How do you use storytelling, like Steve Jobs, to open the gateway to
high influence and good communication?

So let’s dive into this first chapter, Effective Communication and listen
in as Jim and Peter talk about how to lead your team through the most
basic but most misunderstood of leadership skills.

Peter:

Okay, Jim. We’re going to be talking about our leadership
training together.
You have the initial questions, correct?

Jim:

Correct.

Peter:

We are going to be using the Hero’s Journey as a our leadership metaphor, because that’s really key.
It doesn’t matter whether you’re an individual, you’re on a
project team, or you’re part of a department or a division of
the company. Every single person is like the stone that is
dropped into the pond. Your words, your actions have a
‘ripple’ effect on the organization. Your organization is a
living organism. And each individual makes up part of that
organization that’s connected together. So what’s good for
the individual is also good for the corporation and vice versa.
And each person in the organization is on a journey. What
Joseph Campbell, in his work, calls the ‘Hero’s Journey’. It
is the action of going from known to unknown, meeting
challenges, battling and overcoming doubt, to ultimately
seize the sword of success. Whether that be a new product,
service, opportunity, or team triumph...we all go through
multiple ‘Hero Journeys’ in our careers.
That’s why it’s important, if you’re a company, you have a

vision statement, mission statement, statements of strategic
intent, goals, and objectives that connect each individual to
the organization. Most importantly, each person must understand how they link their daily work and short-term
goals all the way up to that vision and mission statement.
When that happens, you’ve developed true power and energy within your organization.
So for our teaching Jim, I understand you broke this down
into a six module type of situation?
Jim:

Yes, six modules. Each module actually connects to the next
module, so it’s all seamless as it goes through. We break it
down into its individual parts only to better explain it. But it
is very much a holistic process of connecting the dots.

Peter:

Why don’t we start with Module 1 one and what that one is
all about?

Jim:

The first module is on communication, and the first question is “What is the inner dialogue of the people you communicate with regularly?”

Peter:

We can both collaborate on this and share together. I talk
about this in my StorySelling workshop, because really
when it gets down to it, the thing organizations needs to
understand is this...no matter what the organization produces or what role the person has in the organization, it
always goes back to a common human condition of inner
dialogue. Your inner dialogue is a combination of you battling your doubt and fears versus your core desires.
Whether it’s fortunate or unfortunate, typically with inner
dialogue, it’s like we always seem to focus a lot more on
doubt and fear than we do core desire. I’m not sure why
that is, but we just seem to do that. It’s our human nature.
As it relates to core doubt, it’s the ‘what-if questions’ we
always ask ourselves. In an organization if you’re part of a
team, this might take the form of...what if I can’t meet the
cost/ schedule/performance they’re asking for? What if I
can’t get my job done? What if there’s a delay in the delivery, and our team looks like a failure in the eyes of the executive team? It’s all these what-ifs, and those are things that

can dramatically affect your inner psyche, and also suck the
energy out of you.
This inner dialogue can come in many forms. There’s inner
dialogue as it relates to the individual. There’s inner dialogue as it relates to the project team. And there’s the inner
dialogue of the organization.
Jim:

One of the metaphors I use is that it’s like the old style record player where you have those grooves in a vinyl record.
The more it plays that groove is just like that your inner
dialogue in that it plays in your mind. And whatever is on
that record, it keeps playing over and over in your head
whether it’s conscious or unconscious.
That’s the power of it. And it is connects both for the individual and as a team. When you work with a team that
works together, the cultural aspect of the team has its own
consciousness of sorts.

Peter:

That’s very true.

Jim:

And this is developing that record to play the song you want
to play as opposed to the what-if, what-if, what-if, what-if
song.

Peter:

On the flip side of that your what-ifs, is the other part of
your internal dialogue and that is core desires.
People ask me, “How do you determine a core desire?” It’s
not hard to do. If you’re asking people as it relates to what
they want to get out of their situation in their job or their
career, or being on this project team, and you say, “As it
relates to this project, and your role in it, if I were to ask
you to finish this sentence ‘If I could just ___________,’
what would you say?”
“If you talk about your hopes and dreams for what you’d
like to accomplish at this company as it relates to career
development, creativity, job advancement, promotion,
more money, if I were to ask you about those hopes and
dreams what would they look like?” And then let that person talk. So if it’s ‘If I could just_________________’ or
“What are your hopes and dreams?” that’s your core desire.

Back when I was in product development, I never had -except for one manager, Dick Burger -- who actually worked
with me to define what good performance looked like. I
think it’s vital for coaches, leaders, and managers to help
define what does good performance look like for an individual? And how that good performance connects to the goals,
strategies, mission, and vision for an organization.
Given your business unit or company is doing pretty well
and growing, what most people think about is how can I do
my best job because my belief is that nobody comes to work
wanting to do a bad job. And if they do, they’re going to get
fired or let go pretty soon.
Given that everybody wants to do a good job, they have to
know what a good job looks like. Because when people work
in a high performance environment, especially high or star
performers, and they want promotions, advancement, more
pay and all the stuff that comes along with it, if they don’t
get that, then they’re forced to go into their inner dialogue.
Like what if I don’t get that promotion after I’ve done all
this work?
Then it can become a crusher for company and employee
morale if those things are not defined. Back when I ran
teams, I always defined for each particular project or product development team (because that was my background),
or individuals within my groups or divisions, what good
teams looked like. And then I asked my managers to do the
same for their employees.
In other words, the good performance not only has to satisfy the inner dialogue, or the core doubt and fear versus core
desire. But it also has to show linkage to exactly what we’re
all about, which should be properly identified in vision mission statements with strategic intent. If you define good
performance, you create a work culture that is highly energized.
Is it easy to do? No. It’s hard to do. But you know what? If
you want to have a really good organization that clicks and
grows and works, it takes hard work.

It’s a living organism. You can’t expect to have a flourishing
plant and not water the plant properly. Every time I’ve done
that in an organization, it’s been very powerful and it’s
worked out very well.
Jim:

Yes, great points, and to add to that, you can go either in a
positive way where you’re linking all the goals, because the
personal goals are actually now relevant in the workplace.
Everybody talks about motivation, and motivation actually
comes from within. You can’t hire a motivational speaker
unless that person can go inside you. But you can link a person’s personal goals and aspirations to their workplace,
where now, it makes a huge difference.
It goes beyond just surviving and getting the basics out of
life with a roof over your head, food in your mouth, and
clothes on your back. Now you’re speaking to a deeper purpose where somebody can link their personal aspirations,
goals, and objectives to the workplace.
That’s why having clear objectives will help, so this person
can do a good job. They buy into the whole idea of what the
vision is of the company – that’s not an issue. But now they
need to have guidance that says what exactly do you want
from me so I can produce it, so that I know I’m going in the
right direction?
As a kid I used to go off on these walks. The worse part of
the walk was not getting from point A to point B; it was
when point B wasn’t clear. I would keep walking. And halfway through I found this doubt, and all of a sudden I’d be
frozen in my steps thinking if I take another step I’m going
that much further away from where I started. At least I
know if I stay right here I’m not going to get too much further. And it plays with your mind. You end up thinking,
Wow! What’s going on here?
Then you sometimes have to trust that you’re going in the
right direction. That whole time that doubt really wears on
you. And then when you finally get there, there’s a sense of
relief.
But if you had known this was the right way -- the path was
marked clearly -- and you could get from point A to point B,

it’s a much more enjoyable process. And you get there
seemingly faster because you’re not worried about it and
you’re not so concerned.
Peter:

This is why I did what I did when I ran teams and divisions.
I come from product development and you come from the
hospitality industry. But we both come from places where
there are cross-functional teams. Maybe the focus in hospitality is how do we provide and even better customer service experience? In my world it was how do we get this
product developed and out the door faster?
In my world, it was we’re going to define cost/schedule/
performance for the particular project. But I would always
add a fourth element of we’re going to develop cost/
schedule/performance, but what does good performance
look like for this project team? What is it that would measure up and say you guys really blew the doors off this one in
a good way?
Then I would ask the functional managers to then connect
these project teams and their performance (what good performance looked like) to the individual’s performance plan
for that particular three months, six months or a year, so
then there was always linkage.
If the person said, “If I strive to do good performance in this
area for myself individually, I’m still linked to the project
team. So if I do good individually, there’s a better chance
the project team is going to do good as a team, which means
the department or business unit is going to win as well.”
I know you’ve had this happen in places where you’ve provided leadership, and you get that kind of energy and connection where people have a weekly clarity on exactly [what
they need to do]. There’s a lot of complexity in developing a
product and getting it out the door. But when they have that
kind of clarity on their role and what good performance
looks like and defining it, the sky is the limit on what can
happen.

Jim:

This is all great stuff. But I think we’re almost spilling way
over into goals and vision, so I’m going to reel us back in a
little bit more into the communication.

That’s why I’m saying this is very wholistic in the sense it’s
like to define each part of it really is defining the whole
part. It’s like the arm is an arm, but it’s a part of the chest
and the shoulder. So I’m going to reel us in a little bit and
go into the next question, if that’s okay.
Peter:

Sure. Go ahead.

Jim:

The next one is what is “active listening”?

Peter:

You want to take the lead on that one?

Jim:

Sure. The reason I put that in here is because active listening is a major part of being a true leader. We have the old
adage of “Why do you think God gave you two ears and one
mouth?” so you should use it proportionately.
But listening is more than just about hearing the words. It’s
important to hear the words, but also the words in context
as well as listening to the point where you’re totally involved in the listening.
The biggest mistake that happens with some leaders is that
their active listening is usually diminished. It’s done too
much over electronic media. If there’s something critical
that needs to be heard, that’s where meeting face-to-face
really is important. Functionally it’s hard to do it all the
time, but as much as you can do it, whether it’s face-to-face
electronically (i.e., Skype) or if it’s some way of being in
person.
As an effective leader it’s challenging to really understand
what a person is trying to say, because sometimes they can’t
get it out. If you look at the “telltale signs,” you’ll be able to
figure it out and put it into context.
One of the biggest things I look for is breathing. When
somebody is breathing you can actually tell where they are
on an emotional scale. If their breathing is short and tight,
you know that whatever they’re talking about is not a pleasant thing, or they’re being very stressed out by it.
If you take the clues on body language -- especially the

breathing, their voice intonation and the speed in which
they speak – and combine all that with the story being told
by the person, you can get a better idea. But you can’t do
that if you’re not totally committed to listening.
The person who’s really impressed me in that particular
category was Tony Robbins. If you’ve ever been to one of his
events, when you see him on stage it’s like all the bells and
whistles are going off and it’s amazing. But when you have a
chance to talk to him one-on-one, you don’t ever believe a
person of that magnitude would be focused during a one-on
-one conversation, because he’s usually focused on this
huge room of 1,200 to 1,400 people.
I think the biggest compliment you can pay somebody is
when you’re listening to them. You’re giving them 100%
and being totally present. And he did that. I always remember that because I didn’t expect it because of who he was.
And then once I received that gift of having total attention
toward me, then I understood that’s why he is who he is.
A great leader will take the moment and give it 100%. All
the things you do as being a great leader will come from
that action of really being in the active listening, and being
able to connect with that person on a deep level.
Peter:

Jim, those are all really good points. Maybe if you could reencapsulate exactly what is “active listening”? How does a
person recognize someone who’s doing active listening?

Jim:

The short answer is being totally in the moment, and being
present with either a person or your team. So it’s the difference between being on automated answer mode or telling
mode where you’re taking the moment to take in the information so you’re not assuming.
When your team is talking to you, or you’re one-on-one
with somebody and they’re talking to you, you’re accepting
that information and processing it inside you completely
before you respond and that’s probably the best way to do
it.
Physically your eyes are usually focused on that person;
they’re not wavering from right to left. The eyes tell a lot

about a person, so when your eyes are going to places it
means you’re processing too soon. If your eyes look up, the
process is you’re going back to the past and you’re looking
for answers. If they look to the side, you’re looking for
words to say. But if your eyes are straight and focused on
that person and what they’re saying, they can feel that.
Also little clues along the way that tells them you’re listening are words like “I hear you,” or “I see what you mean,”
and saying those words encourages them to keep on going.
Sometimes those little helpful ways of encouraging somebody doesn’t cut them off short.
Sometimes the end of the end of the message is really what
a person wants to get out, but they’re not able to get it out
because of many reasons (i.e., being uncomfortable or being
polite). So being patient is a real important part, and encouraging them with words like “I hear what you’re saying,”
or “I can feel that,” and if you understand a person’s basic
modality of communication.
I’m very kinesthetic. I’m a hugger; I feel things before I process them. When you talk to me and say, “I can feel what
you’re talking about,” that says more to me than “I see what
you’re saying.” So it’s just little hints and ways of really trying to connect with everybody. And if you’re in a large
group that uses all different modalities, that way you’re hitting upon everybody in there.
Peter:

To add to and complement what you just said, I think that’s
a wonderful description of active listening. What I call
“active questioning” is part of “active listening.” Because
asking questions and getting a response -- and then building off what the person says to ask another question that’s
related to what their answer was – makes you genuinely
plugged in and interested. It’s kind of an active way to say
“I see what you’re saying” or “I understand what you’re saying” or “I get that” through another question. Plus, it helps
to probe deeper to get more and more understanding of the
particular situation.
A lot of times when you’re working as an individual, or on
project team, or on cross-functional teams, the luxury is
being able to be person-to-person in a particular conference

room with somebody. Nowadays in the global world we live
in we can’t always do that. So a lot of times we’re doing
Skype-type calls, and it’s a little bit tougher to read body
language, eye movement, and things like that.
But you can always dig deeper with active questioning that
shows active listening on your part across worldwide
boundaries. It helps to clarify what is being said to get the
message across, so that everybody who is plugged in no
matter where they are in the world can understand the
common ground.
Jim:

I even see how that can be applied to technology. Because
there are times when the only way you can communicate is
through email or some sort of messaging and texting, and
by asking a question that gets a little bit more specific towards the direction the person is taking.
An example today, was I was working with a client, and she
gave me some general parameters that said find me a venue
for our event. That’s about as general as you can get: “Find
me a venue for our event.”
After I asked about a half-dozen detailed questions, she responded by answering all those detailed questions and
thanking me for being detailed-oriented and saying, “That’s
how I am too. I appreciate that.”
The fact is I kept it in her direction. I didn’t ask another set
of questions about what is it you want to learn from the
training? I asked specifically what she wanted, like where is
the venue going to be where you want to hold this training?
So that’s an example of what you can do as far as asking
questions that is a part of the active listening.

Peter:

I find it’s really powerful. Before we summarize this question and move on, back to tying active listening to understanding inner dialogue and core desires: By asking those
questions and finding out what it is that’s driving the person’s doubts and fears and their core desires – and then
digging even deeper with these active questions – you really
show that you’re listening and connecting with that person.
You find out what is driving them, and boy, that is very
powerful and key in any individual, team or division dy-

namic environment.
Jim:

That actually transitions into the next question, which is
what is the best way to talk to employees so they really listen? You hit it right on the nose: The answer is, by asking
better questions, you’re going to be influencing where
they’re going with the initial active listening.
So now you’re leading them to ask a better question, but in
a sense you’re almost answering the question by asking a
better question. Does that make sense?

Peter:

Yes, it makes a lot of sense. When I studied neuroscience, I
realized if you’re asking these questions they freeze the
brain into focus. We call these “brain freezers.” Even by
looking at somebody and saying, “Hey, can I ask you a
question” and then pausing, you’re going to get their focused attention on that dialogue.
Going back to your question of “What’s the best way to talk
to employees?” (and there are still some companies that do
this) they say you have to change. It used to be management, would say, “I’m your supervisor. I tell you to do this,
and you do it because I’m your boss,” which is kind of outdated these days.
These days we’re moving into more empathetic-type management. If you’ve read some of the articles in Entrepreneur and Inc. magazines, they talk about the female-driven
management these days, where it’s a little bit more “Hey, I
feel you. Let’s work together. Let’s partner.” And that all is
very important, because you have to have compassion and
empathy.
But there’s a third level of the best way to talk to employees,
and that is going to the common human condition which is,
“Look, I understand where you’re going because I’m dialoging with you about your doubts, fears, and core desires. And
what drives you as it relates to the team, department, division or the business unit in the organization.”
So when you get on that level, that is the best way to listen,
that is the best way to connect, that is the best way to instill
accountability and loyalty. Plus, if you really truly under-

stand what’s going on in these people’s heads and why
they’re here.
Jim, you and I both know – and we’ve said this a lot of
times – unless somebody is super money-centered it’s not
always about the pay check. Yes, you have to have a pay
check to pay the bills and we get that.
In an environment where you have lots of people working
together, especially in a creative environment, people want
to be heard and they want to connect with other individuals
to create, or to create a better experience for the customer
or client.
But at the same time, they have their own individual needs,
doubts, fears, and desires that also need to be met if they’re
going to get to a higher level of working.
We always talk about Maslow’s hierarchy, which is daily
needs and survival at the bottom, all the way up to philanthropy at the top. Then there are several shades, or grades,
in between.
In his Seven Habits of Highly Effective People, Stephen
Covey talks about having private victories before you can
have public victories. In other words, you’ve got to understand that you begin with the end in mind. You’ve got to be
proactive (which are for your private victories) to get to the
public victories of think win/win, energize, and sharpen the
saw.
But again, you can’t get to those public victories unless you
truly understand the private victories and what drives these
people. And I think that’s what Stephen Covey was talking
about. One of the messages I came away with from his landmark book is to really understand yourself. But I think
managers and team leaders need to understand their team
members, and what are those private victories?
If you have an exercise of begin with the end in mind, what
does that look like for the person? And how do they overcome their doubts and fears to get what that end in mind is?
It’s as true with customers, business owners, and employees
in a job-type corporate setting.

Jim:

Those are all great points. If you’re helping someone get
what they want, you’re most likely going to get what you
want too. Peter, tell us about how you used to share this in a
communication style by telling stories.

Peter:

Yes. We’ll get into this thing about how you tell stories and
things like that in expressed metaphors. And in the future
we’ll talk about some of my stories like “Donut Boy” and
polishing the turd and all that kind of stuff. Some stories
are serious and some are humorous.
As a leader, or as an individual on a product team, you are
the metaphor of the story for success within your team or
your organization. I used to use that all the time when I led
divisions about becoming the metaphor, or plugging myself
into a character team within the story of the organization (if
we’re talking being the “underdog,” so to speak) so that I
represented what that character archetypal theme was.
People pick up on that so fast, and they get it like right
away. And guess what, Jim? The thing is that, telling stories, is the most genuine way to communicate with people.
A lot of times in situations in a corporate environment it’s
management against employees – “us” against “them.” Why
don’t people trust the managers? Because in corporations
how many times have people been laid off and pushed
aside? I’m not talking about dead wood, because those people need to go. But good people have been gotten rid of for
whatever circumstance in the business and because there
was no connection. What automatically happens? A mistrust for management.
You have total control over whether I work here or not, and
you’re basically affecting my livelihood and pay check. Yet, I
don’t know what the connection is. I don’t know what good
performance is. I don’t know how to become a star performer in this organization.
So when you have none of that, the typical human condition
is going to go back to fear.

Jim:

We just talked about what was the best way to talk to em-

ployees so they listen, and that’s when we talked about
questions. I think we were pretty much complete with that,
so I’ll move on to the next part which was how many communication styles are there, and why is it important to
know them? I think I alluded to that earlier when I talked
about everybody has what I call a “go-to communication
style.” It’s not to say someone doesn’t carry over to other
styles; it’s just that they have a go-to place. And sometimes
when you’re stressed that’s where you go.
In the world of Neurolinguistic Programming (aka: NLP),
they’ve outlined it quite simply as auditory, kinesthetic and
visual, and there’s also the olfactory (smell) and gastronomic (taste). Then some people have added on digital.
Peter:

In other words, if you smell bad or you happen to have gas
that day and you clear the room, the communication style is
all off, right?

Jim:

That’ll do it!

Peter:

The olfactory is the worst.

Jim:

That’s not a good method. That’s where you wish you were
on Skype.

Peter:

Yeah, there you go. Exactly.

Jim:

Save that for another time. I always like this when you get
in to understanding people’s main mode of communication,
and sometimes it goes to the extreme where you think that’s
the only way. But it’s only a way of helping you understand
how to communicate to them.
I use the example of I love going to Vietnamese restaurants
where I try to speak in Vietnamese. When I’m trying to
speak in Vietnamese I’ll order a drink – a môt càfe sua da
(“one glass of iced coffee with cream”). Now, when I ask
that what do you think the waiter does?

Peter:

They’re probably super surprised you can speak in their
language.

Jim:

Well, that’s actually the second thing. The first thing is they

have a question mark on their face saying what the heck did
this person just say? But the second thing they do is exactly
what you said. They’re saying, “Wow, there’s a big white guy
trying to speak our language.”
What expression do you think they have on their face?
Peter:

Probably one of surprise, I would think.

Jim:

Yeah. And that goes quickly into a smile. When you think
about it, most of the time when people are in communication and they’re stuck in their mode (going back to that dialogue thing), when you get that dialogue going all the time
sometimes when you surprise somebody when you’re trying
to communicate in their way – if you speak another person’s language, if you speak like them. And you get into
what some people would call “rapport” where you’re breaking someone’s state to all of a sudden you get their attention.
I always say it’s not as important to know all the different
styles, as much as to be aware, because awareness opens a
factor a lot of people miss. They miss the idea that if you try
to speak in someone’s language (even though you’re crappy
at it)... and I try all the time around here to speak Spanish
in California and they’re laughing all the time because they
know I’m trying. But the fact that I’m trying to communicate opens up way more doors, so I’ll do whatever it takes to
make that happen.
People understand that when you’re trying to speak in their
modality. But the danger of that is when you’re not connected to somebody and how they communicate best.
I’ll give you an example. I love my wife dearly (make sure
you get that down, whatever you do)...

Peter:

That’ll go in the book.

Jim:

Hopefully that didn’t get scrambled up.
...but when she’s in what we call “high visual.” Some people
who are visual can also be high visual, meaning you can’t
communicate with them any other way except with some-

thing visually in front of them. You could have them coming
toward you and you could scream at the top of your lungs,
“Stop! Stop! Stop!” because maybe there’s a chasm there
and they would fall in.
If they’re stressed and they’re being chased after by a wild
animal, you could scream all you want and they won’t hear
“Stop!” They won’t hear the words coming out.
But if you held a big red sign that said “Stop!” that would
get their attention. Of course, if you’re in the woods (using
that metaphor) you can wave a branch to get their attention
so they understand they have to listen.
And it’s happened many times. I’ll be on the phone talking
to a client, and my wife will come in and ask if I want to
have lunch. I clearly have a headset on me and listening
intently to the person on the other line. So I came up with a
system where I said, “When I hold up a red piece of paper
that means ‘stop!’ and you’ll understand not to keep talking
because I’m on the phone with a client.” And the system
works really well. By the way, my wife is also a trained chef
so I really do appreciate anytime when she offers to make
me a bite to eat!

Peter:

That’s a good answer to that question. I don’t really have
anything else to add, so it sounds good to me.

Jim:

I think we answered the next question, which is how to use
effective communication to connect with people so you can
get the job done. I think we’ve talked about it already, but if
you can summarize that so it’s really clear.

Peter:

It kind of ties in to the previous question and what you answered, which is the most effective way to communicate is
in the other person’s communication style.
I read The Five Love Languages by Gary Chapman, which
was a landmark book for me. As you know I went through a
failed relationship, and it was partly because I did not understand the other person’s love language or the way they
communicated personally. I was using my style of commu-

nication to communicate with them, which obviously did
not work very well.
As it relates to work, what you want to understand is effective communication is not just about asking questions that
promote active listening; it’s about asking those active listening questions, but it’s also then when you’re talking to
them you’re communicating in the style they communicate
in.
Jim was talking about that. I look at things like the color
people, the DiSC profile, the Myers-Briggs – there’s a ton of
them. But I like the DiSC just because it’s simple and it
works. In the DiSC profile, you have four peronsality types drivers, influencers, amiables and analytics. And if you guys
have worked in different environments you understand
what we’re talking about here.
Just to give you a quick rundown: Effective communication,
particularly for an executive who’s a driver, it’s like get to
the bottom line. You don’t want to come in with a bunch of
a flowery language and go on and on about things because
they’re pretty much looking at their watch going, “My time
is valuable. I’ve got to conquer the world, so let’s get to the
bottom line.”
If you’re talking to an analytic, they want to know all about
the background, research and the study, so you have to be a
lot more detailed with them. Drivers and analytics are opposite, and influencers and amiables are opposites, so those
are two quick examples.
The key thing is effective communication means you’re using active listening, and you’re asking active listening questions. You’re digging deeper for understanding. But when
you open your mouth you must know their communication
style, then you communicate in their style.
At the end of the day, guys (and you all know this to be
true), people are wrapped up in their own inner dialogue,
and in a large way so are divisions in organizations and corporations. We see this all the time in how companies try to
communicate brand. But the thing is, effective communication of a company about a product, merchandising or mar-

keting is communication in the style of the ideal client or
customer (aka: angel avatars).
I guess that’s the way I would answer it, Jim. If you want
effective communication, communicate in their style after
you’ve kept your mouth closed for a little, asked some really
good questions, do some active listening and clarification so
that when you finally speak, people will listen because
you’ve showed you’re being genuine. When you communicate in their style they’re going to go wow, that person’s like
me and that builds a lot of trust.
You know the old adage. I don’t care whether you’re in a
corporation or not, people like to hang out with people they
like, know and trust – we just do -- whether it’s in sales,
project teams, or whatever. If you have someone you don’t
like on your project team, chances are you’re probably not
going to hang out with them very much. You’ll respect them
and you’ll do the work with them, because that’s what you
do in a work setting. But you wouldn’t go out for a beer with
them after work.
Again, the more you can do that, the more powerful it is. I
love that word “effective.” I think the more you find connection, the more effective you are.
Jim:

Bottom line just to summarize it, I always say “How would
you like to be communicated to?” You talk about it with the
angel avatars: You want to get into someone else’s skin and
their heads. You want to be able to understand things.
You want to be effective in your communication. Take the
extra step to ask the questions, know where they’re coming
from, and then make mental notes. Because these are the
people you work with all the time; this is not like a new set
of people. You may have that in sales where you have to
keep evaluating. That’s why salespeople have to be on their
toes all the time.
But if you’re working with the same set of people on your
project team, you’ve got to understand how they all communicate and tick. You mentioned DiSC, it’s good to have
variations of the different types of personalities. By making
sure everyone is communicated in their way or close to it,

you’re going to be considered more of an effective leader
and communicator yourself, because they know innately by
you trying they can get that.
People understand when you’re just phoning it in, when
you’re just going through the motions. When somebody
knows you’re trying, they then step it up and they’ll do the
extra to get what you’re talking about too. That’s probably
the best way to really bottom line it.
Peter:

By the way, Jim was just the driver there, “Let’s get to the
bottom line.” Although I don’t think you are a driver, Jim,
but that was “driver speak.”

Jim:

Exactly. Well, I’m married to a driver.

Peter:

Yeah, you did.

Jim:

It’s like “When you’re telling a story get to the bottom line.”
And sometimes being a wise guy that I am I’ll say, “And
they lived happily ever after.”

Peter:

There you go. I like that. I’m sure that probably makes her
crack up which is great.

Jim:

Like I said, if you can make somebody smile you break their
state, and once again you’re bridging the gap. I’m jumping a
little bit over to Module 6, which is Coaching and Action.
When you’re talking with people, as a leader we’re actually
referring to you more as a ‘coach.’ You’re creating an environment every time you’re with people. Whether it’s in a
group setting or individual, the number one goal you have
as a coach is safety. In other words, when people feel safe
they feel like they can open up to you which is the ideal
place. You’re constantly reforming a relationship.
A lot of people don’t get that, especially coaches who think
that once you establish a relationship, that’s it. Your relationship is broken into micro-relationships and every time
you’re reforming that relationship. Sometimes those relationships go by in minutes and seconds, and you’re reestablishing that.

By getting a smile out of somebody, you’re bringing them
back in to the fold. There are so many things out there that
pull people ‘out of state’ and you’re constantly doing it. If
you ever speak in front of a group, oh, my gosh, you can feel
it even more because the energy is out there, and you’re
constantly reforming the group.
Peter, I’m sure you’ve done this before. One of the tricks of
the trade is you ask a question to the group you know is going to elicit a predictable answer. “How many people here
are hungry?” It’s right before lunch and they all go “Yay!”
“How many people here are local? Raise your right hand.
How many people here are from out of town?” Well, you
only get two choices: They’re either local or out of town.
You’re going to get people to raise their hands; then you
have them join their hands together and you say, “Great,
now we’re all here as one.” You’re forming the team around
you all the time.
When I’m doing a presentation it’s always on my mind that
I’m going to be losing people every couple seconds, so
you’ve got to do things to keep them engaged all the time.
Peter:

It’s funny you say that, because I think that goes to our next
question which is “What’s the best way to interrupt
someone’s inner dialogue and be present to your message?”
I read a study one time from the National Institute of Biotechnology about attention spans (I also write about this on
my website on crocbrain.com). I read somewhere that we
get hit with near 3,500 messages per day, and as technology
has advanced it’s gotten worse.
Back in 2000 the National Institute of Biotechnology did a
study on attention spans, and the average attention span for
a human being at that time was 12 seconds which isn’t a lot.
Fast-forward to 2013 when they re-did the study, people’s
attention span had dropped down to eight (8) seconds.
They also did some studies on different things like goldfish,
and found out the attention span of a goldfish is nine (9)
seconds. So when you think about it, people have less of an
attention span than the goldfish that swims in your goldfish

bowl at home.
I don’t care whether you’re in a work situation, a seminar,
or face-to-face, how many times does your mind drift off?
We don’t have really good attention spans anymore.
So to answer “What’s the best way to interrupt someone’s
inner dialogue and be present to your message?” I’d teach
this to project managers and my management staff when I
ran leadership teams, and I call them “interrupters” or
“brain freezers.”
One of the most common ways [to interrupt someone’s inner dialogue and be present to your message] is if you want
to get the attention back of the individual or the group you
look at them and say, “Can I ask you a question?” and then
you stop and pause.
We’ll get into brain science later in a future leadership
class. But basically that question arouses curiosity in brain
and the croc brain, so it has to know what the question is.
This is why you’re regaining the attention of that person. So
guess what? You’ve got another eight (8) seconds to make
an impact before they lose their attention again.
In answer to that question you put up here, Jim -- which I
think is really good -- how many times have you been sitting in an audience or in a project meeting and your mind
drifts? You look out the window and start thinking about a
bunch of stuff. They could be things in your inner dialogue,
like something about the day, or the tasks you’ve got to get
done which is all really inner dialogue anyway.
Jim:

I’m sorry, Peter. I just faded away – I just came back. No,
just kidding.

Peter:

Yeah, there you go. Masterful salespeople know how to talk
less, listen more, and ask questions. And good leaders also
do that as well. If you watch masterful leaders they’re setting the tone, they’re giving inspirational speeches, they’re
asking questions, and they’re keeping the audience engaged.
Jim, have you ever watched some of those TED talks?

Jim:

Oh, they’re phenomenal.

Peter:

Guys, if you want to study good communication in action
from the stage, watch some TED talks. Because most of
those people are very good at keeping people’s attention,
not just by offering interesting facts and data but by how
they are asking questions and presenting information, and
how they’re keeping the audience engaged.
Another way to do that – this might not be the most appropriate in the work environment – is humor. Think about it:
Have you ever gone to watch a comedian in a stand-up routine, and drifted off to sleep or started thinking a whole
bunch of other stuff? Unless you’re super-stressed and
you’ve got a lot going on your plate, but most of the time
you’re pretty plugged in and you’re laughing at the jokes.
Why? They have a certain story formula they use. But it’s
humorous and you’re cracking up, so your brain is engaged.
This is why when people do speeches they mix in humor,
because that’s another way to basically interrupt those inner dialogue messages and help the person become present
back in the situation.

Jim:

I love your phrase “brain freeze.” We sometimes call is
“state interruption,” but I like “brain freeze” better because
you’re catching them at that moment where they’re fading
away.
You can actually watch somebody and you know they’re
fading away. You might be the speaker or presenter who’s
on just before lunch, and you know their mind is thinking
about what are they going to have for lunch? Where are
they going to go? Who are they going to sit with? You’re
trying to share your extremely important information, and
all you can do is be aware of that and then asking those
great questions.
By the way, one of the things we talk about in the sixth
module is the Power of the Pause. I’m glad you brought that
up, because that can be the most important type of technique you can put into your communication as a leader,

because if you’re able to get somebody’s attention by taking
a minute or second to pause.
Talking about comedy routines, that’s really what makes
comedy so good. What’s the difference between one person
telling a joke and another is how you use the timing in a
joke. If you just go ahead and ask the question and you
don’t give somebody a chance to come with the answer –
“Why did the chicken cross the road?” – and if you run
right into the punch line it’s not a funny joke. It’s stupid.
In fact, you could ask the question and you could pause it
for a long time. You could get more laughter from a good
question than you can by jumping in and being the know-itall and answering it all of a sudden.
I love the “brain freeze,” it’s one of my favorite phrases because every time I think of it I think about munching down
on a big bowl of ice cream.
Peter:

Very cool. It’s very, very powerful. When you think about
this it sounds so simple but it’s so powerful.
Guys, the reason why you’re reading this book or the reason
why you’re attending our leadership workshops and things
Jim and I are doing is because these are things that either
we’ve lost as an art or we’re not doing it correctly, or we
need a different way to look at things to become better – at
least in this particular module.
We have a lot to give you in this book. But in the skills of
effective and long-lasting communication you really, really
have to listen to what we’re saying here because this is how
you get in to the mind of your employees, how you get in to
the collective mind of your team, your division, your business unit, and your corporation.
Jim, you and I have talked about this before. I’ve been
through many corporations, mergers, acquisitions and
layoffs (and we’ll get into some of the stories) and I see this
all the time. When business units or companies have lost
their way, it’s because they’ve lost the most important understanding of all, which is people are your most important
asset. And people are what drive creativity and customer

service experience.
When you artificially lop off a limb by laying people off,
sometimes you have to do that because of financial conditions. But it’s more refreshing to look at a problem and say
“What can we do?” I’m not talking about dead wood people
because they always have to go. If someone’s not being accountable and they’re not pulling their weight, they need to
get fired or laid off. I’m a total believer in that.
I’ll tell you a story about “You earned the A – you earned
the F.” But the thing is almost all people want to come to
work every day, and their motive is I want to do a good job
today. They just need to know what that good job looks like.
Being able to effectively communicate raises effective
awareness.
The place where you work is a living organism. If you cut a
leg off because you lay a bunch of people off, a lot of times
you may never recover.
I know a company that used to be the number one company
in the world, and when they did mergers and things like
that within the organization it lost very key intellectual
property. I had one company that went from number one to
number five in the world (I won’t say its name), but they’re
at number three right now (I know because I still know people who work there). But they never regained their number
one position.
As a leader, as an executive going through communication
focus and what it means to be a leader and to grow an organization, be very careful about how you’re going to use
that machete to lay people off and lop off different limbs in
your organization, because you may never recover from it.
Going back to talking about effective communication to
connect, you have this “How do stories become a gateway to
high influence and good communication?” I’ll start with a
story, okay Jim?
Jim:

Mm-hmm.

Peter:

There was a time when I was running one of the divisions

for a payment transaction company in Hawaii. I got recruited to come in and help turn the division around.
In the employees’ world view I was the “hatchet man”; but
in my world view I was the guy who came in who was really
going to create more creativity, innovation, and job opportunities. I never looked at it as we’ve got to slash and burn,
because I’ve always felt that companies and divisions are
living organisms, and you can’t arbitrarily kill part of it and
not kill all of it.
I’ve done my fair share of firing people who were not the
people we wanted and didn’t fit with the organization.
There was this one young kid who was pretty good. He was
a hardware engineer, and was struggling a little bit with
getting on board with what we were trying to do with the
work culture. He had hung on to some of the old work culture of emailing and in-fighting and all this kind of stuff.
One day I called David... no, David is the donut boy guy.
This guy’s name was Gavin. Gavin was a hardware engineer. He came in to my office and I said, “Come on in and
have a seat.”
So he comes in and I said, “I’ve been here with you guys for
three months. You’ve heard me talk quite a bit about what
we’re trying to do here, and how we’re trying to change the
organization and pull it back around. And Gavin, you’re a
brilliant engineer. I’ve got a little story to tell you. When I
was in junior in high school I was taking this history class,
and I was sitting there...”
When you’re telling a story people are actively plugged in
because it’s in our DNA, all the way back to the dawn of
man. So I use stories as metaphors to teach all the time, as
far as that gateway to develop, influence and teach good
communication.
I said, “Gavin, I had this history teacher in high school. I
was doing pretty good in class. I was college bound and I
wanted to get the best grades I could. I had an A in the class
and I was doing just fine.
“It was in the winter. I was on the basketball team and we

had a late game in another city. Like so many of the other
athletes, sometimes I had to cram for tests the night before.
Because we were all the way out there I had brought my
books. But the problem was on the way home the bus was
having a problem with the lights, and it was dark and I
couldn’t read my books. I should have prepared but I didn’t
for whatever reason.
“That next day I came in to the class. I took the mid-term
exam and I think I got a C on it, which for me that was really bad. It really pissed me off and I was mad at the teacher.
“I waited until after class and I came up to Mr. Moody.”
That was his name – honest to God. “I said, ‘Mr. Moody,
can I speak to you for a second?” I was really pissed off.
“You know I’m a good student and I always get A’s in your
class. This is what happened to me. I didn’t get a chance to
study on the bus, and I couldn’t get prepared for the exam.
You gave me a C on this test.
“Well, right then Mr. Moody got this little smirk on his face
and he said, ‘You know, Peter, I’ve got to tell you a little story about this kid I had a couple years ago. He was a good
student like you and he got all A’s.
“One day he came in because he hadn’t prepared for the
test. He actually failed the test and he was livid. He came up
to me and he was screaming at me, ‘How dare you give me
an F? I’m ready to go to college – I need to get a good
grade.’
“I said, ‘Son, listen, you earned the A and you earned the F.
So when you kids say I got an A, look at what I did. But
when you earned the F you say hey, why did you give me
this F as a teacher? Do you get my meaning? You earned the
A and you earned the F.’”
That was a monumental thing for me, Jim. When I told
Gavin this story I looked at him and said, “Do you get my
drift, Gavin? What we’re trying to do here as a work culture,
you can either earn the A or you can earn the F,” and I didn’t have to say anything else. He said, “I got it.”

We talked for a little while longer, and it totally turned him
around. He became one of the best advocates for what we
were trying to do in that organization. And he demonstrated it with his work and activity.
I didn’t have to sit there and tell him what to do. I didn’t
have to chastise him. All I had to do was tell him a story
that was a metaphor for his behavior, and it’s very, very
powerful.
Jim:

I can feel the power in that. There are so many levels that
story could influence. I don’t know if you did this on purpose, but you had a story within a story. And it took me
deeper into it when you went to Mr. Moody and he started
telling a story. You pulled me in deeper with that, and I
don’t know whether that was part of your process or not.
But it pulled me in deeper because I wanted to hear Mr.
Moody’s story.

Peter:

If you’re reading this book, or you’re working with Jim and
we’re doing this workshop course, if you want to be the
most powerful leader and a good example of leadership and
communication you need to get your message across
through stories.
Jim, look at it this way. You know who was a really good
storyteller who probably is one of the top five people we
hate as a sinister person in the world? Hitler! Hitler was a
great storyteller.
Now, I’m not saying what he did was right. But that dude
got the people of Germany behind him with his stories and
his speeches. He got that whole country frothed up to follow
him and form the SS and all the stuff he did.
Stories are very powerful. They can be used for very good
and for very bad. But the bottom line is stories connect with
a person. Like you said, they draw you in and they keep
your attention so you’re not sitting there being a goldfish.
They get remembered.
If I were to ask you about some of the key points of that story about “Earn the A and earn the F,” like if I asked, Jim,
what was the teacher’s name?

Jim:

Mr. Moody, of course!

Peter:

What was the name of the guy I was talking to in my office?

Jim:

Gee whiz. You had trouble remembering it, and I had trouble remembering it.

Peter:

Do you remember the first or the second name I said – one
of the two?

Jim:

No. But that’s a good question.

Peter:

Now, let’s move on. Tell me what happened in the story
about why I got the C grade.

Jim:

You weren’t able to study properly because you had a game
the day before.

Peter:

What happened in the bus?

Jim:

The lights were off and you couldn’t study.

Peter:

I went to Mr. Moody. And when I asked him how come I
earned a C, what did Mr. Moody do?

Jim:

He told you a story about another student just like you.

Peter:

What did he ultimately say? What was the message of the
story – his “punch line” so to speak?

Jim:

It was “you earned the A as well as you earned the F.”

Peter:

There you go. So you see, guys – if you’re all listening to this
– I asked six or seven questions and out of that he only got
one wrong. You see how powerful this is? You passed it with
flying colors, and you got a pretty good grade just by hearing that story one time. You didn’t take notes. Were you
writing notes on a piece of paper, Jim?

Jim:

Absolutely not.

Peter:

I could probably ask you some more questions about that
story, and you’d probably get more right.

Jim:

The one question I didn’t get. But I got the part that you
couldn’t remember the person’s name, and I focused more
on that than I did on the name.

Peter:

Exactly.

Jim:

In essence I got the gist of it, and I got the gist that you forgot the person’s name. I just didn’t catch the name.

Peter:

That’s okay. But do you see how much you recalled from the
story? And that was a pretty involved two or three-minute
story. I could continue to ask more detailed questions about
the story and you’d get them right.
See, this is what happens. I did this on a worldwide webinar
too, Jim. I think I told you the story about the sailboat captain and the fisherman. It’s not about the leadership -- it’s
about the selling. And that was a long story.
I asked hundreds of people from around the world 17 questions, and when they tallied the answers up in the chat 95%
of the people or more got 15, 16 or 17 out of 17 right. So this
just shows you the power of stories and communication as
it relates to leadership and team development, and getting
your point across to people.
You don’t have to be directive; you don’t have to use the old
style of management. You can be empathetic. I think it’s
good to be empathetic and compassionate.
But you know what? Everybody and anybody can tell a story. If you tell the right kind of story, not only does the message get across but it becomes a metaphor for what happens
in the organization as it relates to communication.
Let me tell you another story, Jim. You’ve heard this one
before but it bears repeating and I call it “The Donut Boy.”
This happened in another turnaround and I was there. We
had projects that were behind schedule, we were bleeding
millions of dollars. I was brought in to turn the division
around. I had electrical, software, mechanical, engineers,
business, accounting and administrative – all the typical

staff that runs a division.
We had this one product, and it was probably nine or ten at
night. I think it was even a Thursday night. I was in the lab
with and engineer named David. I was about three months
into this, and we were trying to get things turned around.
This one product needed this software called FirmWare.
FirmWare basically is software that runs the hardware that
checks and tests how the hardware works. I asked David,
“How big does this thing need to be?” He said, “It’s actually
about 600,000 lines of code.” I went, “Holy smokes! That’s
a lot.”
We had to get this thing done in six weeks, so 600,000 lines
of code in six weeks, that’s 100,000 per week. Plus debugs
and all the stuff to make this thing work, so this is like a
Superman task.
David was a brilliant guy. I think he was a dropout from
Berkeley, but he was a brilliant software and hardware engineer. So I said, “David, what is it you need to make this
happen?” He kind of scratched his head (he was kind of
losing his hair at the time, and he was only in his early ‘30s
-- that’s what happens when you’re in product development), and then said, “Peter, first of all I need a new computer system, and it’s got to be really high powered. I’ve got
one picked out.”
I said, “Done. I’ll buy it for you. What else do you need?”
He said, “To really get this done, if you want me to get
600,000 lines of code in six weeks I need to work at home,
because I can’t be bugged. I’m going to have to be up early
in the morning till late at night. I don’t mind doing that. But
if I’m in the office, people come by and they want to talk to
me and it interrupts my thinking.”
They had never had anyone work from home. This was in
the 1990s, and at that time the culture was a bit mistrustful.
I said, “Don’t worry about it. I’ll deal with the executive staff
and the people here. You work from home because we’ve
got to get this done. It’s a done deal. So what else do you
need? Anything else?”

He looks at me, chuckles, and said, “Well, you could be
bringing me donuts and coffee in the morning.” I said,
“Okay.”
We went back to work and we were kind of laughing about
that. And he and his buddy, Dugan -- who was an electrical
engineer and he was doing all the hardware – were cracking
up. I left the lab and took off.
Well, guess what? It was a 35-minute drive up the north
shore of Oahu, and I drove out to his house the next morning with a dozen donuts and a big cup of coffee. I knocked
on his door and said, “David, here’s your coffee and donuts.” And he goes, “Oh, my God! You brought me coffee
and donuts.” He was laughing his head off because I’m the
division manager and I’m bringing him coffee and donuts.
“Well, you said that’s what you needed. I’m here to remove
the roadblocks. Why don’t you get to work and let’s get this
thing done.” He said, “Oh, I’ve been up since 4:00 this
morning – I’m already working.”
Here’s what happened, Jim: By the time I got back to the
office he had called his buddy Dugan. It spread like wildfire
and they started calling me “Donut Boy.”
I became the metaphor in the story of we are the underdogs
and we will do what it takes to turn this organization
around; hence, my nickname was “Donut Boy.” And because of that they saw me as one of them and they worked
their frickin’ asses off. We worked six and seven days a
week to get that organization turned around and we did it!
That is the power of storytelling, because everyone got behind that metaphor and me because I was the metaphor in
the story (Donut Boy). And they had never seen a division
executive ever do anything like that.
Jim:

Wow! Powerful story.

Peter:

We’ll talk about this in our workshop. And if you’re reading
this in the book it’s not just to tell stories, like you get an A
and get an F is telling stories. The most elevated and power-

ful gateway to high influence and deep communication with
your team is if you become the metaphor or the character
theme in the story.
If you can figure out a way to create a story around you as
the central character and as the metaphor, it’s even more
powerful because you become the leader people will want to
follow.
Jim:

That is important. That is huge.

Peter:

It is huge and it flat out works!

Jim:

The other thing I noticed – and I’m sure it’s part of it – is it
takes us back to the beginning when we were talking about
being able to clarify to your people what expectations are. It
takes it almost to a place of the feeling – like the metaphor
– of doing the extra effort.
Donut Boy didn’t just call it in; Donut Boy actually got in
his car and drove there and delivered it himself. It wasn’t
even delivered by someone else. You delivered it. That story
just now became part of the culture of this new project that
you were going to do whatever it takes to get it done.
And here this guy was already up at 4:00 in the morning
working on the project. You show up at 7:00 and he’s already got three hours under his belt. It connected – it cemented in everything you wanted to do.
By giving those expectations, as we mentioned earlier, is a
big part of what a great leader is going to do by you, as the
employee, saying “What can I do to do a better job?” It’s
right there.

Peter:

You know what, Jim? The funny thing about it is the joke.
But here’s the thing: I accomplished what I set out to do
with that to set the tone, because the joke spread throughout the division.
There were almost 400 people working with me there (you
noticed I didn’t say working “for” me – they were working
“with” me, because that’s the way I view how people work
and how leadership should be done. People work “with” you

– they don’t work “for” you.)
The joke was “I want to be like Donut Boy.” We were underdogs. That division was the first division in the company.
That division had lost its way. That division was the underdog, and they wanted to come back.
I knew they were the underdog, so it was about we are creative, we are smart, we are innovative. And we are willing to
go the extra mile because we want to be like Donut Boy.
This transformed the whole division, and within 14 months
– it wasn’t just me – we turned the whole dang thing
around. We came out with new products, we got projects
back on schedule, we got things to market and we got them
in the factory and we pushed things out the door. People
worked very hard.
But here’s what made it even more powerful: To be like Donut Boy was a story they could take home to their spouses.
This is another story I’ll tell you, but I learned that if you
want extraordinary results from extraordinary people you
have to create that underdog metaphor.
However, that has to be spread to their personal life and
their significant others. Because if you don’t do that, you’re
going to have a lot of personal problems at home. If a husband and wife are fighting they’re not going to perform at
their best level.
So here’s what we did: A man or a woman went home and
told their spouses about Donut boy. They were laughing
and cracking up. Their spouse or significant other didn’t
understand the product we were developing because it was
very technical. Or the payment transaction, or encryption
systems, or the hardware or the firmware or the [software]
detector.
But you know what? The husband or wife could understand
Donut Boy. I told you this before, but added to that every
Friday we had this little get-together.
When I came in one of the things they wanted to cut, because we were over budget, was that Friday get-together. I

said, “No way. We are not cutting it. We’ll go to cheaper
toilet paper in the bathroom.”
Every Friday a group would rotate and they would provide
the theme for the Friday get-together. Because in Hawaii,
it’s kind of like a luau – but you could do this anywhere. It
wasn’t just because it was Hawaii, because we had Mexican
nights. We didn’t do luaus every single time.
But the key thing was this is no different than Facebook
offers all kinds of breakfast cereals. You told me they have
an executive chef on staff because they’re developing community while at work. So this Friday thing was developing
community with spouses.
I don’t know if companies you work with allow spouses and
children on the campus. But if they don’t they should, and
here’s why: At these Friday events I always had a chance to
speak for two or three minutes. So what did I use that time
for? I used it to tell stories to create metaphors to help these
people create linkage to the underdog mentality and what
we were going to do.
But more importantly the spouses heard those same messages coming from me, and there was congruency. They
understood what we were trying to do, and they got behind
it 100%. And so it was like, “Hey honey, you need to get
back to work. I’ll see you tonight at 10:00 or 10:30 when
you come home. Don’t worry about it – I’ve got the kids
covered. We’re good.” Do you see?
We were able to keep the fires burning at home, because we
involved the spouses and the children in an environment
where they all mattered as well.
This is why I keep saying, Jim, that organizations are living
organisms. They are an extension of the person in their professional and personal life.
If you were going through a divorce in your personal life,
you are not going to perform very well in your professional
life. So you have to consider the extension of the organism
out to the lives to the family members as well, and in some
ways you have to include them somehow.

Jim:

Absolutely. It’s interesting that you bring that up. We call
that “home team,” because home team is the core, it’s the
base. In the area of team building, when we work with companies and talk about team and leadership development,
none of that works if the basic home team is not on board.
It’s great that you did that. In fact, I just wrote about this
yesterday. We have a webinar around Thanksgiving. I look
at Thanksgiving as the beginning of the holiday season, and
entertaining and food and people – just like you did on Friday. It’s very powerful and it brings people together, and it
gives you an opportunity to tell a story.
In this case we’re going to be doing a webinar eight days
before Thanksgiving, because I want people to be able to
learn something. Our whole thing is we want to take the
guesswork and hard work out of entertaining, because most
people don’t entertain throughout the year that much. It’s a
hardship, so we want to make it easy.
If you have somebody who knows how to organize it for
you, like Renee does and I do, it gives you an opportunity to
connect with your friends and family, and build a solid
“home team” as a base for your life. And now it aids in your
continued efforts to build a world-class team at work. Your
team has become symbiotic and synergistic all at once, and
that’s what you did with this group which was so wise.
You could get the workers on board. But if you don’t have
the respect of spouses on board, that can make their life
miserable if they don’t understand the division and that’s
the additional support.
What was it you said in the story? When it was all over it
was kind of like you’ve got to get back to work.

Peter:

Their husbands or wives were going, “You need to get back
to work.” They understood their message, and they understood their role in the message.
This is extreme, so normally you wouldn’t want to run an
organization like this full tilt on an ongoing basis because it
produces burns out. When you have big things to conquer

and accomplish, sometimes you have to take extreme
measures. But if you’re going take those extreme measures
– whether they’re short or medium bursts – you have to get
everybody on board. Because if you don’t, you are going to
lose people along the way, and the message, the metaphor,
and the motivation.
On the other side of the coin, talking about communication,
there’s something we haven’t talked about here that I want
to bring up. And that is authenticity.
We talked about questions as it relates to asking questions,
ask a question, active listening as it relates to being genuine. But there is a big thing about authenticity.
You guys who are reading this book, or if we’re doing the
workshop, you’re getting the whole idea that Donut Boy was
a metaphor in the story; but it also was a metaphor of authenticity as well.
I’ve got another story to tell you, which actually came
through baseball but I did use it in a different company, and
it’s called “You Can Polish a Turd.”
There were a couple guys who worked in the division I
worked in. This was a different company – a biotech company – that I came in and I was working to help the organization. We had a couple guys who were brilliant project
managers or project leaders. But they were real ladderclimbers, very political, and very image-oriented.
I didn’t want to get rid of them; I just wanted to maybe get
through to them. In leadership, a good leader always works
first to get through to somebody before getting rid of them
– even dead wood.
So you give everybody a chance. “You earned the A, you
earned the F” (we talked about that story). The “Polish the
Turd” one was this: I had these two guys come in to my office because they were doing stuff behind people’s backs
and basically pissing people off by being very political. People were seeing these guys are doing this for their own personal gain.

I said, “I’ve got a story I’ve got to tell you. Back in the day
when my sons were younger and I was coaching baseball,
one of sons wanted to try out for this club team. And it was
not that he couldn’t spread his wings. He wanted to play up.
I asked, “Have you guys ever played team sports or baseball?” and they both had. I said, “You’ll relate to this story.
My son is a pretty big guy. He’s 6’3” and he was a short stop
at the time. He went through his drills and was going
through his tryouts and throwing the ball across the yard
and doing his back-hand drills and all that kind of stuff.
“Then he comes in and he’s all done. And he’s sitting in the
dugout . The head coach’s name was Scott. He was standing
there at the dugout. He had some of his other coaches hitting fly balls to the guys who were trying out in the outfield
for this U16 team.
“There was a kid out there in center field who had all the
fancy garb. He had a brand new baseball uniform, and was
wearing very expensive spikes. The problem was he couldn’t catch a fly ball if his life depended on it.
“Scott looked out there, and looked at the kids in the dugout and said, “You see that guy out there in the outfield taking fly balls. You know the guy with the fancy getup on. You
know guys, I just want you to know when it comes to baseball and it comes to life, you can polish a turd but a turd is
still a turd.
I looked at the two guys and said, “That really relates to a
lot of authenticity too. If you aren’t yourself, you can polish
the turd but you’re still a turd. Do you get my meaning?”
They both looked at me and they go, “Uh, yes sir.”
These are powerful stories, and I got the message to them of
‘knock it off’. Quit trying to be a ladder-climber; quit trying
to be an image-holder; quit trying to do political thing because you’re being a turd. You may think you’re trying to
make a good image by polishing the turd, but a turd is still a
turd.
From that time on they were a lot more of themselves and

people liked them. Their cost schedule performance improved because people got behind them. It wasn’t adversarial; it was like we’re all in this together. And they actually
started acting like their authentic selves, which is cool.
Jim:

That’s great.

Peter:

If I could pass any kind of wisdom on to people reading this
book, and people who are working with you and me, Jim, is
to take your collective, your experience and what you do,
and either tell stories or create a story you can tell in the
future. Or create a story where you become a character in
the story, like Donut Boy, and are a metaphor of what it is
you want to accomplish.
That is so powerful as it relates to communication focus,
and what we’re trying to get across and teach in week one
here in Communication.

Jim:

Absolutely. That’s a great way of pulling that all together.
Technically it sounds like communication can be a challenging process in many companies and organizations. The
reason I say that is because that’s one of the top things
when people come to me and ask for help in leadership and
team development. One of the number one things they talk
about is they want to improve their communication.
I think you just summarized the whole thing as being
“authentic” which takes it to a whole other level. What we
said in all the other points is being authentic means you’re a
good listener. Being authentic means you take the time to
understand how another person best communicates. Being
authentic is wanting your people to be successful because
you know they’re your top asset in the company.
I think leaving authenticity to the end really does tie it all
together, because you’re really going to communicate well
when you care. I think people feeling you’re being authentic, and that you’re showing you care, is going to open more
avenues of communication than not.

Peter:

Jim, the point I’m trying to get across to everybody is being
authentic doesn’t mean telling old cliché sayings like “if
you’re not part of the solution you’re part of the problem.”

These are worn-out clichés and people don’t listen to them.
That’s not being authentic.
You either need to tell a story, create a story, or become the
story – it’s one of those three things in an organization. And
you can use any one of them to create authenticity and
communicate.
I always talk about this when I talk about Storyselling and
what I teach there in my workshop: When you tell a story,
create a story or become the story, you get attention, you
make a trust connection, you build desire and you get it
remembered (like I was talking to you about “you earn an A
or earn an F”). But most importantly, you inspire action
and accountability.
When you put those all together in this Communication
module we’ve done, and what Jim is saying, it’s the foundational bedrock of everything you’re going to do that’s going
to create a positive outcome and results for your organization, and leadership and growth for you personally and
your team.
It all gets down to that authenticity, and that storytelling,
and that creation of the metaphor of work culture through
story and communication.
We have done it since cave people, so guess what? If it ain’t
broke – it’s a stupid cliché here – don’t fix it, man.
Jim:

Here! Here!

Peter:

With that, I don’t know a better way to explain it. I’ve given
you guys examples of how I’ve used it real life in organizations. Jim and I will delve into a lot more of this -- there are
some formulas and some methods.
You heard us talking about the Hero’s Journey, which we
went through as an introduction to this whole communication thing. But it’s connection with everyone’s Hero’s Journey: The Hero’s Journey of the individual, the project team,
cross-functional team, division, department or business
unit. And then there’s the Hero’s Journey of the corporation.

It all has to tie together, and it all matters. But it’s a function of going from known to unknown. In Hawaii this is
called “talking story.” It’s about creating that storyline of
growth, development, innovation and communication with
authenticity all the way through.
Jim:

Well said.

Peter:

So with that I think we’re done with Module 1, dude.

Jim:

I think we are. Wow! That was a cool module.

As a Manager, Director or Supervisor, have you ever wondered...

 “How do I get my team motivated and engaged as I am so we can all work together
and be successful in our projects?”

 Why projects are often delayed or over budget and you feel it’s due to a lack of effective communication and teamwork?

 Why the morale and productivity of your team or organization couldn’t be better
and you just can’t put your finger on why it is...
Have you ever worried about...

 You’re not doing enough to stay ahead or your competition?
 The escalating costs, some as high as 213% of annual salaries, in replace good employees? Not to mention the ‘revolving door’ disruption this brings to your organization.

 That no matter what you do, projects will fail, team morale will suffer and leadership see you as an incompetent and incomplete leader?
What if you could...








Gain the knowledge that will help you effectively lead your teams?
Know how to engage your teams and lead them to realize their highest potentials?
Get your team to do the job right the first time
Effectively communicate at a high level
Create an environment of commitment and trust
Effectively complete projects on schedule

The iLEAD process begins with addressing your inner leader from the inside-out.
You’ll learn the new fundamentals in leadership that are needed in todays everchanging business environment. You’ll be able to “coach” your business team to victory much like the coaching great Jimmy Valvano of the ’83 NC State Cinderella team.
His credo for the team was, ‘survive and advance’ . To be great, as a leader, you must
set the vision, create the linkage, and then practice this commitment everyday. In
practicing cutting down the net, Valvano set the vision of greatness for his team. Now
it’s your turn using iLEAD. Just ask yourself, “When will it be your time to cut down
the net? Find out more about our one day workshops and online courses by going to:

http://www.ileadcoaching.com

"No one can whistle a symphony. It takes a whole orchestra to play it."
-H.E.Luccock
"We should not only use the brains we have but all that we can borrow."
-Woodrow Wilson
In this chapter Jim and Peter talk about how to go from a “me” to “we”
work culture. They ask the question that probably keeps you up at night,
“How can I get my people to work better together?” They bring up the
contrary idea of “to obsolete” yourself to raise up your team. Tell your
team what a good job consists of and they will now know what to do!
Your team’s battle cry should be “never give up, never give up”, persistence is key to effective collaboration. Learn the power of the “90-day
window” to operate projects at a high capacity and get things done. They
draw from their own experiences and works of Stephen Covey, Tom Peters, W. Edwards Deming and Robert Fulghum to help you learn:
 How to do more with less and still get things done?
 How to use clarifying questions as a key part of effective collaboration.
 Experience synergy, the whole is greater than the sum of its parts,
rather than just defining it.
 How do you go from a “me” to a “we” mentality in your work culture?
 Emphasize to your team, “You don’t work for me - you work with me”
and watch the teamwork grow.
So let’s dive into chapter 2, Collaboration and listen in as Jim and Peter
talk about how to lead your team to work together and get things done.

Peter:

Collaboration – How to Work Together. It’s always a good
topic.

Jim:

Yes. It’s one of the number one topics I get to work with on
a daily basis when I’m talking to people because I hear this
all the time: “I don’t know how to get people to work together.” It seems like it would be a natural for being Chapter 2.

Peter:

It’s funny that you bring that up, because I used to hear that
all the time too. What I learned over the years, Jim, is the
most effective way to get people to work together is to come
from where they are – not from where you are.
As a manager and an executive it was always like I had all
these commitments and requirements. Yes, it was important for them to know what they were, but the caring
wasn’t at the same level because they were focusing on
things they were doing in their projects and things like that.
It almost goes into their personality types. Back then there
was Myers-Briggs and DiSC and all that kind of stuff. Early
on my career I think I did a Myers-Briggs and DiSC along
the way, which really opened my eyes to other people think
differently than me -- that’s kind of weird.

Jim:

It’s true. We want to think we know better, and we’re the
best at everything we do. Sometimes it surprises you to find
out that you may know a part of that answer. But if you
open up to the possibilities of other people knowing as
much or more than you, I think that’s the first step in collaboration, don’t you think?

Peter:

Yeah. I think so too. The thing that’s interesting when you
go back to that, that it’s maybe a good way to open this
whole thing up.
I know it’s different in different industries and different
worlds. When you’re dealing with different personality
types I always go by the DiSC model, and you and I have
talked about that a lot. It’s the four main ones which are
easy to grasp: drivers, influencers, amiables and the analytics.

Now, in my environment I managed a whole cross-section
of people. For instance, the predominant engineering
groups were a bunch of analytics, so knowledge was their
currency. A lot of times when you come at it from that
standpoint, there are others who know more than you
know, that was a hard point to get across to some of those
people. Again, that’s a good example of really understanding what drives them. “Knowledge is their currency.” It’s
not saying that, but really saying, “I know you’re all about
researching and discovering things, and creating new
things. So here are some things you might want to take a
look at and do some research on so you can discover this for
yourself.”
It’s all how you say it. Because if I said, “You really need to
knock it off because you’re being a know-it-all. No one likes
a know-it-all, and you might learn something from this other guy,” that puts it in a very negative fashion for that type
of personality where they’ll get defensive, because
‘knowledge is their currency.’
Jim:

Exactly. As a leader you have to be aware of the strong
points of your team and let them do their best. A great example of this – and it simplifies it a little bit – is back in the
day when I ran a world-class kitchen we said “We have a lot
of things on our plate to do” (pardon the pun).
You want people to be able to solve a problem that’s in their
strong points. So when I hired somebody I would ask them,
“What do you feel are your strong points? And what do you
want to learn?” We’d actually take time [to discuss this]. (I
know this deviates a little bit from what we’re talking about
but not quite.)
I had one guy come in and he was phenomenal with pastries, but he couldn’t touch a piece of meat or make a sauce
if he wanted to. As a leader, rather than take charge of the
pastries because I had a flair for it (most cooks don’t have a
flair for pastries but I did), I let this person take charge of
that and let them do their best and develop confidence. I
think the first step in being able to collaborate is being able
to get people to feel confident that they can be a part of the
team.

Then the next step was as he started building on that I said,
“Come on over here, I’ll show you how to bone a piece of
veal.” It took time, but we set the time aside to help them
develop new skills.
I did that with all of my people. They were cross-training
into other departments so they became more well-rounded.
Ultimately it taught them to be a great leader, because now
they saw things from different angles. And they were a better team player because it wasn’t all about pastries: It’s now
about pastry, it’s about meat, it’s about entrées, it’s about
appetizers – it’s all the different courses that are involved,
just like in the workplace where everybody needs to know
more aware of the big picture and not be trapped in their
own silos.
That person still went away and became a pastry chef because that was their strong suit and that’s what they loved
to do. But they were a better leader for it, because now they
knew how to work well with the executive chef and understand what they needed to do when they put the entrées
and appetizers out. And they knew the timing better because of the knowledge they had gained by getting an overall training. But it was always that core skill you wanted
them to show off so that confidence was there.
So it’s connected and it’s not connected, but I think you
know where I’m coming from, right?
Peter:

Yeah, I totally get what you’re saying. And it does get at that
question of “What are the keys to working well together in
order to get things done?” And that is, it comes initially
from their place of strength or their comfort zone. But it’s
always good to move people out of their comfort zone once
they’ve established it so they can learn new things.
I’m a big believer in being able to understand and integrate
with other people’s skills. We used to call them
“generalists” instead of “specialists,” because if you pigeonhole yourself into a box and you can only do one thing,
you’re not as valuable to an organization as a person who
can do multiple things.

You may not like all of them, but being able to do those different things when you’re called upon to do them. These
days all companies are doing more with less people – it’s
just the nature of the gig -- so you have to be able to have
these skills and be cross-functional to some degree.
Like you talked about with your environment with hospitality and restaurants and things like that, in my world in
product development and engineering and high-tech we
formed cross-functional teams, because then we had crossintegration. Some large corporations have management
trainee-type situations, or they hire college grads and take
them into different departments and divisions over a number of weeks, so they get cross-functional exposure to different areas.
But no matter what you do – whether it’s on a particular
project or hospitality service team, or it’s a management
trainee type thing, I believe getting that cross-functional
development over time is very important and it does move
you out of your comfort zone.
But the cool thing is whether you’re doing things you’ve
been doing with your team in the restaurant world, or
you’re doing things in the high-tech world, if you want to
work together it’s about being innovative in your thinking
and that old cliché “thinking outside the box.”
Maybe you can address this, but maybe there are some
thinking processes as it relates to a pastry chef versus dealing with meats where there are some creative things that
can be done there. We had those things all the time when
we were dealing with product development and management, and talking to the customers.
We’d take the engineers and the product development guys
and put cross-functional teams together. We’d get them
away from their computers and they’d have to get out and
talk to the customers, which would give them a really good
understanding of what is this customer’s process and problems and issues? Then how would I solve that, because
they’ve talked to a real live set of customers.
It wasn’t necessarily a focus group; these were actual cus-

tomer visits in their environments. I went into steel environments a few times where they were pouring steel. I went
into high-tech computer and IT environments and environments where they were making integrated circuits. In every
different type of company and environment they still have
their own process, challenges and issues, and they’re looking for certain solutions to make their lives better and more
productive.
Jim:

Absolutely. And being able to expose them to that. I always
say when you see the customer’s face, you’re connected one
step more to understanding your part and why it’s important to you to work well together, and that collaboration
is so key.
The other thing I think that’s real important – and we
talked about this in a previous chapter – is clarity of goals.
It’s when you’re very clear with your team, and you’re able
to share with them exactly what you’re looking for. It’s not
just enough to say, “Hey, go do a good job”; it’s what constitutes a good job? What exactly are the milestones for us to
accomplish to get to the end game?
I believe, like you do, your biggest asset in any business is
your people. They want to do the best job they can possibly
do, and they want the tools, facilities and the time to do it.
They all understand that sometimes they don’t have all
those things – the right facilities and the right time – but
they do have the desire. And if they have the desire and a
target to shoot for that’s clear and not fuzzy, that makes
their job easier than having to deal with the other issues of
not having the right other resources.
But the most important thing they need to have is total clarity and goals.

Peter:

Yes, you’re exactly right. And that comes from what we
talked about in the last chapter. What I would say to people
(and this is what I did) is it’s always nice if you have a supervisor or a manager who can see that far ahead, do succession planning, and take themselves out of the picture.
When I came in to any organization – and even way back
when I was an engineering manager for different divisions

– I always told my groups or the division that my job was to
“obsolete myself.” I know that sounds really scary. But
when you start thinking about it and put it in a positive
sense, if your focus is to obsolete yourself, that means
you’re gaining skills, knowledge and the abilities to be able
to be promoted and move to the next level.
With that idea of “my job is to obsolete myself,” if you’re in
a situation where you have a supervisor, manager or executive staff you report to – and maybe they’re not as forwardthinking as sitting you down and saying “How do we promote you? How do we create a succession plan? How do we
define good performance?”
That’s how I started. I had some people I reported to who
did not have those skills, and they were in executive level
positions. Instead of confronting and challenging them, and
making them look bad in peers eyes, I said, “I’d like to define what good performance looks like in my particular role.
Would it be okay if I wrote some things down and shared
them with you? And then you can let me know if I’m on or
off the mark.”
That is so powerful to do. It puts the total responsibility on
your shoulders, but you’re also the storywriter and storyteller of your own success.
Several times when I did that, the look of relief in the executive manager’s eyes was like, “Yeah, that would be great and
let’s sit down.” I’d still let them be my advisor and mentor;
but it took out all of the hard work of them having to sit
down and go, “What does good performance look like for
this individual, or this type of position?” My piece of advice
for people who are listening to this or reading this book is
to make it your responsibility. Be accountable for your own
success.
Going back to what we talked about in the first module, if
you haven’t read Stephen Covey’s The Seven Habits of
Highly Effective People, you should read it because that
whole thing of being proactive and begin with the end in
mind are two private victories in two of the Seven Habits
that I put into practice (and you should put into practice
too) about how do you look at your role? What is it going to

look like when it’s running and it’s perfect, and basically
you’re not needed anymore and you can get promoted to
the next level?
Then being proactive to write that out and share it with
your supervisor, manager or executive team.
Jim:

Absolutely. You said it well: “Begin with the end in mind.”
When you do that and you’re proactive about it, it cuts away
a lot of misunderstanding. Sometimes that’s where collaboration doesn’t work, because you’re unclear and you don’t
take the proactive approach. Like you mentioned in The
Seven Habits, you need to begin with that end in mind and
be clear with it so everybody around you is like that.
When I experienced middle management, I’d been in a situation where I was approached and they said, “You’re not
doing all you can do.” And I said, “Exactly what do you
mean?”
Clarifying questions is very powerful. Sometimes when you
work with either supervisors above you or people you supervise, you’re always the one who needs to have clarifying
questions ready, rather than being reactive in your thought
process. I think that’s a key thing in collaboration.
I’ve had situations where I’ve had people who worked above
me and I would be their direct. They would come out of a
meeting where they were told they weren’t doing well, and
their department wasn’t, and it was missing some key elements. Of course, it always comes to the next person [in
line]. Rather than be reactive about it just ask a question
like “Exactly what do you mean?” Or “Be more specific
about things aren’t working well, or we’re not making profit, or we’re not making the revenue, or we’re not showing
up the way we’re supposed to show up. Exactly what do you
mean?”
In this one particular case, when we broke it down we identified it wasn’t even in our department – it was in a completely different department. It wasn’t just that I wanted to
save my butt; it was I wanted to know. Maybe there is
something I need to do and I need to get my team into gear
and focus on.

That part of collaboration – clarifying questions -- is important and key to keeping everybody in the loop. Whether
it’s you’re collaborating with the person who’s your supervisor or the person you’re supervising, you’re going to end up
having those issues where emotions come in and people feel
attacked. Rather than feeling attacked, a couple clarifying
questions will clear up most issues if we’re all on the same
page. And when we operate with the end in mind, it’ll make
the next time even easier.
Peter:

What you’re saying there with the clarifying questions (just
to build off that) is some of the specific questions I would
ask myself that people should ask themselves – especially if
they’re creating their own plan of performance improvement – you can go to your previous performance plan, but
it gets down to what you’re rated on.
Or you can even go to your boss and ask, “What are the specific categories you value that would signify good performance in your mind?” We’ve got things about teamwork
and communication – these things are really important.
However, you can take those categories of communication,
teamwork, skill building and things like that, and then with
the begin with the end in mind – and what you said, Jim,
about clarifying questions – this is what I did with my people to define good performance:
I’d start with here are the different categories of what defines good performance. This week I want you to write a
series of clarifying questions on what that looks like. Here’s
an example, like you talked about earlier.
First of all you’d ask [general] questions like what are my
key strengths and key weaknesses? What areas in communication speak of good performance? What areas in teamwork are defined as ‘good teamwork’? What does it mean to
be a good communicator?
What skills do I have that help my department and my division right now? What skills don’t I have that I should be
picking up over the next 12, 24 or 36 months? What kind of
training do I need to go to that would help me get those

skills?
I’d tell my people this is part of the heavy lifting. But your
first part is to come up with these questions in the key categories of what defines good performance. Once you have
the questions down, then you’ve got to answer the questions. If you’re doing it by yourself without your boss, you
can write the answers out and present them to get their advice and mentorship.
Or you can do it with your boss, if they’re someone who really understands the value and power of what “obsoleting
yourself” means (not getting laid off or getting fired; but in
the positive sense of being promoted) they can work with
you over a series of meetings to get answers to those particular questions.
You need to make sure you have all the right questions on
the piece of paper to answer, so that when you’re done you
and your boss knows this is what good performance looks
like for you personally, and you in your role in this particular team or division.
Jim:

That’s great.

Peter:

Jim, there’s a series of pretty common questions that are
kind of brain stimulators for them. Which speaks to your
other question of “What is synergy? And how does it apply
to collaboration?”
As you go back to The Seven Habits, synergy is not a private
victory but a public victory, which is a higher level of habit.
Stephen Covey said, “The whole is greater than the sum of
its parts.” A lot of people talk about that these days, but
they don’t really practice it.
True collaboration is really understanding that synergy and
knowing who brings what to the table. And knowing your
team together can accomplish more than you could accomplish on your own is a very powerful concept to not only
understand but to put in practice and make it happen, and
it helps when you’re going from that “me” to “we” mentality.

I’ll tell you a story: I was asked to come in to a biotech company that made medical device equipment – those heart
monitor things that would zap you, the heart paddles. It
was a nice company – about a $200 million company.
One of their divisions was kind of their flagship product,
those portable [defibrillators] that are in paramedic trucks.
So they had to be portable, and they had to be failsafe. You
don’t want them not to work when someone has died and
you have to zap them back to life.
When you come in to any of these situations brand new,
people are very wary. A lot of times when I came in people
thought he’s the hatchet man, and he’s going to be laying a
bunch of people off. He’s trying to bump up profits, etc.
There was a smaller organization that had about 70 people
in this one particular division. They were engineers, project
managers, product planners, etc., so there was a crosssection of functions in this particular group I was brought
in to run.
They’re all looking at you, and I could feel their minds and
the energy going through them going Oh, God! Here we go.
The looks on their faces and their body language, their arms
are crossed. You come in to these lion’s dens.
First off I came in in my suit, because back in the day we
wore suits and this company was a little conservative. So I
got up in front of the group. They had a stage, but I didn’t
stand on it. There was a guy over to the left and I asked
him, “Could you grab me that chair?” He picked it up and
he brought it over.
I’m not the tallest guy in the world. I took my jacket off,
took my tie off, put my jacket on the back on the back of the
chair and laid my tie over it. I started rolling up my sleeves,
and as I was rolling up my sleeves I looked at everybody
and said, “I want to get one thing straight with all of you...”
-- I paused – “...none of you work for me – you all work
with me.” (This is this underdog thing.) “And we have to be
able to do this all together as a group if we’re going to regain the success we used to have.”

Because I had done some research about the division, I
talked about the greatness of the division and where it was
and that we could get back to that.
But as soon as I said “You don’t work for me – you work
with me” it was weird, but I felt the whole energy thing
went right out of the room. A lot of people who had crossed
arms dropped their arms. I watched their body language
and saw them go oh man, that is such a relief.
That is such a powerful statement for people to understand
-- and I’m glad you put this in here – of the “me” to “we”
mentality. Because it doesn’t matter where you are in the
organization, if you’re always thinking about how “we”
are going to work together. Put your ego aside. It’s not
about you, it’s not about anything but how the team operates together. Hopefully you have a boss, a manager or an
executive team who thinks that same way.
In all the experiences I’ve been in, and the people I’ve
worked for, the ones who had the “me” mentality typically
failed; but the ones who have the “we” mentality typically
won, and I think it’s very powerful to understand that.
After I left my first job, that was my first entry into coming
in to a small division to run something after being an engineering manager. I don’t know how I ran across that
[statement], but when I said that I was like holy shit, I’m
going to use this line every single time I go in to a future
company, because man, this was really powerful! It was one
of those big “aha!” moments.
It’s really powerful for people to understand that no matter
what level you’re at, we’re all human beings and we’re all
the same.
I ran into a lot of executives above me. My philosophy – not
to be a renegade or anything – was if they ever got knocked
down and had to start all over again, could they make the
position they’re at? A lot of times my answer was “no,” because they didn’t have the skills or abilities – the things we
talk about here of collaboration and communication. They
got in when the company was young, or they got lucky. But
I don’t think they had the necessary skills to actually recre-

ate the success they were at right now.
Unless the product and marketing runs itself, those people
usually are in stagnant or small, slow-growth situations in a
division, so they need a break-out thinker.
So you can spot those people. When I came in and looked at
different leaders I’d think, I think he’s going to be a good
person to get to know. That other guy, I’m not sure about
them.
When you talk to people [you wonder] do they have experience? How do they relate to people? How are they communicating to people? It’s not their intricate knowledge of
making pastries or doing firmware design; it’s their understanding of what makes people tick and how to motivate
them to get the most out of them and the most creativity.
Jim:

Absolutely. One of the things about the “me” versus the
“we” mentality I think is key is you expressed it when you
stood and showed everybody look, I’m like you. It said we’re
in this together. It said I’m only successful if you’re successful and we are successful.
It starts with that attitude, and you brought it to wherever
you went. So if the place didn’t have it you brought it. You
like it to start from the top, but it doesn’t always. I always
look at it as wherever it starts from it doesn’t matter, as
long as it continues to spread.
The whole idea of the attitude of “we,” we’re breaking paradigms that were built in to us from years of being a “mecentric” society in school. Our education was all about you
were developing as a “me” and not a “we,” and because of
that you’re breaking a lot of habits.
So when you get into the workforce and they ask you to
work together in a work team, people don’t know how to do
it. But the first step in collaboration needs to be that “me”
to “we,” and you have to do it consciously. The way you did
it was standing and rolling up your shirt sleeves and taking
off your tie, and giving them the idea that said “I’m ready to
work.”

Saying “none of you work for me – you work with me”
starts the attitude of “we.” And the awareness or conscious
understanding that this is the direction we’re going to go,
and you’re setting it right from the beginning, has to keep
being repeated.
Whenever you’re breaking any type of paradigm, it’s that
continuation and consistency of “we” over “me.” It’s “we,
we, we” until the pigs come home. But it’s that whole understanding of “we” until it becomes natural. It’s that idea
that says the more you’re able to practice something, it
eventually becomes natural. And when it gets to that point,
that’s when synergy really kicks in.
I’m a big guy and I love to play sports, so I love the metaphor of sports. I know sometimes it’s overused, but it’s
overused because it’s an understanding of when you play a
team sport.
The example I use all the time is back in the day I used to
love playground sports like basketball, and not knowing
who you’re going to be up against. Many times when we’d
play you’d choose teams. If you’re in school and choosing
teams there’s usually plenty of people who want to play.
If there are five people to a basketball team, who ends up
not playing are numbers 11, 12, 13, 14 , 15 and onward. They
only get to stand on the sidelines and never get to play. It
doesn’t mean they’re poor players; it just means they’re not
as physically imposing... but everybody wants to win.
But that process says you should give 11, 12, 13, 14 and 15 a
chance. I used say, “Let’s form a team. Rather than have
two teams playing and nobody else gets to play, let’s play a
challenge court.” The first two teams were in there, and
sometimes you’d have what I called the “all-stars of the
playground” and you’d get the best players.
I used to find more satisfaction in going in there with 11, 12,
13, 14 and 15 and challenging and beating what’s considered
“all-stars,” because it’s shown over and over “all-stars”
doesn’t necessarily mean best team.
The attitude we started with was let’s pass the ball around,

and let’s just get in the habit of passing the ball. In fact, I
think the Princeton offense – which was made famous because of Princeton College – was you have to pass it two or
three times before you can shoot it. It’s just that’s the way it
is. There’s no such thing as just run-n-gun. Usually the best
shooter on the team always has it in their hands and they
shoot it, and then everybody else just stands around and
watches. And it’s only successful if that one person does
well all the time.
But when you get everybody involved, that’s where the
strength comes from and it’s forced into “we.” And the next
thing you know is now you have a consistent process.
Peter:

It is very consistent. A movie I really love is Hoosiers with
Gene Hackman as a coach, which goes back to your Princeton basketball team. You’ve got to watch it again. I love that
movie because the way he set the structure made his players
play as a team and pass -- and not just be a run-n-gun and
be the stars of the success -- and the success they had together. It’s basically a very powerful story about teamwork,
and that Cinderella story of how they came out of nowhere
and all the trials and tribulations. The metaphor in that
movie is “we are stronger together and more synergistic as a
team than we are as any one individual.”
It’s funny that you bring that up. You have to be careful
when you’re doing this because of discrimination and racial
issues. But just so I knew (and it wasn’t always a decisionmaking point) I’d always ask during small talk, “Where did
you graduate from high school or college? Did you ever play
any high school or college sports?” “Yeah.” “What did you
play?”
You played basketball and I played baseball. If you look at
different sports like baseball, basketball and football,
they’re team-oriented sports. Tennis, swimming, golf and
bowling, not so much team-oriented sports.
I can learn a lot about the type of person and if they had
been exposed to these team environments, and if they had
teamwork skills by how they grew up and if they played
team sports, or if they were just a bookworm. Because then
I kind of knew here’s where we may have to work with this

person in order to get them up to speed in a teamwork environment.
And you’re right. Unfortunately, that’s not taught in
schools; it’s all about me, what I achieve and the grades I
get. They’re doing more collectives all the way through from
elementary school, high school and college.
However, they do collectively at work where you still get
your individual “grades.” When you think about it, it’s kind
of a dichotomy of we want you to be a team player, but...
we’re going to give you a grade.
Jim:

I understand it. Until they figure out a way to do both, it’s
always going to be relegated to focusing on the individual –
the “me” -- and they’ll be ill-prepared for the real world.
Though there are changes. I work with a junior high and
high school charter school that focuses on projects, therefore focusing on teams. So it is being challenged out there,
and people are getting that type of training. Like everything
else in education it’s slow to change, but when it does I
think it’s going to help industry even more. But in the
meantime that’s what we’re here for.
One of the things I’ve noticed in all these stories -- like the
Hoosiers and Princeton stories -- is people love an underdog, and an underdog mentality is sometimes powerful.
Everybody loves that team that comes in there.
I remember years ago when the Patriots -- before they became the powerhouse they are today -- built their reputation on we don’t have any superstars (this was before Brady
was considered an elite quarterback), so everybody was
equal on the team.
They didn’t want to be introduced individually. They came
out together as the New England Patriots football team.
Period. And nobody stood above that. They dominated, and
people loved them because they were the great underdog.
Even now they want to be called the “underdog” because
they don’t want to be in that position of being the favorite.
You mentioned the Cinderella story. You can have story

upon story in the NCAA basketball tournaments where they
always look for the Cinderella team, and it’s always the
team that has the team concepts and really focuses on the
“we” over the “me.”
That’s when synergy kicks in and you just can’t knock one
player out. They keep going, and they’re the juggernaut of
everybody on the team has that same intensity of knock out
one of our players? It doesn’t matter, because we’ve got another seven on the bench who are ready to jump in there
because we’re all ready to give it all we got. That’s collaboration at its best.
Peter:

It is. Obviously both you and I played sports, and a lot of
people who are very good at teamwork have done that.
I have another story that’s very compelling because I’m a
baseball player, and for all the baseball fans out there. I was
on the East Coast this last week and I got a chance to go to
Yankee Stadium, which I’ve always wanted to go to my
whole life, even though I’m not a Yankees fan (my son is,
but I’m a Detroit Tigers fan).
Going into that house – going into that history of teamwork
– when you’re on the tour the first stop they take you to is
their Hall of Legends. Back in the day in the old Yankee Stadium they had the pillars out there -- Gehrig, Ruth and
Mantle -- and they still have them in the new stadium.
They’re the plaques or the statues the players would touch
in the old stadium, especially during playoffs.
The interesting thing, Jim, is they have this whole thing and
there are all of these bronze plaques. You’ve got guys in
there like Tino Martinez or Goose Gossage. They just retired Joe Torre’s number, and it really daunted me.
I was thinking about you and me as it relates to the teamwork aspect here with this story. The guy who was our tour
guide said, “I want you to realize you’re in one of the oldest
organizations in the history of baseball, and you have these
players you all know who are legends like Ruth, Gehrig,
Mantle and Joe Dimaggio. But if you notice, in the Hall of
Legends here we have a lot of players who maybe you do
remember but they never made the Hall of Fame. But they

understood what it was like to spark a team, to lead a team,
or change the team back around into its winning ways
through its leadership, and that’s why they’re here.”
I sat back and looked at that (because I know all these guys
being a baseball guy), and some of them weren’t even in the
Hall of Fame. I thought, that is really cool they did that,
because it just goes to show you the value a top flight organization, like the Yankees, place on teamwork and leadership
as opposed to just athletic ability. It was just amazing.
Jim:

I agree. You look back on every great team -- even the ones
with Michael Jordan. Everybody talks about Michael Jordon, but you can even ask him where his success came from
and it was from the “role players” they call them, the guys
who weren’t afraid to get the rebounds or play the hard defense on the other team’s top star.
They’re not the ones who will make it to the Hall of Fame;
but their contribution to the team is definite. Without their
sacrifice and their persistence, none of those championships would have been won.

Peter:

It is so true. In fact, I wanted to bring up something from
one of my books I wrote as it relates to storytelling and
about teamwork. People who are very successful had to go
through the things you are going through as far as the ability to see beyond, to create great teams, to step aside, and to
have struggles. I’m going to go through a few of them here
– things I never knew that I thought were kind of interesting.
The first one is Walt Disney who was fired in his first job by
his newspaper editor because he lacked imagination and
ideas. He didn’t give up, and he started his whole love of
drawing. In fact, he wasn’t a very good animator, but what
he was good at doing was creating a vision and a mission
and catalyzing the team, and you know the rest of the history with Disneyland Park and Disney.
Henry Ford, five of his early businesses failed and left him
penniless before he founded the Ford Motor Company, and
the rest is history.

Bill Gates of our day dropped out of Harvard and failed at
his first business called Traf-O-Data when he was with Microsoft co-founder Paul Allen, and then they built the whole
empire.
You talked about Michael Jordan who was cut from his high
school basketball team. I remember him saying this in an
interview (if you watch 30 for 30 and those shows on Netflix it’s really powerful) about his career: “I’ve missed more
than 9,000 shots in my career. I have lost almost 300
games. On 26 occasions I was entrusted to take the gamewinning shot and I missed. I have failed over and over and
over again in my life, and that is why I succeed. Persistence,
persistence, persistence.”
You look at people like that, and there’s a whole bunch of
others. Oprah Winfrey went through an abusive childhood
and numerous career setbacks.
Charles Schulz, the famous creator of Peanuts, had every
cartoon rejected by his high school yearbook staff.
Jim:

Boy, I bet he had fun at his reunion.

Peter:

And now the famous J. K. Rowling who, prior to publishing
the mega Harry Potter empire, was nearly penniless, depressed, divorced and trying to raise a child on her own
while writing this novel. She went from living on welfare to
being one of the richest women in the world in a span of
only five years.
It’s always interesting. I can’t remember how many times
Donald Trump has declared bankruptcy, but it kind of goes
along with this whole never give up, work as a team, and
keep your synergy thing going. Because when you’re able to
work with people – no matter what kind of failures, what
kind of setbacks, what kind of frustrations you’ve had in
your career – there is always hope if you take a “we” mentality and not a “me” mentality to get to that other side,
whatever it is.
We talked about core desire and the things you want internally. You have lots of examples I just pointed out, and
there are a whole lot more people you think were born with

a silver spoon in their mouth who are highly successful who
have made legendary impacts on this earth, just like a lot of
the players in the Yankee Stadium shrine who had to do it
the hard way.
I wanted to bring that up in this chapter two about this
whole how do you get to working together to create that
perfect collaborative environment? It’s as much about how
we think about who we are as it relates to others, as it is
about our skills and what we do with our skills on a particular team.
But the key thing is it’s okay to have setbacks. I read Tom
Peters’ book, In Search of Excellence, a long time ago where
he talked about failing fast. One of his things was fail fast,
fail often, and keep your failures small. Continue to work
together as a team, and you will come out the other side a
success. I think it speaks to a lot of that stuff we’re talking
about in our Collaboration section.
Jim:

Just to round it out, I love what you said about persistence.
I’ve heard this over and over again during our team development programs. Just about every group mentions this
(and it’s worth mentioning here): They loved it because
they did it together.
Things weren’t going well in the team exercise they were
doing; yet, they overcame it. And because they were doing it
together it wasn’t so bad.
It’s that whole idea of continuing as a team and not giving
up for anything. It’s not like you have to carry the whole
load. If you get the whole team there, everybody takes a
little bit of that weight so it’s not so much on one person’s
shoulders, and it becomes more fun.
One of the things we talk about in our programs is people
say, “God, I had fun!” I’m not saying you’re going to go to
work and you’re going to goof off and do nothing. But having a goal and doing it with a group of people is a heckuva
lot more fun than doing it yourself.
If you’ve ever seen Habitat for Humanity when they put up
a house, it’s kind of a fun time. They do it together and they

raise the roof. At the end of the day they all feel a sense of
accomplishment because they did it together and it’s not as
hard.
One of the things we always do as a team is we take those
successes and we say “Let’s remind ourselves about this.” I
used to do a lot of stuff with Tony Robbins and staffed a lot
of his events back in the day. He used this term called
“CANI!” (an acronym of constant and never-ending improvement), which was based on Dr. W. Edwards Deming
who went to Japan to teach them.
To achieve world power and economic success was every
single person and organization committed to constant
improvement. The Japanese have a single word for
“constant and never-ending improvement” and it's called
“Kaizen.” Kaizen is from the Japanese words Kai and Zen
where “kai” means change and “zen” means good.
The Japanese word kaizen is where they look at what works
and what needs improvement. I think in collaboration it’s
one bookend to the clarity of goals, and what we bring to
the table in clarity of roles. The other bookend is what
worked and what needs improvement.
We tend to always go with the negative of “Oh, God, what
needs to be fixed?” Well, sometimes not much. We need to
celebrate and acknowledge what worked so everybody is
clear that this is what worked. And then what needs improvement, and what needs to be added or tweaked to make
it work better for everyone is the other side of the bookend
that nicely shows how collaboration is an important part of
teamwork.
Peter:

Yes, it is. Jim, you probably know this because you know
me really well, but I take contrarian views of things because
I think a lot of times people go along with what’s generally
accepted as the right way to do things when it’s actually the
wrong way – and they don’t know any better.
I’ve been through all this stuff with time to market, continuous improvement, kaizen methods, just-in-time manufacturing – you name it, I’ve done it all. But I want to speak to
this whole notion of continuous improvement for a second.

I think the notion and concept that continuous improvement will never get to perfection is a true statement; however, that takes the wind out of the sails of a lot of people.
Like damn, I’m going to work so many years and it’s never
going to get to a point where it’s going to be good enough.
This is what we would always do in my organization (I
learned this from a mentor of mine – it wasn’t anything I
created): We called it the “90-day window.” I’m not saying
you shouldn’t have 12-month goals, but where the rubber
really hits the road is people can typically operate at a high
capacity and can get things done, and have continuous improvement in 90-day increments instead of a year-long increment.
What I would always tell people – whether it was a project
schedule or a customer service experience that was trying to
be created – that they would break whatever they were doing into 90-day chunks, even if there was a lot of complexity
with it. They could do that improvement, or create that innovation, or achieve that customer service experience even
if it was a part of the overall experience that needed to be
achieved. But the key thing was it could be done and measured.
My first manager, Dick Burger always talked about RUMBA
(Realistic, Understandable, Measureable, Believable and
Achievable). The achievable is can you get that done in 90
days? Then it would be okay, we’ve got it done and we’d go
out and celebrate.
It’s funny how the brain works, but I don’t always remember the things we achieved (we achieved a lot of pretty cool
stuff); I remember the celebrations of hey, we did it! Let’s
go have some fun! This ties in with what you were talking
about: That you can have fun in a high-energy environment. I think the 90-day method is really powerful and it
works very well.
You can still have the notion of continuous improvement of
all the six sigma quality stuff you want to have, and everything you’d like to do in your organization. But just make
sure that as you’re doing it as a team that it gets broken into

small enough increments where you have victories along
the way. It helps keep the team at a high energy, it helps
them to collaborate better, and it helps them to be in a
more positive environment.
Jim:

Absolutely. I love the celebration. During the holiday season, I create a program called “Culinary Celebration,” and
it’s just that. We celebrate the success of this year to anticipate the next year to come, and it’s building the momentum
for the next year.
Many people forget that using celebration for momentum is
so important for a team. I think I said this before, but we’re
all little kids in adult bodies. As kids we always liked to celebrate, and it’s like “Yay!” Let’s celebrate!!” Give people a
chance to remind themselves of being a kid and celebration.
We’re such workaholics in this country, and we don’t take
the moment to say “Stop... celebrate... let’s acknowledge
what a great team we are!” I get some people who say they
all know that, and I say no, they don’t.
I used to be the consummate congratulator. When I had my
restaurant, I think my job more than anything else was going around and telling people, “You did a good job.” Some
people would say, “That’s all you do?” I’d say, “That’s not all
I do.” But an important part of my job as the chef-owner
was to walk around, and when I saw somebody pick up a
piece of paper on the ground I’d say, “Thanks a lot – I appreciate that. Good job!” And guess what? They’d do it
again and again. They don’t do it when you’re watching;
they’ll do it any time.
But we used to do that at the restaurant, and we carried
over that whole idea in our team and leadership development company. Every time we did any type of program it
was always about taking a moment and say “Damn, we had
a great time today. These people were stoked.”
There’s always something to be improved. But it’s not to the
point of going to perfection; it’s just making whatever our
process is better or smoother or more applicable to this particular client. It’s never to say we’re shooting for perfection,
because perfection is an unattainable goal. It becomes the

lowest of all standards because you’ll never reach it.
If you say “This is what we plan to do today,” and at the end
of the day you say, “We did it!” this, more than anything
else, will tell your team “Good job, and let’s keep that momentum going.”
Peter:

It’s really true, and I want to talk about “Big
Mo” [momentum].

Jim:

I like that: “Big Mo.”

Peter:

And then I’ll comment on the thing you talked about as far
as having fun, and that we’re little kids in adult bodies.
I learned “big mo” a long time ago, especially when we were
in the corporate world but also in a small business environment. Jim Rohn said, “What is simple to do isn’t always
easy to do.” “Big mo” is “so hard to get and so easy to lose.”
When you think about an analogy or a metaphor for
“momentum” or “big mo,” it’s kind of like a locomotive
train coming out of the station. They have to have a ton of
energy to get that locomotive going (if you can visualize the
coal smoke coming out). It’s really blowing a lot of smoke
and it’s going slow, and they’re fueling the fire with coal.
That thing is chugging along to get going, and after a while
it gets its momentum going.
If you’re a locomotive engineer you can throttle that thing
way back to almost nothing. And it will still keep that momentum going unless something gets in the way of the track
where they have to then slow the momentum down, and
then they’ve got to start all over again.
I talked about one of the companies I worked for that went
from position number one in the world to position number
five because of some of the decisions they made that caused
them to kill their momentum. So that’s a key thing to remember.
When you’re in an organization and you have the momentum, do everything you can to keep that momentum and
not to kill it. Because to restart it – especially in larger divi-

sions and larger corporations – takes so much energy and
so much work to get the “big mo” back, and sometimes you
never can.
We can talk in more detail about how do you get and keep
momentum, but that’s a whole other subject we can talk
about at another time.
But I do want to go back to having fun. I read a book one
time – you’ve probably heard of it – and I think the title was
called All I Really Need to Know I Learned in Kindergarten,
or something like that.
Jim:

I loved that book.

Peter:

It’s a famous book [by Robert Fulghum] where he talks
about the aspect of play. When I think back to when we
were kids there are two things I still have never gotten used
to: We used to go out and have recess and recess was fun.
You looked forward to having recess when you were a kid
because you could go out and play.
Then as we got older they took recess away from us. And
then when we got in the work world they said guess what?
Not only do you don’t get recess, you get this little smallassed vacation. You get to work your butt off for the rest of
your life, and there’s no end in sight, and that’s kind of our
American way. Other countries around the world don’t
work as much and as long, and they don’t have the small
vacations we do.
Going back to what you’re saying, celebrating those little
victories along the way is like going out to recess when we
were kids, and it’s something that’s very important.
Another thing I’ve never gotten used to, Jim, is when you
were in grade school, junior high and high school and college, you got to work hard for nine months and then you got
some time off. Remember we were in grade school and junior high school, and the last day of school you’d bust out of
there, it was like woohoo! It’s summer! I get to go have
some fun! But we don’t get that in the workday world, and I
always wonder why not.

Jim:

We have a rock song that celebrated that: “School’s Out!”
with Alice Cooper.

Peter:

As you’re a team a member or an executive it’s important to
think about those things. Even the smallest of things, like
you said, Jim, like the smile all the way up to celebrating
people’s achievements.
This is what I did when I was at different companies. We’d
do the Friday time off and then go back to work, and people
volunteered to go back because they got time with their
family.
If somebody got something done in the project schedule – it
didn’t really matter, it didn’t have to be a Friday – I’d say,
“You’re done. Take the rest of the day off.” They’d go, “Oh,
really?” I’d go, “Yeah. Just go. You did your job. We don’t
count and we don’t have a time clock here. We do our work
by what we get accomplished. By the way, thank you very
much for getting that done to schedule and to the quality
standards we have. So go take the rest of the day off and
have a good time.”
Sometimes I’d even have movie or dinner tickets in my desk
and I’d say, “By the way, I know your wife [or husband]
needs a break too because you’ve been working pretty darn
hard here, so here’s a couple of movie and dinner tickets.
Go out to a movie and have some dinner on us. We really
appreciate your hard work.” You would not believe [the
grins] on people’s faces.
Here’s the thing I learned, and I brought this into small
business: Let’s say there’s a lady on your team who’s working really hard. Maybe she’s a project manager and she got
something done. You give her the rest of the day off, or the
rest of the day and the next day, and you give her movie and
dinner tickets. Guess what? While they’re going to that
movie, and they’re sitting at dinner, who are they thinking
about the whole time that gave them the tickets?

Jim:

Oh, you know it.

Peter:

That is the power of “Big Mo” in action. Because when you
treat people like that -- and it doesn’t cost a lot of money to

do that – you’re creating momentum, loyal, and trusting
employees like crazy. So it’s just a couple little things.
Again, it’s just about a little creativity.
Back in the day when Send Out Cards first came out, I’d
send little handwritten notes to the significant others
thanking them for the hard work their husband or wife was
doing (and I’d use their first name), and I’d include some
kind of a gift like movie or dinner tickets. I’d give them
something that would come in the mail in the card totally
unexpected – I never said anything.
Every single time I did that, Jim, when the person got it and
used it, they’d come back to work the next day or after the
weekend and they’d go, “Hey, can I talk to you for a sec?”
I’d always go, oh, my God, they’re going to quit or something (I always think the worst).
They’d say, “That card and gift made my wife just totally
beam. She talked about your company and how great it is to
work there the whole time. And this morning when I was
going to work she said, ‘You better get your ass out of bed
and get to work, because that employer really treats you
right!”
Jim:

I love it! I love it! I think we’re going to do a whole motivational section later on, because this is perfect. I think we’ve
got it going on here with understanding collaboration as it
takes a lot. I think we nailed it here.
The power of collaboration that’s key to any great leader’s
team is to be able to take it to that level. All those little
things – the Send Out Cards with a gift to the significant
others, the Friday time off, the movie tickets – are just so
powerful in keeping that momentum going. I think it’s a
great way to close out this Week Two, what do you think?

Peter:

I think that sounds good. I think we covered a lot of good
ground, good stories, and good little tools.
And most importantly the good theme and understanding
of what is collaboration and what is teamwork? How do you
get it? How can you lose it? What are the ways you should
think (the “me” versus “we”)? And we both shared some

personal experience stories along the way too. So yes, I totally agree.
Jim:

Cool. That’s great.

"You've got to think about big things while you're doing small things, so
that all the small things go in the right direction."
-Alvin Toffler
If you want to build a ship, don't drum up people together to collect
wood and don't assign them tasks and work, but rather teach them to
long for the endless immensity of the sea.
- Antione de Saint-Exupery
In this chapter Jim and Peter talk about goals and vision as the fuel that
drives an organization. They unlock the secret that connects your team’s
individuals to connect to the big picture of your company. Two points
define success, to have a crystal clarity of purpose, work and linkage;
then managing your overwhelm. Use the science of RAS and the power
of intention to keep you focused, allowing you to manifest your goals
more quickly and efficiently. They draw from their own experiences and
works of Rhonda Byrne to help you learn:


What are the 10 core desires why is that important to understand in
leadership?




What is the secret to linking individual
goals to the goals of your department, division or organization?



Understand the impact to an organization between knowing the
“why” vs the “how” and sharing those ideas toward your business
success.



How does the concentric circles in an organization work in relationship to linking you (center circle) to your organization’s vision
(outer ring)?



So let's dive into chapter 3, Goals and Vision and listen in as Jim
and Peter talk about how to grow your organization while internally
inspiring your team.

Peter:

So here we are again. I guess to start with, Jim, we’re going
to talk about Chapter 3: Goals and Visions Bringing Us Together.” Does that sound right?

Jim:

That is exactly true.

Peter:

Do you want me to start? How do you want to do that?

Jim:

Yeah, go ahead and start. I have a feeling that this is near
and dear to you too, because we’re both very result-oriented
in our personalities. Some people are process-oriented –
they could stand in line at the bank all day. I prefer to go get
my money, so that’s quite simply how I see it.
When I started thinking about it, sometimes one of the biggest challenges we find in running an organization is getting people to do what you want. It’s that simple sometimes.
It’s like people can walk around and be busy, and gosh, I
saw that when I worked in a lot of larger hotels. It seemed
like I could see the same person walking around with a tray
in their hands and walk from one department to the other,
and ask them, “Are you actually doing something?” It just
doesn’t seem possible that a person can be lost in nonproduction all day long. But when you look closely, that can
happen across-the-board.
I have a belief, like you, that says your biggest asset in a
business are your people. But I think we sometimes waste
resources more than we make use of our resources. The
Golden Vision is very near and dear to me because it sets up
what direction you take once you’re able to understand how
to communicate with somebody and how to get them into a
collaborative mindset.

I think the next thing is all right, now that we’ve got all that
going on, let’s start making goals and set a direction.
The first question is what thought process separates the
executive level from the rest of the business? I think it’s important that we all understand that there is a difference.
And the basic difference is in the executive level they’re infatuated with the why we’re doing something. Why are we
setting these goals? Usually it reflects on the chief aim of
the company, whether it’s to improve profits, to make happier customers, or to give the customer a better experience.
Everything is connected to the chief aim, and usually on the
executive level it’s about why it’s important. Then it transitions to the people who actually do the work to make that
happen, and they’re more concerned with the day-to-day of
how it’s done. So they’re thinking about how to make their
individual department or division more profitable or better
custom-oriented or whatever that may be. But sometimes
there’s a disconnect between the vision of the company and
the day-to-day operation of the department, the office or
the division.
Peter:

Jim, why do you think that disconnect occurs? What causes
that disconnect?

Jim:

I think one of the things of course is always communication.
I think it starts at the top where the message of why we’re
doing something never gets really communicated to the
masses. I think that’s where a great leader in any organization will have an all-hands-on-deck meeting and take the
time explain that.
But if that’s not possible, or if that’s not part of the culture,
it’s important for all the other people in leadership to take
the responsibility of communicating to their division and
their departments what is it they’re doing day-to-day? And
how does that affect the overall company? And link that
“why” to the “how” so now everybody’s on the same page. I
think that’s the biggest challenge.

Peter:

I agree. When I was running divisions, getting that messaging and that linkage you talk about is critical. It’s not like
you have to spend hours and hours on it. But we would first
start with what’s the vision of the division? Basically every-

thing has to link with the corporation. You can’t be a rogue
and a renegade and go out there on your own.
The way it filters down is you have vision statement and
mission statement. And then you have statements of strategic intent, which are your strategies? It could be here’s your
customer experience strategy; here’s your technology strategy; here’s your product development strategy.
And then from each of those statements of strategic intent
you have the goals, and that’s where the goals kind of fit in
an organization. Again, the goals have to be linked to the
statements of strategic intent which has to be linked to the
mission, which has to be linked to the vision.
Now, below the goals in that hierarchy are your objectives.
In an organization, goals are typically year over year. When
I talked about before when we would do things, the objectives were 90 days. I tell people they should align their personal goals with the objectives, because below the objectives are the tactics. And like you said, that’s where the rubber hits the road and that’s where the people are. The teams
and the individual are working in the how-to’s.
So you should link at least one level above, and that’s why I
would tell people we’re going to do your performance plan
around 90-day goals which meet the objectives of the division. Or in your department you have the 90-day goals to
meet the objectives. And if you’re doing it right, those objectives meet the strategies, the strategies meet the mission,
and the mission meets the vision.
Like I said, the lowest level then are your tactics. Just so
everybody gets an understanding of where do goals fit in an
organization, that’s kind of where they fit. They’re right in
that middle.
They’re like the meat of the sandwich. The mission is the
one side of the bun, the tactics are the other side of the bun,
and right in the middle are the goals which is the meat. And
this is where performance, improvements, and incremental
changes that make that organization who it is and what it
can be -- especially if it’s an underdog organization -- have
to be driven by goals.

There are a lot of MBA programs that are measured by objectives – the MBOs and all that kind of stuff – and key performance indicators. But we don’t want to get too hard-over
there. What we want to do is talk to everybody about it as it
relates to leadership and how you become a good leader.
It’s like what you were saying, Jim. You have to create this
whole picture from vision down to tactics, and know at every level that it’s linked and it’s clarity of focus. Even over the
statements of strategic intent, the goals are what gives that
organization and that department or division clarity of focus, and that’s the key thing. If you’re going to measure improvements you’ve got to have that clarity of focus.
We can talk about how to write a good goal. I was taught by
a guy named Dick Burger way back in my career when I was
at Fluke, the RUMBA method which is goals have to Realistic, Understandable and Measurable, which is key. And they
have to be Believable and Achievable.
We can go into some of these things later on in our future
books. But I can’t agree with you more as far as the executive level thought process is to look at that overall picture,
which is what I did. If there are missing pieces here, we’ve
got to define them.
When I came in to companies, sometimes they didn’t have
their statements of strategic intent defined properly, so
then we’d have to work as a team to get that defined because you can’t jump from mission down to goals. Mission
and vision are very cloudy at best. They’re 30,000-f00t level, and they don’t really define what are our strategies we
have in place that make this business go? Until you have
that, you can’t define the goals.
Going back to what I was saying is that an executive has to
have all those pieces in place. They have to be crystal clear
on the focus between the high-level vision all the way down
to the tactical work, and be able to communicate that to
everybody who works with that person on at least a weekly
basis.

Jim:

Absolutely. And that’s why communication is so key, especially with the respect to communicating the mission and
vision of a company to the masses, because doing that is
going to make it all more real.
I believe the job of direct supervisor or manager in a department basically is one of the hardest jobs in any organization, because you’re taking the high-level thinking of the
reason “why.” You have to understand that, and your job is
to keep it present with the people who are doing the “how.”
It’s like being on the fence all the time where you have one
leg in the “why” and the other one in “how,” and your job is
to bridge the gap.
And then to add more to that, your job is also to help a person become motivated to want to be goal-driven because
it’s going to benefit them as well as the company. And that’s
the trick that management has always had for years. In the
old days of management, common understanding was ‘my
way or the highway. Just do it – don’t ask questions.’ I
think you can’t do that anymore. I don’t think it was successful when it was done originally, but that idea of dictatorships sounds easy.
You don’t want your team to be in that mindset. You want
your team to be internally motivated, because motivation
comes from within, as you know, Peter. It’s not something
that someone on the outside can come in and say “Think
positive! Be all that you can be.” But those are just words
and they don’t mean anything.
I think the goal of the modern inside business coach (that’s
what I prefer to call a manger now) is you’re not managing
things – you’re coaching. You’re the person who understands all the pieces, and your part is to make it all happen.
And you’re the conduit to the “why” and the how.”
I think it starts with once you have that clear communication and get your objectives is to be able to break them
down to your specific goals. You mentioned how you break
down a goal and this is very similar. This is where it has to
be specific, measurable, achievable, realistic and timely –
all those things.

I think the acronym some people use is a SMART goal.
Well, I like to call it a “SMARTY” goal. The “y” in the
SMARTY goal indicates “you” and links what you are in relationship to your goals. So your goal now links to a higher
purpose.
As a coach I think it’s imperative that you take the time to
explain what it is the company is trying to achieve, and
what part you play in it so you see the bigger picture.
I just talked to a large pharmaceutical company this morning I’m going to be working with in a week. They’re just like
many other companies where everybody gets stuck in their
own silos and they don’t see the big picture and they miss
that.
One of our jobs during training is to be able to show the
importance of why the big picture is important, and we use
the metaphor of a ‘buffet.’ If you think about a giant buffet,
it’s made up of all different pieces. So if you want to break it
down, each platter of food is like a specific part of a larger
goal.
The terminology I like to use when separating what’s a goal
versus a milestone is “chief aim,” which is what the company is looking to achieve. We like to use the metaphor of the
buffet that is made up of many goals that all go towards the
chief aim (which in this case is the buffet).
So each team has a part in contributing to that buffet or
chief aim. If they don’t do their part it won’t help. But you
want to always be aware that there are other parts. Maybe
you don’t work with them day-to-day, but by knowing what
the end result is (going back to visualize the end in mind
whenever you’re doing anything), when you’re doing your
part (that individual platter of food you’re going to be putting on the buffet) you want to look at it as a part of the buffet.
If the entire buffet has a Southwest theme to it, you want
yours to taste just as spicy and zippy as everything else on
there. If you don’t, it’s going to mismatch. If yours is more
of a continental, elegant European flavor – and everything
else is Southwest – it’ll stick out like a sore thumb. So it’s all

part of seeing the big picture.
Pardon my food metaphors, but I love food metaphors because they speak to so many people on so many levels that
you can really understand how important it is to have that
overall chief aim.
So it starts from the top with the vision and mission, and
being able to work elegantly through the whole process. But
it starts with knowing what the big picture is, but then your
job as an in-house coach you’re coaching your people. Your
title may be manager, director or supervisor, but you’re a
coach. And as a coach you want your players to be the best
informed, and also to be able to feel like they’re doing their
best job.
It comes back to once again outlining what your job is so
you understand what success is. Well, now you’re actually
giving them the job. And the next step is linking that message of what the big picture or chief aim is to what you need
to do on a regular basis to contribute to that.
Then I think the next step after that is linking your workers’
personal and private goals to the goals they have to do every
day, which once again contributes to the overall goal.
I kind of gave a big overview on that sense. But I think it’s
important to see how all of that links together. If you’re
missing a part of it you’re only getting a part of the results
you could actually get. So by understanding the big goal
with understanding what your part plays in it, the motivation comes from linking your own personal goals to the
overall goals you have to achieve to the goals of the company. And then making it just as important for you to achieve
it as it is to the company.
Peter:

Exactly. Remember I talked the other day about if you look
at these as concentric circles, at the very center is the individual who has their own set of goals based on their drivers,
their core desires and their inner dialogue.
Then the next ring out is the team that has its own goals
and how it fits with the organization.

The next ring out could be the department or the division,
depending on the size of the organization. And it has its
own goals and its own things to achieve.
Then the next ring out is the company or the corporation,
and it has its own goals.
It’s almost like a tree that has concentric rings, and so does
an organization. In previous chapters we talked about it as a
living organism. You’re exactly right in that the individual
has to understand what are my specific needs, and what are
my core desires? But how does that link with the team I’m
working with?
Going back to something you said a little while ago, Jim, it’s
true for every individual. You mentioned the executive
whose role is to talk about the “what.” So what is it we’re
doing? What’s our road map? And why are we doing it?
They don’t necessarily work on the “how.”
The people on the teams work on the “how”; but they also
have a “what” and a “why.” So what are we doing, and why
are we doing it? And now how are we going to do it?
If you think about the concentric rings, the corporation
gives the what and why to the executive. The executive gives
the what and why to figure out the how to the director levels
or the department managers. And then the department
managers or directors give the what and why to do the how
to the team. And then the team has their what and why (a
lot of times in my roles that was cost, schedule, performance). And then the how is delivered by the individuals.
It all works together and it all links. They all have their what
and whys, and they all have their hows – it’s just at different levels. Because the executive has to report to the corporation; the individual has to report to the team; and the
team has to report to the executive level. It all works together and it all matters.
Jim:

Absolutely. In fact, I have a little acronym I use and it’s
called “WIN” (Why Inspires Now). When you have the three

different [concentric] circles – your personal goals, your
department or team goals, and your company goals –
there’s that sweet spot in the middle that inspires you to
stay late and do more. And it takes you to a whole other
level.
This was something I used to do with my team all the time.
Before I got into group analysis and working with teams,
my day-to-day was always linking what’s going to motivate
my team, because I can only do so much without my team.
I think it starts right from the first day you interview somebody and ask them what are their goals and aspirations.
And being able to determine who they are, and especially
understanding their core desires.
When you understand people’s core desires you get that
unique insight into how they think and process information. I don’t know if we’ve talked about this yet, but
where you talk about the ten core desires, and when you
understand how important it is to understand a person’s
core desire. By asking a few questions you can get to that
point, and by understanding their core desires you’re going
to be able to have this unique understanding of who they
are.
Now when you ask them what their goals are, you’re going
to be able to communicate on their level when you’re talking with somebody one-on-one. You have your communication with the team, but then you have your individual time
with people, that’s time is like gold where you can actually
understand what their core desires are, and then how they
process that information. Then what is it they want to
achieve personally, and start the beginning of the linking
process.
But you probably want to talk about the core desires a little
bit more, so I’m going to let you do that because that’s more
your stuff.
Peter:

Sure, we can do that. One thing I want to add before I jump
in there, Jim, is part of the reason why I became a turnaround expert and why I was recruited to come into divisions
and do this was I noticed a common thread among a lot of

divisions that were languishing or suffering, or not moving
ahead the way the executive staff wanted them to. I’m not
trying to call executives out. But what I noticed as a common theme was the executives had failed in the “what” and
the “why” of the goals and the story of what they were trying to do.
In other words, they didn’t do a good job of communicating
division mission statements of strategic intent along with
the divisional goals, and make sure it was linked to every
individual. So every individual knew how their weekly work
fit the division all the way up beyond the team, with the division’s goals, mission and vision.
The other thing I noticed was the executive staff failed to
consistently – they may have done it once or twice – beat
the drums to continually communicate that connection so
that it was always present in those peoples’ minds.
Where I had a lot of success was I noticed that early on in
my career. As my responsibilities grew and the number of
people below me grew, I was able to still do that with people
along with the stuff we talked about it with the stories and
things like that.
When you do that, you totally energize or reenergize an organization. Because you’ve got to remember, an organization is a living organism. If the right nutrients of connection
and linkage haven’t been said, it will start withering away
and die.
And you’ve seen it too, where you came into hospitality organizations and they were struggling like crazy. They had
kind of lost their way, they didn’t have the energy, they didn’t have the commitment, and people were kind of checking
out. Well, this is all due to this lack of communication of
linkage and really making that a place people would want to
come to and work in every day and be passionate about. I
just wanted to point out that that is one of the key things.
Again, I’m not trying to make it the total fault of the executive staff, because it goes all the way through the organization, but it does start there. It’s hard work to get crystal
clarity and focus on what it is we’re doing here. What’s the

vision? What’s the mission? What’s the statement of strategic intent? What’s the divisional goals? And then what are
the objectives and the tactics.
After that’s all done and people buy-in, and then almost on
a weekly basis communicate that in all different forms both
online and offline to the people in the division who are the
most important assets, so that they are crystal clear on this
is where we’re heading, this is what we’re doing and this is
why we’re doing it. This is your particular role on the boat
and here’s the oar in your hand.
It’s very powerful when organizations finally get that, and
they actually practice it on a regular basis. If you look at all
the great corporations – I know people who work in Apple,
Microsoft, Patagonia and REI – you’d say wow, these guys
really have their act together. If you watch what’s going on
behind the scenes, that’s what they’re doing.
If you want your organization to be a top best-of-breed, best
-of-class organization, that is one of the elements that must
be in place and must be practiced every week to make that
happen.
All right. We’re going to go over to core desires now because
you had a question here about core desires, and why it’s
important to understand a co-worker’s core desires and
things like that.
Jim, core desires are part of that inner dialogue, and I
talked about this in a previous chapter in this book. We all
have an internal battle, and it’s a common human condition. If you have a global organization (i.e., Facebook, Cisco,
Microsoft) in all countries all over the world and all ethnic
background and all languages, the common human condition is this inner dialogue battle. And that is the battle between doubt and fear and core desire.
Doubt and fear is characterized by these what-ifs. What if
this happens to me? Or what if this happens to our team?
And it creates that fear and doubt.
Versus core desires, which we’re going to talk about now,

which is the longing – that nagging feeling that there is a
better and larger way for me personally individually, and
for my team and my division.
We talked about character themes. A lot of you guys are
listening to this or reading this book because you have the
character theme of the “underdog.” In other words, somewhere along the way you got bullied or beaten up, and you
want to have a better way.
Or you might have loss and redemption -- another character theme -- where in your organization you lost market
share. You went down, and now you have to come back like
a phoenix rising out of the ashes and you have to rebuild.
I’ve been in organizations where I talked about the phoenix
100 day plan and things we can share with you guys later
on. But the ability to revive and revitalize, and that redemption of the organization to come back and be more bad-ass
than ever.
So those are character themes. But the foundation, the cement blocks of these character themes are the core desires,
and you’ve got to get these right. There are ten of them that
are major groupings, and some will apply to your organization and some will not. It just depends on the industry and
category you’re in.
We’ll go through them quickly here, and I’ll define each of
them and what they mean so that we have at least a basis of
understanding. Then Jim, you and I will go into them in a
lot more detail when we do our seminars.
The first one is liberty, which is the ability to have the liberty of movement to go where I want, and do what I want,
when I want to do it on my own time.
There are a lot of people now -- especially in high-tech-type
companies, or in software-based or computer-based companies -- who have liberty as a big, individual core desire. It
isn’t necessarily tied to money as much. Although money is
part of it, it’s not money-focused.

If you look at demographic studies on Gen-Y’ers, liberty is
at the top of their list. They want to go where they want,
and do what they want, when they want to.
If you look at Google or Facebook, or all these places where
they have younger people, they’re attracting their liberty.
They don’t want to sit in a cubicle – they want a free-form
work environment. They don’t necessarily want to have to
clock in with a shirt and tie at 8:00 a.m. and leave at 5:00
p.m. They may show up at 10:00 and work till 10:00 at
night.
This is a liberty, and a lot of these cutting-edge companies
have a lot of liberty-based people in them, so you have to
manage those people a little differently. You can’t hold
them to a set of structures and rules because that goes
against their core desire and they hate that. They will leave,
they’ll go somewhere else where they can get that. So that’s
liberty.
Legacy is wanting to do something significant and something that matters. Now, that will tie in to a lot of people
reading this book in organizations and divisions in that
what they’re doing is making a positive, not a negative, impact on the world, so being able to create that legacy
through products and services.
A good example of legacy is Apple, which really changed the
way we interact with machines and technology in a very
friendly way. They’re leaving a legacy. Their leading character was Steve Jobs, who unfortunately has passed away. But
for a long time he helped drive that legacy of what it is that
Apple means.
Legacy can almost be tied to brand too. So if you’re looking
at how do I create and communicate a significance to the
world in a way that matters? And that can speak through
the story of the brand as well.
The third one is financial independence. It may or may not
fit with your organization. If you’re a very focused or a
numbers focused company, and you’re looking to drive
numbers up and gain revenue, that one’s going to be kind of
right in there with your core desire.

An individual who wants to be financially independent is
going to focus more on the money aspect. Yes, they may
have liberty as part of their [core desire] where they want to
have freedom of movement and time. However, they’re really money-focused as they’re driven by increases in their
salary and the things that are focused around money
(bonuses, stock options). You just have to know what’s driving them. Not everybody is like that, but there are some
people who are very money-focused and financiallyfocused.
The next one is recognition for creative expression. There
are two of these. Especially if you’re a chef – like up your
alley, Jim – people in hospitality, engineers. Anybody who
sees their work as art and as a creative expression of themselves, one of their core desires is they want to have that
recognition for creative expression.
Jim, you know some of those guys that are on Food Network, and for probably a lot of them their core desire is
they’re driven by that recognition for creative expression to
be one of the most recognized and celebrated chefs in the
world.
Jim:

We like to say they live for the applause.

Peter:

Yeah, they live for it. Bobby Flay. It’s not that that’s bad; it’s
just that’s their core desire. They want to get famous and
make it big. That’s hard work to do what they’re doing with
their demanding TV schedules and running their businesses
on the side. But they have a longing desire to do that; otherwise, they would not be on the Food Network channel.
The next one is autonomy. Now, autonomy is a little different than liberty in that it doesn’t necessary relate to freedom of movement of place and time. Autonomy is more
freedom of self-expression of knowledge and thoughts and
things like that. Autonomy is really more cerebral in nature,
so that’s how it’s a little different than liberty.
If you look at people who work in nonprofit organizations,
for example, if they’re working within a movement and they

have things they feel really matter to a social community or
a global situation, they’re driven by autonomy. They want
to be able to express their opinions.
Arianna Huffington of the Huffington Post (I don’t know
this for a fact) seems to be very autonomy-driven. She’s got
her opinions, and she’s got things she wants to do and she
wants to get them out to the world. Yes, she has the money
and the income. But that was the secondary thing to the
primary driver of I want to speak my mind, and I want to be
able to let people know my thoughts I believe are important. So that’s autonomy.
Another one that’s tied in – and it’s a little bit different than
recognition for creative expression – is knowledge, especially scientists and engineers. Knowledge is a desire and a
currency. In other words, people who have a core desire for
knowledge are life-long learners. But they see it as almost
like money to them. They want to be able to acquire
knowledge, and then share their knowledge to let people
know what they know.
At the extreme end of that (you’ve probably known some
people like this, and I have too) are the ‘know-it-alls’. They
acquire knowledge, and they’re going to let everybody know
what they know. That’s an outlying case where it becomes
annoying. I’m sure you’ve had those know-it-all types
you’ve had to work with in organizations and on teams. You
have to work with them a little bit. You have to
acknowledge they have the knowledge and you have to reward them for that.
When we had engineers who had valued knowledge as their
core desire, we’d typically put them on technology investigation teams where they’d go out and investigate new technologies as it would relate to coming in and using them as
product solutions in our organization.
If you have someone who’s knowledge-based in your world
in the hospitality area, how would you use that person, Jim,
to help them express that core desire?
Jim:

That’s the person we’d put on research. If we’re doing cooking classes, or even writing or communicating to our cus-

tomer base, those are the people who love doing the research and finding out the history behind what people don’t
know so we’re able to communicate that to them. So it’s an
integral part of the connection we have with our customers
through books, writings, and newsletters and such.
If you have those people who are interested in knowing it
all, boy, they can be great when it comes to putting the
brand out in public.
You talked about some of the more well-known cooking
stars. I’m sure Bobby Flay has a know-it-all on his team
who basically makes him look smarter than he is. It’s not to
say that Bobby Flay’s not smart, but he’s smart enough to
know that when you have a team you need to understand
some of their assets – like being very good at researching.
For hours of research they might only use a snippet of that
information in public, but they know how to use it. So the
key thing is to be able to communicate that to your customers without sounding like a know-it-all. Maybe you have
somebody on your team who is a know-it-all, and they feed
you that information and you translate it in front of an audience.
I used to have a couple know-it-alls on my team (besides
being a know-it-all myself), and I learned having that capability of being a know-it-all is not always a good thing. But
when you have a team of people who love knowledge, it’s a
great way for how I used them. I’d say, “We want to work on
a game dinner, so let’s find some old recipes and make
them current. So our research will create a whole new direction for our culinary team.”
All that kind of stuff works out really well. Sometimes people have a problem with diversity because they feel like
they’re not getting their message heard because you’ve got
people with different core desires.
Well, I like to look at it as a stew (I know I’m digressing a
little bit). I wrote about this in a blog one time: “A good
stew is not made up of just meat. You have the meat, you
have to have vegetables, you have to have a starch, and it
has to be brought together with a savory broth.” That’s why

when you get all these people with different core desires
together, you begin to realize why a team and your function
as a team leader is so important.
Peter:

Exactly. We’ve got a couple more to go through here. But
just from what Jim is saying and what I said earlier just to
pause a bit, is every single person who has a dominant personality has a dominant core desire, but it doesn’t mean
you won’t have other ones like this.
For example, I’m a combination of liberty and legacy. But if
I were to have to say what my dominant one is, my dominant one is liberty. I want to be able to have freedom of
time and movement, and to go where I want and do what I
want, when I want to. Is that tied with money? Yeah. You
have to have the money to be able to have the flexibility to
go where you want and to do what you want when you want
to.
In a corporate setting where you have different individuals
thrown together, you need to know what drives them. You
need to know what their core desire is, what it is they really
value highly that they long for.
Like we were talking about knowledge in both the technical
and hospitality environments. If you know that, then you’re
going to put people – like Jim was saying – in different
functions and in different roles that will speak to their core
desire because that energizes them. Right, Jim?

Jim:

Oh, absolutely. When they feel like they have a part in it
they become a valuable part of the team, and this speaks
directly to goal-setting. Not to simplify it, but you want to
use the right tool for the right job. So I think understanding
the core desires of people says you understand what their
focus is.
On my team I know who the go-to person is for different
things. It’s like what motivates them, and what’s going to
make them more effective?
I know it sounds a little complicated at first, because I’ve
worked with partners before who’ve had the attitude of this

is too much to think about. Why can’t they just do what I
say and everything will be fine? I’ve said, “Take a step back
and think about how you would like to be treated as an individual.” But then when you see the pieces come together
from a team standpoint, it gets really exciting. So these oneon-one coaching sessions with your people are real important to understanding the ingredient you have.
(I apologize to anybody who’s listening to or reading about
this: I tend to go back to metaphors, because I love the elegant metaphor of food because we all can relate.)
When you think about your job as bringing all these ingredients together into one harmonious flavor (in this case,
one harmonious goal), it becomes exciting. So look at your
individuals.
Yes, we’re all unique and different. But we all have a place
in every part of a department and goal, and an expertise
that will help accomplish those things. That’s why I thought
it would be important to talk about core desires in the
whole area of goals and vision.
Peter:

I’ll keep going. We’ve got four left that I think are worth
defining so that people can say here’s the common ten.
After knowledge, the next core desire is security. To a lot of
people their core desire of security is they want that feeling
and peace of mind of stability and control. A lot of people
who are “control freaks” have a core desire of security because they know that through control – and they understand the processes and procedures – they are going to be
in a more secure environment.
If you’re reading this book or listening to this, and you’re
starting to connect the dots, a lot of executives’ core desire
is recognition for creative expression. A lot of engineers’
and scientists’ core desire is knowledge. A lot of quality people, QA inspectors, quality managers and Six Sigma managers are driven by the core desire of security because they
like control processes and procedures.
A lot of the young upstarts – especially those in business

development, marketing and sales – have liberty as a core
desire. Some may be financial independence, but most are
liberty people.
Again, you can start recognizing, even by the type of job
they gravitate to, is kind of an expression of their core desire (guys, I want to make sure you understand that), and it
will tip you off as to what they value and what their core
desire is.
Security is really that place of control and knowing that
things are status quo and the ship is sailing even keel. They
have processes and procedures in place because they like
that kind of an environment.
The next one is adventure. Now, you may or may not have
this. But you’re going to have some of these people and
you’re going to recognize them for adventure. They are the
life of the party in your group. They’re always planning
things. Event planners typically have a core desire for adventure because they’re adrenaline junkies. They like fun
and they want to be in a party environment (i.e., wedding
planners, event planners). At the extreme of adventure are
people who do micro-aircraft flying, bungee jumping and
skydiving. They’re adventure freaks.
So you kind of bring it back to your workplace. These people typically like to have fun and they’re always goofing
around. It’s not that they’re not doing work, but they’re very
adventure-oriented. They want to plan things and get
things going that are fun within the team or the division.
They’re not necessarily into all the details of implementation. So that’s adventure.
Health. Again, it just depends on what kind of company
you’re in. People who have health as a core desire are very
concerned about health and wellness. If you look at companies that deal in nutrition supplements, or health and wellness, or acupuncturists, or people who are nutritional or
fitness coaches.
It could be within a large organization, like a 24-Hour Fitness.

There are a lot of people who have a core desire of health.
So if you’re in that kind of industry where you’re in the fitness/nutrition/wellness industry, a lot of these health core
desire people are gravitating towards wanting to work for
your organization because that’s one of their core desires.
And number ten, the very last one, is creativity. Creativity is
a little different than recognition for creation expression.
Recognition for creative expression are the people who
want to be out there (thinking of Steve Jobs is perfect) because they’re a creative person but they also want to be on
stage. They want to be the center of attention.
I think a guy like Bobby Flay – like you were talking about,
Jim – recognition for creative expression. He’s a very creative individual. I don’t know him, but just from watching
him he likes to be on stage. He wants to be part of it.
Guy Fieri who does Diners, Drive-Ins and Dives is another
one. I mean, look at his hair and his earrings. That guy is
the epitome of recognition for creative expression. That’s
his core desire. Is he achieving financial independence and
liberty? You bet, man. It comes along for the ride.
But you’ve got to look at what starts to drive it all. Creativity
– the tenth and last one – these are people who value the
creation process and being creative. They don’t necessarily
want to be on stage and be famous and show it to everybody. But they want to work and create things.
A lot of times the extreme people who are creativity can
even be creative savants. They have trouble working to a
schedule. If you do a schedule with them they’re going to
go, “Whhaatt?” because they’re on a whole different plane
of creativity.
And this is true in the sciences. I’ve met people in physics,
nanotechnologies and mathematics. I think Einstein’s core
desire was creativity. The guy was a genius. He didn’t necessarily want to be on stage, but he was driven to create
what he did.
Another famous individual, Thomas Edison, creativity to

the max. His core desire was to make a change. Now, he
may have had some legacy in there. But you’ve got to remember, what was really driving him to do the 1000+ trials
on the light bulb to finally make it work? It wasn’t legacy –
it was, ‘I want to create electricity’. I want to create this
thing that works. And he was driven every day by that for
years.
You’ll have people in your organization who are creative as
all get out, especially if you’re in the entertainment industry. I have an older son who’s in animation and he’s a creative. They just love to create new ideas. Can they do it to a
schedule? Yeah, sometimes they can if you give them the
right structure. But a lot of times they’re out their creating
these new ideas.
This is where, in companies, if you have a Skunk Works or a
research facility or whatever, creatives love to work in that.
Genentech, bioscience and biotech firms attract a lot of creatives, because whether it’s a human genome project or
DNA restructuring or whatever they’re doing, they’re creating science on another level.
So that’s the top ten:
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
Jim:

Liberty
Legacy
Financial independence
Recognition for creative expression
Autonomy
Knowledge
Security
Adventure
Health
Creativity

Great. Awesome! I love that list. Because you’ve opened my
eyes to it, I can’t talk to somebody now without trying to
figure out their core desires.
What’s great about it is having an inquisitive mind as a
coach plays a big part of when you want to understand

somebody. I think it’s just understanding and being in a
higher level of communication. When you understand
somebody’s core desire, you can speak to them where it hits
home every time, and that’s where the goal-setting comes
in. So that was great. Thank you, Peter. That’s fantastic!
Peter:

You’re welcome. So where are we at?

Jim:

We’re actually ready to wrap this up with a question: “What
is the power of intention? And why it’s important in organizing your goals?” If you want to go ahead and take that on,
then I can wrap it up there and that would be great.

Peter:

Jim can speak a little bit more to the power of intention. I’m
going to talk to why it’s important for an organization to
have goals.
Just as a wrap-up, guys, it’s important because go back to
that model of the concentric rings like a living tree. Your
organization is a living organism from individual to team,
team to department, department to division, and division to
corporation. And each “ring” has its own set of goals, its
own “what”, its own “why”, and its own “how.” And they all
have to be linked, fed, and nourished.
It’s important to understand core desires. But then as you
move through it, it’s equally important to have these goals
that fit with whatever ring you’re in, because having those
goals is what gives you that focus of clarity.
I always tell people in business, I don’t care whether you’re
in a corporate setting or in a small business entrepreneurial
setting, in all my career, it boils down to two key words: “If
you could define success, what would that look like?” and
this relates directly to the goal mindset.
Number one, is every day you have to be crystal clear – clarity of purpose, clarity of work and clarity of linkage – to the
higher level of the organization and the [living] organism. If
you’re crystal clear and you have that clarity of focus... and
we have to fight for that every day. I know, because I used
to be on product development with projects and things like
that.

Sometimes “you can’t see the forest for the trees” because
you’re fighting all the time and asking, “What is it we’re
trying to do here? What are we trying to solve? Let’s not
lose our way. Let’s not get unfocused and derailed.” So clarity of purpose is crystalized in these goals you can always go
back to. That’s number one.
Number two is managing the overwhelm. We work in horizontal environments in the corporate world, which means
there’s less hierarchy. There are less people doing more
than ever before in the United States of America. If you look
across the world, we work more, take less vacations, and
work longer hours on a given week than anybody.
We get hit with messaging, emails, phone calls, and work
tasks. We’re constantly barraged, and we’re almost in a
state of overwhelm all the time. This is what causes stress.
However, if you’re crystal clear on what you’re doing and
how that is achieving the goal at the next level up
(individual to team, team to department, department to
division, division to corporation). If you have clarity of focus on what it is you’re doing each time -- even when you
run into bumps and you’re doing the rollercoaster ride of
creativity and innovation – you’re still going to end up being successful at the end of the day.
I can say that goals when done the right way (whether you
use RUMBA or SMARTY or whatever you use) are crystal
clear, can be measured, are specific and timely, you are going to be successful in your organization, Jim.
Jim:

Absolutely. Very well said. I’ll wrap up the goals with the
understanding of the power of intention. Now, there’s a lot
of New Age thought that’s been out there, especially in the
popular book and the movie called “The Secret,” that talks
about manifesting the goals in your life. And “The Secret”
was all about the power of intention.
I want to step away from that for a minute. There’s actual
scientific backup on this, and understand this is not just
woowoo New Age thought that brought this to mind. This

has been around for ages.
When I work with my team I’m constantly wanting them to
remind themselves of what the goal is, so the technique we
use is by making weekly and daily intentions. I believe
when you have that overall goal or that chief aim, by breaking it down quarterly – like you mentioned – into 90-day
goals, it’s very powerful. The reason being is because we do
go into overwhelm very quickly.
I have to manage it every day, and I have to remind myself
of my intentions. The times I have the most clarity and the
most focus with the least amount of overwhelm is when I
put the power of intention into work. I always have my chief
aim on the wall, and it’s always there to guide me and remind me.
But what I live by are the intentions I set, and I’ll usually set
my intentions on a weekly basis. When I work with my
team, we’ll meet once a week and we’ll set our intentions for
the week.
The whole purpose of the intention is like a mini-goal as it
keeps you focused.
I take it a step further. Once I set my weekly intentions I
break them down into daily intentions, and I do that to
complete the week as opposed to just making daily goals. So
my team’s and my intentions for the beginning of the week
are all directed towards the chief aim or the main goal of
our company or division.
A popular joke is “How do you eat an elephant?” “One piece
at a time.” Well, an intention is like a little piece of the elephant. It breaks it into chunks. The power of chunking
things down reduces overwhelm drastically, but it keeps the
focus where you’re really targeting the direction you want to
take for that week.
I’ll give you a clear example of what happens when you go
off that and you have interruptions. I’m sure many people
are familiar with one of the four quadrants of “important
and not urgent.” The whole understanding that when something is important to you but not urgent can be, in most

cases, where you want your intentions to lie. But when they
get to the point where they’re important and urgent, it usually means you weren’t setting your intentions properly and
it’s coming to crunch time.
It does happen, and sometimes to no fault of your own. But
if you can, you want to keep the four different quadrants:
1.
2.
3.
4.

Not important and not urgent, which is like sitting
down and watching television and having a few brews
Not important and urgent, which is like getting your car
washed. It’s not really that important, but it’s urgent
because it looks filthy.
Important and urgent, which is when you don’t pay a
bill and they’re going to shut off your gas or your power, and that becomes really urgent.
Important and not urgent, which is where you want to
put the majority (80%) of your efforts and your time, if
possible.

The power of intention, more than anything else, keeps you
focused and reduces your overwhelm.
But there’s another thing that happens, which is something
called the “Reticular Activating System (RAS), the part of
the brain that helps us focus. “Reticular Activating System”
sounds like a fancy name, but basically it’s what you focus
on is what you get in return.
The power of intention is about reminding you what’s important. Previously we talked about having that one-on-one
meeting between you and your team, and you and individuals. When you get to the power of intention, you can have
that weekly meeting in person, over the phone, on Skype or
any electronic methods. Sometimes it’s done where you put
down your intention and send it out by text to all your team
members. So which ever method of communicating your
intentions is not as important as making the intention and
proclaiming to your team.
You use the power of RAS all the time. When you’re focused
on something, more likely it’s going to be attracted to you. I
use the popular example of the process of looking for or

buying a car.
I’ll use my own example. Recently I fell in love with the
whole idea of owning a Tesla, which is a complete electric
car. I thought, Wow, this is something completely different.
It’s something I think I would like to own. The more I
learned about it the more I got excited about it.
As you can figure, I had hardly ever noticed Teslas on the
road before. Now, not only am I noticing them more, my
wife is noticing them too. She’s constantly pointing out,
“Look, there’s a Tesla. There’s another Tesla!” Of course, I
tease her and call it a “Tesler” with my East Coast accent
which pops out once in a while.
It’s funny, because she then starts talking like that. “Look,
there’s another Tes-ler.”
I never noticed them on the road before, but I know they
were there. It’s not like all of a sudden I made them happen.
They’re there because I’ve restructured my RAS filter to let
them in by intention; whereas before I didn’t. And once you
start noticing, your focus gets really set. It becomes much
more fun and your intentions become more real.
The whole idea behind manifesting is nothing more than
being focused. You’re not being pulled into all different directions because you know the path is clearer. And the
more you keep setting your intentions – even if the intentions don’t happen – the power of intention is setting the
intention. Whether it happens or not is not the power of it;
the power is setting the intention.
It will happen when everything lines up right. But without
setting the intention, you’re opening yourself to a void and
that vacuum will attract anything that will fall into it. And
most of the time it’s not what you want. So the importance
of being a leader in your organization is to be able to keep a
regular power of intention set on a weekly basis so everybody knows what’s expected of them.
If, over time, that intention isn’t being fulfilled, and you’re
setting it yet nothing is being done, that’s where you as a
leader will take somebody aside and say, “I noticed you put-

ting an intention out there. Is there something going on I
should know about?” Sometimes it might be a personal
challenge, and sometimes it might be the person isn’t connected to the original goal. So that’s where you need to reconnect it and relink it, and find out how you can do that as
those things do happen.
But for the most part, I think setting an intention on a
weekly basis is the key component, because it becomes the
action to your goal. After all, a goal is nothing without action. Once you set the intention, if you don’t take those
steps towards a goal it’s just not going to happen. So I think
intention puts you into action and keeps you present to
what you want.
I think that’s pretty much it. I don’t know if you want to add
to that; otherwise, I think we’re complete with Goals and
Visions.
Peter:

That’s a good way to wrap it up, Jim. I like it and we will
move over to the next piece here...

Jim:

Yep. That’ll be Vision and Goals.

“Stick to a task 'til it sticks to you...Beginners are many, but finishers are
few.”
-Jimmy Valvano
“Success is nothing more than a few simple disciplines, practiced every
day; while failure is simply a few errors in judgment, repeated every
day. It is the accumulative weight of our disciplines and our judgments
that leads us to either fortune or failure.”
- Jim Rohn
In this chapter Jim and Peter talk about the four key pillars of creating
commitment and trust in an organization. And they ask the two key
questions you should be asking yourself everyday. Do I trust myself?
Am I someone who others can trust? If you can’t look yourself in the
mirror and answer those two questions with a resounding yes!, there’s
some work you have to do on yourself. It’s the collective actions you say
along with the words you communicate. And as you know, actions speak
louder than words. They draw from their own experiences and works of
Stephen Covey, Jim Rohn, Tony Robbins, and Jimmy Valvano to help
you learn:


Why the synergy between commitment and trust is so important



What does commitment really mean?



What does being trustworthy really mean?



What is the real backbone behind building trust?



What are the four cores of credibility to be really trustworthy?

So let's dive into chapter 4, Commitment and Trust and listen in as Jim
and Peter talk about how to build the backbone to a world-class organization.
Peter:

We’re at chapter four: Commitment and Trust – the Backbone of an Organization. What’s the opening comments
here, Jim? What do you have for us on this particular chapter?

Jim:

Well, for me commitment and trust go hand-in-hand. When
I talk to some of my really good clients, many times when
we’re doing their objectives for a training program they’ll
say, “We seem to have some issues with trust. And our different leaders don’t feel like there’s a strong trust between
them.”
I ask them, “How well do they know each other?” And they
say, “They get together once a year.” I go, “Oh, really? Let’s
say, for instance, you had a boyfriend or a girlfriend, and
they lived across the country and you got together with
them once a year. Then in between you connected maybe
once in a while by phone, but mostly by emails and texts.
When you saw them again, would you feel very amorous
towards them? Would you really feel that romantic spark
was there when you saw them once a year?” Of course
they’d usually say, “No.”
I’d go, “Okay. So what makes you think this is any different?” Relationships – and I don’t care what organization
you’re in – are the glue that holds it together. The main assets in a company or organization are your people. The glue
that holds it together are the relationships, and without
those relationships you can’t function on a high level – it
just doesn’t work.
Those Geico commercials always come up with some cute
little witty stuff they put on television to get your attention
(heck, I’m talking about it so it must work). They have that
little gecko that’s always featured in the insurance commercials. In one of them they were doing a trust exercise, and it
was all about falling backwards. Of course, this little gecko
was the size of a peanut, and this 200-pound man is going

to fall backwards for him to catch. I always thought that was
comical.
We used to do that in Boy Scouts where somebody would
climb on a table and fall backwards and the team would
catch him. It’s really an old-school example of what trust is.
Anybody can jump in and catch somebody at a moment’s
notice, but I’m talking about the day-in and day-out trust.
The reason I put Commitment and Trust together is because there’s a synergistic quality to both commitment and
trust that I think really shows the more you see it.
Just to give you an example: We were just talking about
how important it is to connect to the higher purpose of a
company with a vision and a mission, and understanding all
that. When you become a part of a company, you’re part of
a family in the sense that an organization is built on relationships like a family.
If right from the get-go that family isn’t the type of family
that appeals to you, you’re going to continually have problems with commitment and trust. Commitment means
more than just taking a job and receiving a paycheck; commitment means you’re totally connected to the purpose of a
company.
I’m sure you’ve had employees that’s happened to in an organization – I know I have – where somebody was just
passing through and you could feel it. When that happened
to me, there was a trust issue amongst the team.
When you have a person who’s not committed to the overall
excellence of your organization -- and their production is
only half speed or half quality and they don’t feel like a part
of the team or anything -- it’s not because the team hasn’t
made the effort. In most cases it’s lack of commitment.
When someone puts their commitment in, it’s not just
about showing up, it’s about showing up 100% where
they’re connected to the higher purpose of why they’re
there. Of course, that goes back to linking their personal
goals to the goals of the organization.

But there are times when someone doesn’t want to commit
for whatever reason it’s felt throughout the entire organization. You can feel when there’s a non-commitment it
doesn’t show the trust process, and you can’t count on
somebody who’s not going to be committed to the same
cause you are.
Peter:

I totally agree. We could talk about all this other stuff as it
relates to communication, collaboration, goals, vision, leadership and coaching. But the most important chapter is this
particular chapter and module, and this is why Jim calls it
“the backbone.”
Whenever you don’t have trust – and I’ve seen this in organizations where the employees, teams, or the individuals
look to the leadership and they don’t trust them – it’s basically because if you don’t have credibility you’re not trustworthy.
I love Stephen Covey and I've read The Seven Habits, and
also read The Eighth Habit. The Seven Habits talks about
your private and public victories, which are:
1.
2.
3.
4.
5.
6.
7.

Be proactive.
Begin with the end in mind.
Put first things first
Think win-win
Seek first to understand, then to be understood
Synergize
Sharpen the saw

But, I believe his most important work, is when he came out
with The Eighth Habit and The Speed of Trust. I’m going to
talk about that a little bit, because I have a little different
take than Jim has on this. They’re both right – I’m not saying it’s right or wrong.
When I read that book it blew me away, because it really
helped opened my eyes to not so much about whether or
not I was trustworthy, but how people would view me and
whether I was trustworthy to them.

Jim, there are a couple simple questions you’ve got to ask
yourself, and I don’t care whether you’re an individual, a
team leader, an engineering manager, a lead chef or an executive in a company:
1. Do I trust myself?
2. Am I someone who others can trust?
If you don’t have those things down, you’ve got a long ways
to go to develop credibility and that trust aspect.
You’ve got to answer those questions first for yourself. If
you don’t even look at yourself as trustworthy, you’re going
to have a lot of incongruences.
As it relates to what Stephen Covey’s The Eighth Habit and
The Speed of Trust, he talks about the four cores of credibility and I’m going to go through those. I always keep these
near my desk, because it’s a great reminder of what it really
means to be trustworthy.
Core 1: Integrity, which is basically your character. In other
words, if you boiled it down to what the heck is integrity, in
my mind integrity is what you say is what you’re going to
do.
I’m sure you guys are nodding your heads going, man, I see
a lot of executives and leaders who say one thing and they
do another. And it totally blows the leader’s credibility, so
therefore the trust goes out the window.
You’ve got to have that integrity piece, and integrity is as
simple as “walk the talk.” So if you’re saying something you
better be doing it.
That goes back to my story I told Jim a while ago of Donut
Boy, which is you’re not only a creating a story and a buzz,
but you’re demonstrating your integrity. “I’m going to walk
the talk.”
That’s why I always said, “You work with me – you don’t
work for me” to people in my organizations. You have to

demonstrate that what you say and do are congruent. Because as soon as they’re incongruent those guys will have
their antennas up and they can sense that a mile away. So
that’s core number one Stephen Covey talks about.
Core 2: Intent, which is another character thing. Intent basically is you are in line with your value system. In other
words, whatever you or the organization have for values,
you better demonstrate them in your words and your actions.
Here’s an example: If you’re a leader and you tell people
how much you care about them – but in your actions you
don’t show that you care (you don’t send them little cards,
you don’t say thank you, you don’t treat them like human
being, or you don’t give them little movie cards or things
that really show you care based on what you say) – your
intent is not congruent – it’s incongruent.
Especially where it gets out of whack is when a lot of executives and leaders have motives for different things. In other
words, they have values, but their motivation is [focused]
on getting their golden parachute or bonuses. While they
may gain individually, they’re blowing it as far as trustworthiness, because people are going “Screw it. This guy is just
here for himself to get ahead, and he’s doing it on our
backs,” and that’s a very dangerous road to go down. So
that’s the second core of credibility.
Core 3: Capability, which is a competency type thing Stephen Covey talks about. Capabilities are your talents, skills,
knowledge, and capacities to perform something at a topnotch level.
You have to have certain competencies, because if you’re in
a leadership position – and people realize you may not have
the talents, skills or knowledge to be able to lead an organization or a team (this is why Jim and I are here to help you)
– then you’re going to lose in trustworthiness. People aren’t
going to look at you and say, “I’m going to follow that person.” Instead they’re going to go, “I’m not following that
person because they don’t know what the heck they’re doing. All they’re doing is creating a whole bunch of chaos.”

Talking about core desires, the way to increase your capability is to follow your strengths and passion. Jim, I don’t
know if you read the book, Strength Finders (it has tests in
there), that talks about developing your strengths. Most
managers and performance appraisals focus on how to develop your weaknesses and how you can improve and I
think that’s all backwards.
When I read that book Strength Finders, it really opened
my eyes to working with people from their strengths. You
capitalize on their strengths and don’t worry about their
weaknesses, because there’s always a person who has
strengths where someone has weaknesses in your organization. So capitalize on their strengths and their passion, and
drive towards that so they can continue to build their capabilities and their competencies.
The key thing about doing that is you want to constantly
remain relevant by continually increasing knowledge. When
I ran divisions in organizations, I never cut out of the budget the ability for people to go to conferences and different
things to learn and grow. It wasn’t that they were getting
treated to a plane ride to some exotic resort; it was that they
were going to increase their capabilities and competencies.
When they got back we talked about how that could be put
into the organization, so it wasn’t just a notebook received
and it was put on a shelf. The agreement was if we’re going
to spend this money, you’re coming back and you’re going
to teach all of us what you learned. And you’re going to lead
a team that is going to work with some of the new capabilities and competencies you’ve acquired. If they agreed to
that commitment to our team, I would approve their trip
request.
Core 4: Results. I can’t talk about this enough, and this is
attuned to that word “accountability.” Accountability is not
a scary word.
When I’ve led people in organizations and in my small businesses I’ve told them, “You know how to be accountable. Do
you know how you know?” They’d ask, “No, how do you
know that?” “Did you go to school when you were growing
up?” “Yes.” “Did you have homework you had to turn in? Or

were you an F student?” “No, I did my homework. I was a
good student and I turned things in.” “So then you were
accountable to the teacher because you had to turn in your
homework.”
This goes back to the story I told a few chapters ago of “You
earn the A, you earn the F,” so being able to demonstrate
that you can deliver results. I’m telling you, people don’t
trust people who don’t deliver results. If they’re BS’ers and
talkers, and they never deliver results, they’re going to be
labeled with that, and they’re not trustworthy. So results
are deliverables. They are what you contribute to the company in your own way, and you can’t hide from your results.
Covey said if the results aren’t there, neither is the credibility or the trust. It’s just that simple and it’s just that harsh.
You have to demonstrate accountability and results. So the
question is, “How do you improve results?” You first have
to take responsibility, and this is the whole thing with The
Seven Habits about your private victories. You have to
begin with the end in mind. But most importantly that habit number one is to be proactive and take responsibility for
your results. Not just the activity, but the results of the activity.
We talked previously about goals. Goals are the results, but
you have to achieve those goals. Yes, going through the actions, processes and activities are important; but they’re
never more important than the results you’re trying to
achieve. That’s number one.
Secondly is achieving the goals, because that ties into that.
How do you do that? You’ve got to be confident, and you’ve
got to assume you’ll be successful. You have to draw from
other people, which is why you work in a team environment. You can’t be a lone dog or a lone wolf, and know everything and achieve all the results on your own.
This is what Stephen Covey talks about in his public victories of number four “think win-win,” and number six
“synergize.” Jim, you’ve probably heard him talk about “the
whole is greater than the sum of its parts,” because that’s
what a team is and that’s what a team does. They are the

“whole.” The organization is a whole because it’s greater
than the sum of its teams and its individuals, because we
look at this as a living organism.
I always remember this quote, but I can’t remember who
said it. I don’t know if it was Jimmy Valvano or one of the
greats. I love Jimmy Valvano. In fact, my son and I just
watched the Cinderella victory of NC State when they went
through the tournament.
Jim:

That was great.

Peter:

They beat Michael Jordon, and they beat Sampson, and
they beat all these guys. Jimmy Valvano’s big thing was
“Never give up – don’t ever give up.” But I think he said in
one of his speeches (and I want to leave you with this as it
relates to building trust and those four capabilities), “Stick
to a task 'til it sticks to you... Beginners are many, but finishers are few.”
You need to understand that you are a finisher. You have to
finish with strong integrity, intent, capabilities and competencies. But most importantly, you’ve got to get the results.
You have to be accountable towards achieving those goals
and results in your organization. That is what builds trust,
that is what makes you trustworthy, and that is what will
get you promoted in an organization. That is the “secret
sauce to success” of working in any company.

Jim:

Well said! I like that. I wrote that down: “Beginners are
many, but finishers are few.”

Peter:

I love that quote. I have it in my office, because I’m constantly saying to people and myself, “We create. We implement. We go to market.”
Tom Peters used to always say, “Fail fast, fail often. Prototype it and get it to market.” Even though Tom Peters may
be a little questionable about his [study] results and things
like that, if you guys are Tom Peters followers.
But his message was strong back in the 1980s. Peter Drucker talked about that. What was that guy you were talking

about? That quality master you mentioned the other day?
Jim:

Dr. W. Edwards Deming.

Peter:

Tony Robbins is another one. They all did it in their own
way either through analysis, analytics, mathematics or personal communication and motivation. There are different
ways people come at this whole private/public victory, and
developing trustworthiness.
But the bottom line is these four cores of credibility are the
foundational four pillars of all of that that develops trust.

Jim:

Absolutely. And thank you for adjusting the vision of commitment and trust, starting with yourself. Sometimes I assume that, because when you’re in a leadership role that is
all part of what makes a leader. You’re committed to a
cause, and your trustworthiness is your word.
I think Landmark Education talks a lot about that, where it
says “You are the essence of your word.” You don’t need
more than saying, “Yes, I’ll get this done,” which is a commitment to the process and I think that’s very powerful.
There are very few people I can count on, one being my
wife, Renee. When something really needs to be done, I
know if I go to her it’s going to be done. It’s just a matter of
connecting the big picture with her, and the importance of
how everything reacts. She’ll jump on coals and run across
crocodile-infested waters, and do whatever it takes to get
something done. She’s probably one of the most committed
people I know, which is probably why I was attracted to her
in the first place.
Commitment is contagious, which is why it’s important as a
leader to take your commitment to the next level. People
are looking at you as the one who “walks the talk.” Though
they’re watching you, you can’t fool them.
When I’ve talked to people in our circles about looking for a
life partner, we used to have a three-month rule which is
“Whatever you’re committed will show up in three months.”
You can come across as an impostor for a certain amount of

time, but you can’t do it long-term.
You really do have to follow what’s truly happening within
you and your core desires, and be committed to a project or
an organization to be that leader. People can tell, and they
can see you in different situations where [the truth] will
come out.
So thank you for reminding me of that part. I just kind of
smoothed over that, but that’s the essence of being a leader.
Peter:

Jim, it wasn’t knocking you. As we’re teaching we’ve got to
get to the powerful essence. What really drives people is
their inner dialogue, core desire, and doubts and fears.
Whether it’s entrepreneurial, small business and large corporate multi-global divisions, the size of the role you play
doesn’t matter.
You have to get down to the foundational core essence of
asking what does being trustworthy really mean, no matter
whether it’s in a work situation or in a personal relationship
situation, like you were talking about with Renee. You just
mentioned she gets results. But if she didn’t do it with integrity, intent, and competency, you wouldn’t trust her as
much. But she has all four of those.
This is why I say you need to answer these questions. This is
why I love Stephen Covey’s stuff, because you can always go
back to it and learn and grow from it. I’ve read a lot of different books, as you have. I read about 150 books per year.
But the key thing is there are some timeless things about
certain people’s works. That’s why I talk about Joseph
Campbell’s, The Hero’s Journey. I recommend The Eighth
Habit and The Speed of Trust to everybody because he talks
about knowing what these four cores of credibility are in
there. And knowing that if you’re not credible, you’re not
trustworthy.
You have to have these four foundational elements of what
everyone sees as trust in their eyes. And when you don’t
have them, they have their feelers [antennas] up and they’re
not going to trust you.

I don’t care how much money you make, how many stock
options you get, how many golden parachutes you have,
how many bonuses you earn, or what fancy corporate cars
you drive, your leadership is affected because the foundation isn’t there. Your foundation is timeless and has lasting
value as a leader in any organization.
Jim:

Absolutely. That is so true. And this is why it’s a backbone
of any organization. When I look at some of the things
we’ve discussed, there’s a little bit of reiteration of some of
the things we’ve talked about. But it always comes back to
the same thing of being credible, and I say it in the way of
the “being.”
One of the things we talk about is the “be, do, have.”
Switching around the “be, do, have” is a synergistic way of
thinking. When you switch it around to “have, do, be” or
“do, have, be” you create chaos within an organization.
You use the words “walk the talk,” but I use the word
“being” which is a little deeper. When you’re being a leader,
and you’re being a team from a cultural standpoint in a
team culture, anything can be done. The synergy comes
from being committed to a cause, whatever it may be.
This applies not just to making money, as there are a lot of
nonprofits that could use this same understanding. Why
one nonprofit is stronger than another, in many cases it’s
the commitment and personal investment level of the people who run the organization.
I’ll use the example of Kangen Water®, which has helped
many people’s health. Usually the people who’ve had dramatic changes in their health tend to be the ones who are
more committed. You really trust them when they talk, because they’re coming from a place of certainty that nothing
else could have helped them.
“I was on a downward spiral of my health. I didn’t know
what to do. I’ve gone to the professionals, and I’ve gone to
the treatments. None of it was working, but drinking this
particular water has turned my health around.”

You can’t fake that kind of commitment level. It’s something in the core of the being that makes somebody that
powerful. It’s almost like armor in the corporate world,
where you have the commitment level to be the person you
need to be to create a team synergy and to be in action.
When you’re being something, you can do the things it
takes to have what the results may hold.
So the “be, do and have” in that order is very important,
and it is the backbone of an organization. When you’re being as a leader, you’re being the role of whatever it takes,
and you see that in nonprofits. When you have somebody in
a nonprofit who’s been personally connected to a cause, it
goes beyond just a paycheck and the quality of life. It almost becomes your “battle cry.”
I see this in a lot of corporations, especially in the head of
the company. I also see this on Facebook where they truly
believe in the idea of Mark Zuckerberg’s vision of connecting the world through technology, which is the “battle cry”
of that company. Some people don’t know the story behind
Facebook. But it’s huge when you understand his whole
being is about connecting people and making the world a
better place through technology.
People are committed to that. They come on board and they
follow that, because they’re part of a generation that has
embraced technology and they’re the next generation of
what’s going to happen.
You’re not talking about people who are punching in and
punching out, and have a nine-to-five job. These are people
who are thoroughly committed to this vision. Because
they’re following their “being,” the “doing” part is just a
matter of constantly doing the things that will take them to
getting the outcome they want, so it becomes very synergistic in nature.
It’s not hard – it’s seamless, it’s smooth. People enjoy working day-to-day, because they know they’re coming into an
organization that has a strong commitment in what they’re
committed to. I can’t stress the importance of the being,
whereas in most cases without that commitment you don’t

have an organization that can go forward – especially go
forward faster.
But if you really want to build a solid team, start it with you.
Look in the mirror and make the commitment to yourself:
What is it you want from this organization? And how far do
you want to go? If the answer is “whatever it takes,” you’re
in the right place. By building the right environment your
people will take you anywhere you want to go, and I think
that’s the most important thing.
Of course, all the other things about linking their goals and
their aspirations is the same thing as linking their commitment. When they know the company is going in the direction they want to go – they both want to make the world a
better place in their own way – that commitment level goes
way up.
That’s why the importance of taking the time with your
teams and sharing that commitment level is just as important as sharing the vision of the company, because all
those things are synergistic in nature.
I know we’re presenting this program and this book in a
separate analytical way. But everything is synergistic. If you
take away commitment and trust, a company will fall apart.
It won’t have the structure to grow because that’s a key element to help it go forward.
The team is more motivated when they know they’re all
speaking the same language, and they’re all singing from
the same hymn book. Everybody feels a comfort level when
there’s a commitment from all the key leadership. When it
strays out and all of a sudden that string of commitment
goes, that’s when trust breaks down.
You see it in organizations all the time where there’s a power struggle. But you can’t move forward in a power struggle
because no one knows what the direction of the whole is.
You mentioned this before, and I totally believe it, where
each organization is its own life form and its own entity. It
takes on a life of its own. If you have an internal conflict

where things aren’t being congruent, the commitment takes
it into trust. Without those two things synergistically working together, you’ll never have a team that’s motivated to
take it to the same level. It will survive, but then eventually
it’ll die and you see that happening all the time in organizations.
Until you fix that, and until you get all the leadership on the
same level, you’ll never ever get that synergistic feeling of
everybody going in the same direction. Even if they have
different goals to get to the common chief aim, they’ll never
have true success as an organization. The incongruency will
always be the major bumps in the road that cause a waning
of commitment from your organization, thus breaking
down the trust.
Peter:

I totally agree, Jim. One of the things you said, which gets
back to what we were both talking about, is if you have a
match with what you want to achieve with your core desires
and that of the division, watch out.
It’s good to do whatever it takes. But it has to be with the
four capabilities, and you have to do that with integrity and
intent to have capabilities and to get results.
One of my favorite quotes (another one I have in my office)
is from Jim Rohn who always had some really great things
to in the way he talked about things. His quote relates to
what we’re talking about, which is commitment and trust
being the backbone of an organization:
“Success is nothing more than a few simple disciplines,
practiced every day; while failure is simply a few errors in
judgment, repeated every day. It is the accumulative weight
of our disciplines and our judgments that leads us to either
fortune or failure.”
So that goes back to what we were talking about, which is
belief and these core capabilities. If you set the foundation
properly, and if you practice a few simple disciplines every
day (i.e., having that demonstration of integrity of intent;
showing and building your competencies; and most importantly being accountable to get results in the organization as it’s tied to goals and to the living organism which is

the division or the corporation). And if you have that clarity
of focus I talked about, you can manage the overwhelm and
dramatically reduce those errors in judgment.
It’s always the battle between making those few simple,
right foundational decisions versus those few errors in
judgment to get to success and not failure.
When I look at Jim Rohn’s quote it really resonates with
me, and I hope it resonates with everybody reading this
book too. Jim Rohn always used to say, “What is simple to
do is not always easy to do.”
We have to make choices every day, and we have to have
clarity of focus every day. We have to have belief and intent
every day and stay focused on our goals.
But the underlying foundation of it all is if we don’t have
credibility we don’t have trust, then nothing will move forward. The true backbone of the organization is each individual’s credibility is tied to other individual’s credibility. If
one person is out of whack they’re the weakest link, and
now you’ve got a problem or a cancer in your organization.
I told you guys the story of how one of my companies went
from number one in the world to number five within about
18 to 20 months in market share, and they were a global
leader in payment transactions. Because one individual was
not practicing the eighth habit with integrity, intent, capabilities and results, it forever destroyed that company.
Jim:

Wow. A hard lesson to be learned. It’s so much easier to
stay on top than to reboot and start all over. That’s for sure.

Peter:

Well, it is. If you’re a leader and you’ve gone astray, you go,
“I made a mistake. I’ve got to get back on path.” That goes
back to what I was saying, which is you have to look at
yourself in the mirror every morning, and you have to ask
those two questions:
1. Do I trust myself?
2. Am I someone who others can trust?

If you can’t look yourself in the mirror and answer those
two questions with a resounding yes!, there’s some work
you have to do on yourself. It’s the collective actions you say
along with the words you communicate. And as you know,
actions speak louder than words.
One of your questions, Jim, is “What is the best way to motivate your team into action?” Demonstrating your trustworthiness and credibility is going to motivate people more
than anything. It’ll even motivate them more than money.
You just brought this up a few minutes ago. You could motivate people in the short-term with other things but it
doesn’t last, because pretty soon the temple comes crumbling down around itself. If you want that long-lasting
growth, motivation and commitment, it has to be done from
these foundational elements. So the best way to motivate
your team as a leader is to be part of and demonstrate being
those four cores of credibility.
The other one we talked about was the linking of the “whys”
and the “hows,” and how that fosters commitment. If you
have these foundational elements, then the right communication, goal-setting and collaboration come.
Out of the six chapters in this book, Jim, you nailed it on
the head in Chapter Four about Commitment and Trust:
The Backbone of an Organization. This is the most important chapter, because if you don’t get this right you can
forget about having great communications and collaborations, or wonderful goals and visions. None of that is going
to happen – it’s just not.
I’ve seen many organizations thrive with this, and I’ve seen
many organizations becomes destroyed by this. Just like
Jim Rohn said, “...the accumulative weight of our disciplines and our judgments leads us to either fortune or failure.”
Since you choose what you want for yourself and your organization, I’m hoping you make the choice of fortune and
not failure. And make those right choices on those simple
disciplines, and walk the talk.

Jim:

Absolutely. I love the idea of the daily habits. Just to share a
quick story: We have the advantage of getting to see a lot of
different hotels operate in different ways. What’s interesting is the cost of a room is not directly to the quality of the
service you get in a hotel.
I know you’ve traveled a lot, Peter, and you’ve been all over
the world. I’m sure you’ve stayed in some of the finest hotels like a Four Seasons and a Ritz Carlton. And you’ve also
stayed in what I’ll call an “average” Marriott, which still is a
very good brand name. But compared to a Ramada or a
Four Points or something like that, a Marriott is a little bit
higher. Usually that indicates price point, and it’s supposed
to indicate service.
I had the opportunity work in some of the higher end J. W.
Marrriots, which are supposed to be right up there with a
Ritz Carlton as far as quality of service. One particular one
(I won’t name) had some issues. It wasn’t anything you
couldn’t repair quite easily, but it was definitely a communication issue and a lack of commitment to excellence,
which you could see in the day-the-day operations.
The [lack of] communication was more from mid-level
managers and leaders who weren’t connecting with what
the customers’ needs were. That’s an important thing, because you need that connection.
Within the same week I went to a Marriott on the outskirts
of Indianapolis, so it was in the suburbs. It was what I call
your typical hotel because it was a mid-sized 300-room
type of a situation. It was near a business center, but was
still in the outskirts -- it wasn’t in a downtown area.
When I go to those places I always expect a good level of
service. But this particular hotel was one of the few that as
soon as I entered the training room to check out its configuration, I had no less than five people separately ask me,
“Can I get you something? How can I be of service? Would
you like something to drink? Can I bring you something to
eat?”

Now, they didn’t have to do that, because I’ve experienced
many times where nobody would even acknowledge me in a
room much less offer me service.
So I had to find out what it was that made this Marriott different from some of the other Marriotts I had experienced. I
said to one of the people, “Hey, I really like your place.
Thank you for asking. You’re the fifth person who’s asked
me if I’d like to have to drink. Where did that come from?”
They answered, “We talk about that every day.” I said,
“Who talks about it?”
Whoever the manager on duty was (in most cases it’s the
general manager, but when the GM’s not there it’s whoever
the manager is on duty) would gather the staff employees
together. They’d try to accommodate people going off the
clock, and people coming on the clock, and they’d have a
short meeting every day. And that short meeting became a
daily habit.
I talked earlier about reforming your teams, and constantly
reminding your team about the direction you want to go. In
the hospitality business it’s a really hard thing to do because
of all the different schedules, especially being a seven days a
week, 365 days a year business.
By having that daily habit of taking a minute or two in the
lobby for a session where you say, “Today we’ve got a big
group in town. Let’s take care of them. Remember, we’re
here to serve them,” and that’s it every day.
I found out later that one of those five people who had come
in to the room to offer me something to drink wasn’t just
anybody – he was the GM! He was dressed like everybody
else. Everybody dressed pretty much the same. It was a little more casual with khaki pants and buttoned shirts -- neat
but business casual. He was walking around, because he
understood the power of showing his commitment by taking a walk.
Unfortunately, I didn’t have a chance to interview him. But
I remember that to this day, because he was an example of
how daily habits can form a group and a team to outperform and surpass any expectations they would have.

I think that’s a great example of what can happen in any
organization when commitment and trust are put on such a
high level. And it showed in the experience I had, and I’m
sure other people had as well.
Peter:

Jim, what you’re saying there demonstrates one of the two
things I look at as success: That daily meeting is clarity of
focus. It was crystal clear on what really mattered in that
particular organization. And because it was crystal clear it
was easy to implement.

Jim:

Absolutely. And if I have an opportunity to choose where I
want to stay, I’ll go out of my way to go back to that place in
a heartbeat.

Peter:

That makes a lot of sense. That’s a great story, because that
demonstrates in action when a company gets it right. And it
also demonstrates in action that this doesn’t have to be a
complex mathematical algorithm you have to do in your
company.
It’s very simple techniques. Jim Rohn was talking about
“simple discipline,” but it has to be practiced every day, just
like you were saying in your story there.

Jim:

It’s like a cancer within an organization. When your people
know you don’t care, they don’t care. It gives them a reason
for not caring and getting sloppy.
Talking about motivation, in an earlier chapter you talked
in about “big mo,” which is a whole other entity unto itself.
When you lose momentum and motivation, it’s much harder. It’s like a runaway train. It takes a lot to get it started,
but once it gets going it can barrel through just about anything because it’s so powerful.
You have to look in the mirror every day and ask, “Who am
I today? Who am I going to be? Who am I going to be to my
team, and how am I going to communicate with them?” It’s
not rocket science – it’s like what you said: Sometimes it’s
the simplest things.
In this case the general manager of this Marriott communi-

cated every day in person just a few words in a few minutes.
Nothing big, but it was just everybody knew it. Everybody
who was out there, including the kitchen crew, had stopped
what they were doing and in two minutes [they knew] this
is what we’re all about today. Ready, set, break! Let’s go do
it!
I think the most powerful thing as a leader is when you can
create that habit, whatever it is. Don’t phone it in because
people know when it’s phoned in. It’s got to be from the
heart. You have to be the product you’re looking for in your
people, and you’ve got to be consistent and create those daily habits.
Peter:

Exactly. Like I said, the first pillar or the first core credibility is integrity, which is what you say better be in line with
what you do. Because if it isn’t, you lose your integrity. And
if you lose your integrity, you’ve lost your credibility. If you
lose your credibility, you are not trustworthy in the eyes of
others.

Jim:

Absolutely. I like this one. This is good.

Peter:

Do we have everything covered on that one?

Jim:

Yeah. I think we pretty much covered everything. I have in
there “Why is commitment like a leap of faith?” which I
think was pretty much answered in what we’ve talked
about.
Tony Robbins says it best: “Fake it till you make it.” Some
days are harder than others, so you’ve got to look in the
mirror. I think it’s about being responsible for your own
state and your own actions, and realizing you’re going to
have challenging days.
Commitment is like a leap of faith when you’re having a
challenging day with things that might be going on within
the company. But you have to remind yourself that you’re
committed to a cause. And until there’s any other reason
not to be committed, you’re entrusting the people around
you to see you as the beacon.

You need to remind yourself daily that sometimes it is a
leap of faith where you have to get yourself motivated before you get out there. I always like to take the first part of a
day to remind myself who I am and what I’m committed to.
And who the people are who mean the most to me. And it
becomes a habit.
I think that as a leader you need to remind yourself of those
things; otherwise, you’ll miss opportunities of what is possible. You can’t take a day off with commitment. You can’t
say “Today I’m not committed.” A 24-hour, seven days a
week, 365 days per year commitment is always going to be
there. And when you embrace it, it’s contagious and it’ll
show with your team.
So I think we’re pretty good on that.
Peter:

Okay. Sounds good.

Jim:

I’m excited.

“The better job is right wherever you are right now. I challenge people
all the time when they say, “If only I could get rid of this one person I’d
have a great team.” Or “If only I could change the direction the company
is going.” I say, “No, you have to change. The transformation has to happen within you first.” There are outside influences you have no control
over. But the things you do have control over as a leader is what you
bring to the table -- that is probably number one.”
- Jim Connolly
You ever wondered what the difference is between management and
coaching? What really makes a great leader? And if you want to aspire
to become a great leader, what are the skills and abilities do you need to
master? If you have a team or around people in your workplace you can
inspire great leadership within yourself and others. I'll give you a little
secret...it goes back to trust and connection. To build that trust and rapport with your team you need to be more of a coach, and look at them as
your “star players”. We're going to help you learn how to be a great
coach from the greats like Phil Jackson, Bill Belichick, Sparky Anderson, and Scotty Bowman by:






Learning when you need to coach and when you need to manage.
How much time should you spend on coaching versus managing?
How to spot and coach potential in your team.
What does it mean to be a good leader?
How can you develop the highest level of leadership and be a mentor?

So let's dive into chapter 5, Coaching and Leadership and listen in as
Jim and Peter talk about how to become an inspiring coach, leader, and
mentor.

Peter:

Jim, I guess we’re starting with Chapter 5: Leadership and
Coaching 101. You have some specific thoughts and ideas
about the difference between management and coaching, so
why don’t you start there and explain what you mean by
that difference.

Jim:

Sure. It’s like any time you want to reexamine a paradigm
of what has and hasn’t been acceptable, sometimes the first
step is to redefine and identify what was before.
We’re always going to have the words “manager” or
“management” in the conversation. But where I see real
leadership going is more into what we call “coaching” right
now for business. What we looked at before as a management team is now more of what a coach would do.
The metaphor for a successful team has always been to look
at Michael Jordan who needed the right coach to take him
to the next level. We don’t know what would have happened, but it’s true that you need a coach more than you
need a manager.
The modern-day worker doesn’t want to be managed.
We’ve talked a little bit about the Y-generation who aren’t
going to be that employee who will blindly follow and be
happy with a paycheck, and stay with an organization for
decades. This is a whole new world economy, and things
happen very quickly.
So to build that trust and rapport with your team you need
to be more of a coach, and look at them as your “star players”. As opposed to these are my employees who give me a
headache every day and cause me to have a martini when I
go home at night. It’s a whole different mentality.
What I love about this chapter and this module is that it
really starts tying together all the things we’ve been talking
about (communication, commitment, trust, cooperation,
collaboration). And then you’re bringing everybody together with all those other tools (to be able to have active listening, to really look in the mirror and say “I’m being the best
leader I can be today. And I’m committed to this organiza-

tion, our project, our division and our group.”)
So what is your mindset when you’re given the job as a
manager, supervisor, director or a vice president? All those
are great titles, but they all really boil down to one thing:
They’re leadership positions, and each one demands a
coaching style more than anything else.
Depending what your actual position is and who your direct
reports are, to get the most out of people you have to look at
them first as individuals, and then bring them together as a
team. So a “coach” is probably the best word to describe
this.
There will be some overlapping of “management” and
“coach,” but what we’re really talking about is coaching. I
think breaking the paradigm will continue that word
“coach” (not to be confused with just an athletic team) as
it’s really the action of getting the most out of your people,
and looking for the win through your own team.
Peter:

Jim, to build off what you’re saying, a lot of metaphors and
analogies of “coach” and “manager” are drawn from the
world of athletics. I played baseball and coached for almost
24 years at a very high level. I've sent a lot of kids to college,
and I know a lot of guys who play major league baseball
now.
I always used to tell, not only the ball players but also the
younger coaches who came under my tutelage, when they
were working with them, “You coach in practice and you
manage in a game.”
What I mean by that (and this applies directly to the work
world) is that coaching requires the teaching of fundamental skills and other added skills that help you understand
how to perform your job at the best you can perform it. Like
we talked about before, as a coach you’re there to work with
people to define what good performance looks like in their
job, and the skills they need and capabilities they need to
deliver at a high performance level.
Basically a person’s core capabilities and competencies are

the four cores of credibility to get to trustworthiness (I
talked about that in the last chapter). What skills,
knowledge, capacities and abilities does that person have to
have? As a coach, and not a manager, your job is to help
them get roadblocks removed and to provide the environment for that person to be able to achieve and perform at
their best.
Like I said earlier in one of the chapters of the book, your
job is to “obsolete yourself.” If you do that you’re going to
move up as well.
If you look at that as compared to what a manager does
(you coach in practice and manage in a “game” like in baseball), a manager orchestrates all the things that have been
learned through coaching to put your best foot forward to
win in your marketplace at whatever you’re doing. Or win
in your product development team. Or win in the customer
service experience.
Management is the actual running and orchestration of the
set of events that have to happen with the people who are
working in that particular event who have learned different
skills, abilities and knowledge through your coaching. So
that’s how I see the difference between “coaching” and
“management,” and that’s what I did in the workplace and
that’s what you’re saying too.
If I had to put a percentage on it, Jim, you’re probably going to spend 80% of your time coaching, and 20% of your
time managing. You can’t be a good manager if you’re not a
good coach. It all starts with the coaching aspect, but you
have to have done that coaching in order for you to be a
good manager. Does that make sense?
Jim:

Yeah. What’s really great about what you just said, is when
we do our experiential training programs we introduce ourselves as “coaches.” Even though it’s a program that uses
food, instead of introducing myself as a chef, I introduce
myself as a “culinary coach,” because that’s really how I’m
defining exactly what I’m doing.
I rarely touch the food, but if you’re a chef your hands are in
the food all the time. I say, “Look, I’m here to guide you. I’m

not to interfere with what you have. If you’ve got it, you’ve
got it. You don’t need me to come over and tell you how I do
it because I’m watching you and guiding you along the
way.”
One of the first questions I ask is, “What is a coach? Has
anybody ever experienced a coach?” A few people will raise
their hand.
I also have an athletic background in sports. I just loved
group sports like football and basketball. I wasn’t as good in
baseball as you were, but I appreciated the game. I loved
group and team sports because of the interaction.
When I asked people if they were in athletics and had a
coach, I found that less and less people are in athletics than
my generation growing up. And I go, “Like, wow!” So some
people don’t even understand what a coach is, much less
what a team is.
They’re more aware of what a business coach is. So they’ll
ask, “What does a business coach do?” I’ll say first of all, a
good coach should be a good teacher. They need to be able
to teach maybe not what the person’s expertise is in, but
maybe teach them how to connect the dots.
If you’re a coach you should see the big picture. But sometimes as an employee or the direct report you don’t see the
big picture because you haven’t been there yet, so you’re in
the category of “you don’t know what you don’t know.” So
your job as a coach is first to teach; then your other job is to
guide, so you’re constantly adjusting.
I always use the analogy of when you’re flying in a plane
and you’re going from L.A. to New York. When you look on
the map on the screen in the plane you’ll see the arrow going directly from L.A. to New York. But in actuality it
doesn’t because it’s constantly adjusting. A good coach
would constantly adjust where they’re going as a team and
as individuals within the team.
The other responsibility of a coach is to create the environment, and I think we forget how important the environment

is to the team. As a good coach, if you create the right environment you’re already setting things up for success.
When I talk to clients when setting up our culinary teambuildings, I tell them I don’t want to see people fail just so I
can build them up. Like the whole idea of tearing people
down to build them up. I was never a believer in that.
When we’d conduct an action team-building, we’d always
set it up for success. We gave them challenges to overcome,
but not to the point where we wanted them to fail. We always wanted them to succeed as a good coach. I think your
job is to create the situations where they would have the
most success.
You did something great, which I love, in Hawaii for that
one company you worked with. You had Fridays afternoons
where families would come in to see where Mom or Dad
worked, and had food and music and all that stuff. It had
nothing to do with what you made, but it had a lot to do
with creating an environment of family and I think that’s a
huge thing.
Then the inspiration part is a daily thing. The other key to
success is as a coach you’re inspiring your group to be more
than they think they’re capable of. Not just the individuals
but the group itself. I think as a good coach you’re always
inspiring and helping lift your team to the next level more
than they can see themselves.
I think as a good coach you should take a step back to see a
group’s potential, and it’s usually greater than what they
can see in themselves because they’re too close to it. So as a
good coach you’re a teacher, you’re a guide, you’re an inspirer, and you’re also able to create the environment that
makes that happen.
Peter:

That’s a good way to put it. The key word there I think out
of all of it is “teacher.” A good coach is a good teacher, and a
good manager is a good orchestrator. Can good managers
be good coaches? Yeah, if you know how to teach people.
Can good coaches be good managers? Yes.

The distinction is when you’re a manager it’s more of an
orchestration. Looking at budgets, or an analysis of what’s
going on or quality systems, is the orchestration of it. But
you can’t get to those orchestrations unless you have the
fundamental teachings down. So that’s why I keep saying
without coaching in an organization, good management
can’t happen – it just can’t.
Jim:

Absolutely.

Peter:

The next thing is what’s the new paradigm of leadership?
And what is a leader? Well, to me a leader is the combination of a good coach and a good manager -- it’s an integration of the two. The only other ingredient you sprinkle in is
very good communicator and storyteller within the framework of understanding when it’s time to be a good manager,
and when it’s time to be a good coach. The culmination of a
good leader is to be able to switch back and forth.
I used to always see this on the baseball field. When I
coached in the club organization, we traveled all over the
country and played baseball at a very top competitive level.
I’d always say to the ball players, the parents or the other
coaches, “The sign of a very good coach is how little they say
and how little they express emotion during a game.”
Look at any kind of professional athletics, especially baseball. If you look at what goes on in any kind of game, or a
World Series game or playoff games, you don’t see coaches
screaming and jumping up and down and throwing tantrums. They don’t, because they’re managing the situation
from which they have coached to get to that point.
They’ve communicated the game plan to the team. They’re a
great leader and they know what their approach is on any
particular game. The inexperienced leaders, managers or
coaches who get drawn up in emotion, don’t have the skills
to teach, so therefore they get frustrated and become heavyhanded or emotional.
And this goes across both the athletic and work worlds. In
the work world, we call them a manager or supervisor, but
what they should be called is a coach, like you said, Jim. It’s
very important to have a performance plan to help the team

understand how to interact and communicate with people,
how to tell them stories, and how to teach them the skills.
And most importantly to understand that as a good coach,
manager, and a leader you don’t have to know everything.
But you do have to be the “roadblock remover.” In other
words, you need to help the team develop their path for
growth, and find ways to give them the capabilities, skills
and knowledge they need to be able to perform their job at
the highest level they can perform it. Then you’ve got everybody clicking on all cylinders.
Jim:

Absolutely. When you said that a sign of a very good coach
is very little said during a game, the first person I thought of
was Phil Jackson, the former coach for the Lakers and formerly of the Chicago Bulls in basketball.
Everybody always focused on his triangle offense and his
“zen” mannerism. But what they missed was he was a great
teacher. If you’ve read any of his books he said, yes, he believed in the triangle offense because it created a sense of
team and how to utilize the talents of his people best.
But during the game, like you were saying, while managing
the game he was very calm, and very rarely did you see him
lose his temper or act out on the sidelines. When you think
about all the better modern coaches, you see the same
thing.
Gregg Popovich for San Antonio is another example. They
did most of their work during the practice. I think in one of
Phil Jackson’s books he said most of his work is done in
practice.

Peter:

It always is.

Jim:

If they didn’t have it by then, no amount of adjustments he
made during a game was going to change the game plan
they started with because they were already conditioned.
I think that’s a great point. You’re conditioning your people
by being that teacher. You’re conditioning how to be at all
times, as opposed to we’ll just keep fluctuating to whatever

the situation needs.
Phil Jackson always believed in being prepared. Their
standard of playing was always so high that they didn’t have
to make adjustments during a game because everybody
knew what to do and how to make the adjustments on their
own.
Now you’re seeing a lot of coaches coming out of a system
like that, because it creates smarter players who become
coaches themselves later on.
The next thing a good coach should do is to teach someone
how to be a coach themselves. I think the next level of being
a great coach is to be able to pass on that understanding of
how to be a good mentor, don’t you think?
Peter:

Yeah, it is, Jim. The way I look at it is that’s the role of a
leader. Visualize a triangle, and the two bottom points are
coach and manager, and at the top is leader.
In order to be a mentor you have to be a good leader. Talking about Phil Jackson and all of the great coaches, when
they came into a game situation they became great managers. This is why they call them “managers” in baseball during a game.
We can talk about the logical chemistry aspects in the brain.
When you’re throwing a fit and are emotional, and you’re
releasing cortisone in the brain, it’s physiologically impossible to be strategic and think ten steps ahead. But a legendary Hall of Fame coach like Phil Jackson is on the side of
the court, but he’s thinking the game as if it’s ten steps already ahead.
To be able to manage and orchestrate, you have to have that
ability. But you have to do it in a calm fashion – that’s why
we talked about that.
A mentor has to see both sides of things, so that’s why I say
“a good mentor is a good leader.” A good mentor has already acquired the skills of being a good coach (we established that as a good teacher) and a good manager (which is

a good orchestrator and analyzer of the situation).
But you can’t truly be a good mentor unless you’ve mastered or are getting fairly good at those two things -- coach
and manager -- and you understand the distinction between the two. Then you can integrate those two as a whole,
and you can synergize them (like Stephen Covey talks about
in one of his public victory habits) in getting to mentorship.
Good mentors understand the distinction between teaching
and orchestrating, and they’re able to teach the people coming up underneath them when it’s time to teach and when
it’s time to orchestrate.
As a coach in baseball, it took me a few years until I had
some mentors where, as they talked to me, I started to understand the distinction between coach and manager. And I
learned what it was to be a good leader and when to provide
that mentorship.
But I realized you can’t be a good mentor unless you’re a
good leader. And you can’t be a good leader unless you have
good foundational skills and understand the distinction
between manager and coach.
I think if you were to pick any one thing – especially in the
corporate environment working in a team-type setting – the
first step is not to strive to become a good manager. The
first step is to strive to become a good coach. Because you
can’t be a good manager unless you’re a good coach. And
anyone can become a good coach no matter whether you’re
in a supervisory role or as a direct report.
Then after you’ve mastered those skills, you should look for
a leader who’s a good mentor who can help you with your
coaching skills. Once you become a good coach, then along
the way in parallel I’m sure you’re learning good managerial skills (i.e., data analysis, team orchestration), and gaining
project management, cost schedule and performance, and
customer service experience skills (like in your world in the
hospitality industry, Jim).
But once you have those as well, you’ll have the breadth and

depth of knowledge to be able to communicate in a storytelling fashion (like I was talking about in my previous jobs
in the corporate world). And be able to flip between manager and coach very freely and naturally where it just flows.
Then you’ll have the ability to teach people and to be a true
mentor. Because you’ll have developed these skills you can
help them understand when it’s time to coach in practice
and off the court, and when it’s time to manage during the
game when they’re on the court. That same analogy applies
to a work and a team environment.
Jim:

Going back to when you were talking about calmness, it
takes to be a good leader and to be able to plan ahead. Every once in a while my wife and I will watch a cooking show
like “Hell’s Kitchen.” The star of the show, Gordon Ramsey
– a fine chef in his own right – has become somewhat of a
media star from all the different shows he’s done, both in
the UK and the United States.
One of the things people see on almost a constant basis is
this guy blowing up and yelling, and they’ll shut down the
whole mock restaurant because the participants are constantly berated and being yelled at.
When you’ve been in that position in the past, you can’t
help but take personal offense to it when you see it. I’m
watching it and the guy’s calling people “donkeys” (I guess
he’d call them something worse if it wasn’t a family show),
and I’m going, is this really what people want to see?
I realize it’s all an act. I’ve met people who know him, and
they say it’s all part of the show and the editing to add the
spice that makes people want to watch it. But I turned to
my wife and said, “My gosh, they couldn’t go to my kitchens
when I had my restaurant because we were boring.”
Our kitchens during service were quiet and intense. I mean,
we had fun – especially during the preparation time and
getting ready. We used to have music playing in the background (not during but before service). Everybody was loosened up, and we were all getting ready.

Then when it was ‘go time’ during service it was amazingly
quiet. In fact, the waiters weren’t always privy to that preparation beforehand of getting yourself mentally ready. Unfortunately, their hours were shorter, so they didn’t have
the opportunity get mentally prepared. Sometimes they’d
be too noisy, and we’d have to take them aside and say,
“You can order but keep it calm.
We like the calmness – the calmness is good.”
When we were in action, if it was an issue it would be very
noticeable. So somebody over there on the side screaming,
that’s just an act and it’s the same way in the business
world. You can’t have somebody running around messing
up what we used to call “the flow.” If everything is flowing,
keep it flowing. You don’t want to stop that flow.
Every once in a while things would get backed up, so we’d
slow it down and breathe. Then we’d get right into the
whole flow of it. It’s important for human beings to be able
to breathe and continue moving forward as opposed to being stuck.
I realized it was just a show, and we barely watch it anymore because it’s the same shtick over and over again. But
people seem to enjoy it. But as far as doing that in your
kitchen day-to-day, I don’t think you’d keep people very
long.
Peter:

That’s entertainment – that’s not real life, and you make a
good point. That’s how he builds his brand. Your brand is a
portion of communication about what you represent, and
that’s how he’s building his and his uniqueness. But you’re
exactly right – that doesn’t have longevity.
The skills we’re teaching here to all of you who are reading
this book or are in our workshops is longevity and good,
basic, foundational principles on what is means to be a
good coach, manager and leader.
We got “do as I say” and heavy-handed management out of
the ‘50s and ‘60s, but that all went away. When I started my
career in the early ‘80s it had already into team collaboration and teamwork and things like that.

However, I think if you read books, or articles in Forbes and
The Wall Street Journal, there’s becoming a softer concept
of leadership and management in that it’s more humanistic.
I’ve always subscribed to that anyway. They call it the
“female side of things,” but I don’t necessarily agree that it’s
either male or female. I think it’s just a matter of it’s a good
way of how to relate to people.
When we initially started the topic of how to motivate people in the first chapters, you motivate them by understanding the common human condition of their inner dialogue
and core desire. I don’t care whether you’re at home with
your significant other or your kids -- or you’re at work with
your team, boss or your executive staff -- everybody puts
their pants on the same way and it’s all about that common
human condition.
So recognizing this is the case, it’s not necessarily the skills
you need to perform your job; it’s skills and knowledge as it
relates to how you communicate with people and tell them
good stories, and how you motivate them towards a higher
cause. We’ve talked about being the underdog and the character themes and all those kinds of things in previous chapters of the book.
But relating to people at the most foundational essence of
who a person is and what makes them tick, it doesn’t matter
how high or low-tech of an environment you’re in because
people are people everywhere. It doesn’t matter how much
education they have or don’t have. It doesn’t matter whether they’re making $20,000 or $350,000.
There are still common drivers to people, and these things
are all symptoms of their inner dialogue and representations in the outer world. For example, if a person is making
$350,000 versus $20,000 that’s an outer representation of
an inner dialogue of what’s happening.
Jim, you and I have said this before, and we both believe in
this. I’ve said, “Hey guys, you don’t work for me, you work
with me.” And you’ve said that no one comes to work wanting to do a bad job that day. They might be in a bad mood,
but they don’t want to come to work to do a bad job. Be-

cause if continually want to come to work to do a bad job,
guess what? You’re going to get fired.
The [real] nature of people isn’t “I want to do bad work and
I’m proud of it.” Or “I’m lazy and that’s okay with me.”
Yeah, there are people like that. But those people are on the
extreme ends of the bell-shaped curve. Most people want to
come to work and do a good job. They want to know what
good performance looks like so they can achieve that.
They’re looking for and longing for a good coach who can
help them in their careers and move them forward. They
want to learn the skills of good management (the orchestrating, analyzing and performing those kinds of functions
to manage).
Ultimately, the pinnacle of all that is people really want to
strive in their own way to be good leaders. It’s not just in
the work environment; it’s also how can I be a good leader
as a dad [or a mom] at home?
To me, Jim, leadership is the core desire of legacy, because
by doing that you’re actually creating your own legacy that
you’re passing on to others. These are priceless skills on
how to become a good leader, how to integrate that management/coaching aspect, and how to communicate to people within that common human condition that matters the
most.
The outward expression of all of that is a great customer
service experience, hospitality environment, high-tech
products, and world leadership and market share are all an
outward expression of getting this right internally. We’re
talking about internal mechanisms here so that the external
can become self-evident, and I think that’s where that’s so
powerful.
If you don’t get each of these things right we’re talking
about in each of these different chapters of the book, you’re
never going to strive beyond mediocrity and the outer expression of it.
Jim:

Absolutely. I think from a leadership standpoint it has to be

the most important understanding of what true leadership
is. You can’t fool people and you can’t fool situations. If you
really care – and I think that’s what you’re saying – you’re
improving your skills as a leader just by reading or listening
to what we’re talking about right now as this information is
vital.
As any good leader knows they need to continually learn
and improve themselves because they’re the ones who actually make it happen. Nothing happens externally in anything until the internally is dealt with first. It’s only a temporary fix when everything is done externally. Anything
that’s going to be lasting and long-term has to be from the
inside.
In the previous chapter, we talked about being committed
as a great leader or coach. Being committed to your team is
the most important thing you can do as a leader in your division, department, and your company.
The internal is going to affect everything, and without that
you’ll be, as you said, stuck in mediocrity. You’re always
going to be at that place where you’ll be frustrated. This is
why people leave organizations, and why they’re always
chasing better jobs.
The better job is right wherever you are right now. I challenge people all the time when they say, “If only I could get
rid of this one person I’d have a great team.” Or “If only I
could change the direction the company is going.” I say,
“No, you have to change. The transformation has to happen
within you first.” There are outside influences you have no
control over. But the things you do have control over as a
leader is what you bring, from the inside, to the table -- that
is probably number one.
When you talk about leaving a legacy, in the hospitality
business – and especially when people are first starting –
you take on a lot of people in the apprentice role and then
they move up the ladder. Your goal is to make them so good
that they outgrow your organization and have to move on.
That sounds kind of crazy, because you’re training somebody to be great only to know they’re going to leave. Or if

you have the opportunity to expand either the size of your
organization or with other stores and promote them from
within. But if your organization taps out to a certain size
you choose to be that size, you’re going to end up losing
them, but you’re losing them in a positive way.
Some of those people who moved on would ask me, “Chef,
what’s the advantage of you giving us your secrets if we’re
going to eventually leave?” (People always talk about the
“chef secrets,” but in every organization there’s a secret.)
My answer was always, “You have to continue your growth
process. If you stay here, financially you won’t improve. You
will die metaphorically because you’re not going forward.
By you leaving you’re creating a touch of immortality. As a
good leader your legacy will get passed on. And your beliefs
and what you truly are as a leader will live on.”
Sometimes we don’t realize that until you meet up with
somebody later on who had left you and gone on to do great
things and they say something like, “My experience with
you changed my life.” When you think about it you go, wow!
The responsibility I have as a leader, and what I do to affect
people in a positive way.
Even if legacy isn’t important to you, I’ve had more people
apply for positions in my restaurant just because they heard
about the legacy we created. We had become that restaurant, that place where people come to get the training that’s
going to take them to the next level.
Even right now you see that in in sports and in organizations like Facebook. People see you’re attracting the best of
the best. You don’t have to pay them more than anybody
else, and you don’t have to throw out more perks. People
want to come to you because you’re attracting them as a
great leader that is the representation of a great company.
Continually improving yourself, and changing your internal
dialogue to something that’s going to affect you in a positive
way daily, is attracting people. You’re going to get the best
of the best, so you’re actually feeding the machine. You’re
getting the best talent, and you get to coach the best talent
because you’re demanding the best out of yourself.

The best way to explain this is even if you don’t believe in
legacy, believe in what happens to your organization right
now because you’re attracting the best. People come to you
– you don’t have to search them out. They’ll find you because they want a piece of that, and they’ll do whatever it
takes to be part of your organization.
Look at Forbes’ top companies to work for. They dedicate
an entire issue to that every year, and I’m sure many people
will pick that one particular issue up just because they’re
planning where they’re going to go next.
If you look at people who work at some of these fine companies who really take care of their people, you don’t even
have to have a list like that because word gets out. I think
one of the best reasons why you want to be the best leader
you can be is because, if you want your life to be better,
you’ve got to surround yourself with the best talent.
Coaches say it all the time when they win championships.
They don’t say “I did it. I’m the coach.” They say, “This a
player’s game, and you’ve got to have the best players.” The
best players want to go where people with a winning attitude want to go. And not just to win, but win in integrity.
I think that’s the best way to describe what great leadership
will get you in the long-run, and we used to have it all the
time. I’d have people constantly come to the door, and I
wished I could take them all in but you can’t. But the ones
you do take in are the cream of the crop, and that’s how a
winning organization keeps its winning attitude.
Peter:

That’s very well put, Jim. The only thing I’d like to add to
what you said – because I think you put it very beautifully –
is going back to what I’ve already said: Any company, division or team is a living organism just like the individual.
I mentioned earlier in our conversation that your job is to
obsolete yourself, and that’s what you were talking about as
well. Think about it in terms of a living organism. When a
woman is pregnant she can’t say, “I’m going to keep this
baby inside me for the rest of my life.” In that analogy, the

whole idea is to birth the baby and bring it into a new world
for it to grow, learn, improve and move out on its own.
And it’s the same with employees. As a good leader, basically you’re “birthing” a new baby, and it’s right for the organism (the division or the corporation) to allow people to
grow and move on. Now, they may move on within the
company, or they may leave and go to a different company.
That’s not a bad thing, like you said, because you’re doing
such a good job you’re attracting “star performers” to the
organization, and you’re making it better, and better and
better by allowing people to grow and move on.
All the things you just said are embodied in what is a good
leader. That’s how you manage high performance on both
new and ongoing projects. There’s really no distinction;
there’s only the right way to do this, and the right way of
leadership, and the right way of communication and mentoring.
That right thinking process of my job is not to hold these
people below me and not allow anyone to advance beyond
me. My challenge it to obsolete myself by allowing these
people to advance. And if someone happens to advance beyond me, then hey, I recognize that and I congratulate them
for that. That’s where you’ve got to move your ego out of the
way. You may want to have some introspection. Well, they
advanced beyond me, so what do I need to do?
Just because you become a good leader, doesn’t mean you
stop. I read about 150 books every year. I’m constantly
learning and drawing from people’s life experiences,
knowledge, skills and capabilities to constantly improve my
own capabilities. So by doing that I’m striving to be the best
leader, manager, and coach I can be in a business related
setting.
Unless there are some other things on leadership and
coaching – is there anything else we should be adding, Jim?
Jim:

I think we’re complete on this section, and I think we’ve
tied it all together with the other chapters and modules. It
really comes down to caring. When you hear stories about
managers in organizations it always comes down to when

somebody cares.
I love your Donut Boy story. If you really boil that all down
it comes down to you really cared. Delivering those donuts
was an action that showed how much you really cared.
When you get to the point where words no longer do justice
to what you feel, the actions speak louder than anything
else.
I think we’re good. This is what it’s all about with leadership.
Peter:

Sounds good.

As a Manager, Director or Supervisor, have you ever wondered...

 “How do I get my team motivated and engaged as I am so we can all work together
and be successful in our projects?”

 Why projects are often delayed or over budget and you feel it’s due to a lack of effective communication and teamwork?

 Why the morale and productivity of your team or organization couldn’t be better
and you just can’t put your finger on why it is...
Have you ever worried about...

 You’re not doing enough to stay ahead or your competition?
 The escalating costs, some as high as 213% of annual salaries, in replace good employees? Not to mention the ‘revolving door’ disruption this brings to your organization.

 That no matter what you do, projects will fail, team morale will suffer and leadership see you as an incompetent and incomplete leader?
What if you could...








Gain the knowledge that will help you effectively lead your teams?
Know how to engage your teams and lead them to realize their highest potentials?
Get your team to do the job right the first time
Effectively communicate at a high level
Create an environment of commitment and trust
Effectively complete projects on schedule

The iLEAD process begins with addressing your inner leader from the inside-out.
You’ll learn the new fundamentals in leadership that are needed in todays everchanging business environment. You’ll be able to “coach” your business team to victory much like the coaching great Jimmy Valvano of the ’83 NC State Cinderella team.
His credo for the team was, ‘survive and advance’ . To be great, as a leader, you must
set the vision, create the linkage, and then practice this commitment everyday. In
practicing cutting down the net, Valvano set the vision of greatness for his team. Now
it’s your turn using iLEAD. Just ask yourself, “When will it be your time to cut down
the net? Find out more about our one day workshops and online courses by going to:

http://www.ileadcoaching.com

We've put it all together in this chapter by giving you our top 10 coaching tips – Letterman-style. You can apply these 10 tips to create the type
of coaching and leadership environment that has stellar communication, great collaboration, connected people to your organization, strong
trust and commitment, and inspiring leaders.
When Jimmy Valvano showed up to coach NC State, he brought the
players together and shared his vision of winning the NCAA title. He
created the vision of greatness and that pinnacle of success by practicing
'cutting down the net' during practice so his players could see the vision
of greatness that he saw for the team.
You have to ask yourself, “When will it be your time to cut down the net
in your organization?” Bring the coach out from inside yourself. Put
what you've learned into daily practice, starting first with yourself, then
with your team, and let it spread throughout your organization until you
are finally at your own NCAA championship where you've arrived as a
world-class organization and can cut down your own net.
So dive into chapter 6, Coaching in Action, and listen in as Peter and
Jim talk about how to put what you've learned in this book into action
within yourself, your team, and your organization.
Peter:

We’re back at it with the next section, which is our last
chapter called “Coaching in Action.”
This is a good question you have here, Jim: “What are the
top ten coaching tips to connecting with individuals on your
team?” So let’s jump in.
There’s no order of priority. But in my opinion I believe this
one is probably the number one of the top ten. So I’m going

to throw it out there, if that’s okay with you.
Jim:

Ok, go for it!

Peter:

From the top ten coaching tips (we’ve talked about this before), my most important tip I could give to anybody goes
back to what I talked about earlier. When people ask me
what the keys are to business success (I’ve talked about
clarity and managing the overwhelm), in my opinion the
number one tip is to be able to have crystal clarity every day
and every week to know exactly what it is you need to do by
being focused.
Stephen Covey has the whole North Star Planning System
around that. There are a lot of really good ones out there. If
you don’t have clarity on the direction you should personally be having in your career -- and the direction your team,
division or corporation should be heading -- you’re going to
have a tough time being an impactful coach.
So my tip number one is crystal clarity of focus. One of the
hardest things to do it to have crystal clarity on a daily basis. We all have trouble with that, but that’s what we all
should strive for.
Do you want to throw out a tip?

Jim:

Yeah. I think tip number two would be to remind yourself
that you need to daily connect with your team (I use the
word “reform” your team). It’s like you don’t brush your
teeth when there’s a need to brush your brush. If you had
an aioli or garlicky pasta, yeah, you might to do that. But
you’re going to brush your teeth twice a day or three times a
day regardless of what you did or didn’t eat.
It’s like “reforming” your team. The group or the organization is a living entity, and by reminding your team on a daily basis, you’re reforming that team. You can’t wait until
things fall apart and give it attention. So every day you need
to take a moment to reconnect with your team to remind
them of who they are as an entity.
That goes hand-in-hand to have clarity. But part of that

clarity is also the clarity of being part of something bigger,
and that reforming is integral.
Peter:

That’s very true. Good tips. Another tip I think that’s important – tip number three (you had touched on this earlier
in the recordings and the book) – is “listen, listen, listen!”
When we teach, we want to want to speak, talk and tell. But
being a good coach – and this also goes back to being good
in sales or communication – means talking less, listening
more, and practicing active listening (we defined that in the
previous chapters of this book).
You can become a good listener by asking good questions,
and by delving in to what they’re saying by showing authenticity and genuineness. And by actually listening to and
picking up cues about what the person is saying, and their
body language and eye movements, to really get to the heart
of an issue.
You can’t truly get to the heart of an issue, to assist a team
member or someone you’re providing leadership for in
finding a solution, unless you start first with listening to
determine what the particular need is that needs to be
solved.
Man-oh-man, early in my career I used to trip on this all the
time. Because I was in the mode where I was heading in so
many directions, I created this mentality that I’m a “fixer”
and that I had to fix everything. So I’d go “You do this... you
do this... you do this... you do that.”
While I had the capability and competencies to do that, I
was thwarting the growth of my team and the organization
(the living organism) because I wasn’t allowing them,
through listening, to be able to go through and solve their
own issues.
What I created (and Stephen Covey also talks about this),
was a reactive environment instead of a proactive environment. I became a babysitter instead of a true leader.
I was sitting in my office one day at a division I was leading,

and all these people were lined up outside my office. They
came in and they had their arms crossed: “What do I do
about this? What do I about that?” It was one problem after
another problem after another problem. By 8:30 in the
morning I was worn out.
This was when I was in my early ‘30s when I was starting to
move up through the ranks and I was still green and wet
behind the ears. That’s when I first read the book, The Seven Habits, and that whole thing of being proactive. He talks
about listening and “begin with the end in mind” and “put
first things first.”
All of the private victories he talks about – those first three
habits – hit me like a ton of bricks because I realize I had
created an environment that was imploding on itself. And I
did it – it was my fault!
From that day forward, I had to realize that I had to step
back, talk less, and direct less. I had to listen and ask questions more so people could start learning how to be proactive and think on their own without me doing the thinking
for them.
I transitioned a group of “robots” who did no thinking
themselves into a group of highly enlightened, energized
team members who were able to think not only their feet,
but think outside the box.
So my number three tip is “listen, listen, listen!” in order for
them to come to the heart of the issue and the solution they
would propose. Because the first and most important habit
Stephen Covey talks about is “don’t be reactive – be proactive.” There’s a difference.
Jim:

Just to add to that as the next tip, very close to it is, don’t be
the know-it-all and embrace the team mentality. Because of
our years of conditioning it’s easy to do it ourselves, and put
it on our backs and carry it all the way. Sometimes it may
work temporarily. But as you discovered it’s long-term, so
being the problem-solver doesn’t work.
So embrace the team mentality. Keep reminding yourself to

go from the “me” to the “we,” not just in the words but in
the whole concept of putting it to the team. Don’t shy away
and don’t try to be the Lone Ranger. Embrace that whole
idea of the collective is much smarter than the individual.
Let the collective take a stab at something. I’m not talking
about the little decisions of whether I’ll have rye or white
bread for lunch. I’m talking about big things that are part of
the production process. Sometimes the people who work
with you know the “how” better than you do. Let them help
and let them be part of decision making.
In the hospitality business Valentine’s Day is a crazy, crazy
holiday because you’re doing maximum numbers in customers two at a time. It’s not like the holidays where you get
groups of parties you can organize much easier; you’re doing a lot of organizing for two and two and two.
Everybody talks about the great chefs and service, but nobody talks about the great dishwashers. Yet, if you don’t
have a good dishwasher you don’t get clean dishes and silverware. In every organization, there’s a clean-up crew for
everything that happens. There’s the shipping and receiving
that needs to get the product out or receive the raw product
in. Those are necessary.
I always remember coming up to Valentine’s Day – the busiest day of the year by two – when I posed the question,
“Here’s my problem. I can’t have you guys (dishwashers)
here all night long, and waiting on you to finish up at the
end of the night. And we need to turn tables faster than we
do on a normal basis because it’s two, two, two and two all
night long. What do you think? Do we need to get extra people in to come in early? I was going to hire an extra guy or
two to come in to start clean-up at 5:00 and work throughout the night.”
But they came up with a better system than I did – it was
genius. They said, “We don’t want anybody in our way. We
don’t want any extra people until it gets busy at 7:00. I have
a friend who will come in at 7:00, but I want them to work
only on silverware.”
I didn’t realize this but now I know, nobody likes doing sil-

verware. I guess I should have known that because I don’t
like doing silverware at home either. It’s the whole sorting
and stuff that really gets people irritated.
They said, “Put one person on silverware and that’s their
main responsibility all night long. And if they do the cleaning, drying and the polishing and have it all lined up, it
makes thing go faster so we can turn tables faster. Then by
having them later we can get out of here faster.”
When you added it up, the extra cost of what I paid to have
an extra person paid for themselves. I didn’t have to have
late p.m. management staff stay later and pay them and
everybody else to wait for the dishwashing area to be done.
Well, everything was done at the same time, and we saved
money by having hired an extra person.
It wasn’t my idea – it was the people who did it day-to-day.
I went to the people who knew and I put it to the team. I
asked, “What do I do?” So that really plays off your whole
idea of being proactive in a reactive environment.
Another coaching tip would be to look in the mirror every
day (we talked about this earlier), and commit to yourself
and your team. We talked about reforming the team. But
you need to recommit to yourself and remind yourself who
you are and what you’re committed to, because that’s going
to drive how you interact with your team.
Peter:

I want to add another story as it relates to what you’re talking about of don’t be the know-it-all, and I was talking
about being proactive and listening.
I was a division executive for a company, and we worked on
a lot of different products. We were doing pretty high-tech
hardware, firmware, and software. This was several years
ago when it was at the forefront in technology, but now it’s
pretty commonplace.
In my environment, I had to work with electrical and mechanical engineers doing hardware, firmware and software.
Everybody had their thing to do as it related to getting this
product out, but there were constant complaints across the

board.
“Well, the mechanical engineers are giving us this information we need to wrap our hardware around.” Those were
the electrical engineers. Then the mechanical engineers
would say, “Well, yeah, we’d be able to do that. But the electrical engineers can’t figure out their board real estate to tell
us how big their circuit board is going to be, so I don’t know
how to make these parts.” It was constantly the other person’s problem.
They were going back and forth and shooting emails, and
whining and bitching and moaning, and I finally had
enough. I had come in to oversee this project. It wasn’t a big
team – there were probably about 15 of them, a typical project team.
So I got them into one of the big conference rooms. I’m new
to the team, so they still see me as the outsider. As people
came in and started sitting down I said, “Don’t sit down –
stand up.” Everybody was like, oh-oh, what’s going on here?
I had had it, but I was very calm. I thought (in terms of listening and don’t be a know-it-all but be proactive) how can
I can get across to these people?
I told them a story. “You guys are part of a larger story
about being successful. We’re working on a very cutting
edge technology here for a very large consumer market
that’s built a worldwide brand. We’re having some troubles
because you’re feeling like the other person isn’t giving you
the information you need to do your job well, and I get that.
“I have to ask you a question...” I love Stephen Covey and I
use him a lot for stories and metaphors. They’re all standing
up with their arms crossed. “Raise your hand if you’ve ever
read the book The Seven Habits of Highly Effective People.”
There were about four of the fifteen that had read the book.
There was a lady (a very talented electrical engineer) whose
name was Sarah who had raised her hand. I said, “Sarah, do
you remember what the first half in The Seven Habits was?”
She was kind of a know-it-all and she knew everything. “Oh,
yeah, I know it. It’s called “Be Proactive.”

I said, “Sarah, maybe you can share it with the group. What
does ‘be proactive’ mean?”
She said, “Well, ‘be proactive’ you are making the effort to
reach across to another person, or to take ownership for a
solution to get a certain result.”
I said, “Exactly.” I paused for a second and looked at them,
then I said, “Guys, have you ever heard of the old saying “if
you’re not part of the solution, you’re part of the problem”?
Their arms are still crossed, but they’re starting to look at
each other like holy shit, this guy’s right.
I said, “If you think about it, my recommendation would be
to number one, get a copy of The Seven Habits of Highly
Effective Leadership and start reading that book. At least
read the chapter on ‘Be Proactive’ tonight.
“And number two, if you have read it – Sarah and all you
guys who have raised your hands – re-read it. Because the
problem you have here is everyone is part of the problem
and not part of the solution. So going forward, I want you to
remember when you walk out of this room, if you’re not
part of the solution you’re part of the problem.
“Now, I want to see a show of hands right now, who wants
to be part of the problem here?” No one raised their hands.
“I said, “Good. We’re clear that you all want to be part of
the solution, so we’re not going to have this haggling and
fighting. We’re going to work together, and we’re going to
help each other solve each other’s problems. Because I bet
you electrical engineers have some things you can help the
mechanical engineers with.”
They were all beaming, like wow, he’s taking our side. I
said, “And vice versa, you mechanical engineers have a lot
of things you can help the electrical engineers with their
real estate requirements and their PCB board sizes.” And
then they started beaming.
“Do you get my drift? We’re all here on the same team, so
let’s act like it. You’ve got my meaning, so go forth now. But

remember, we’re all on the same team and we’re all part of
the solution.”
So they all left. I told a story that was funny, because about
two weeks later this guy named Kent – a software engineer
– came in to my office. He goes, “Hey Pete, you got a second?” I go, “Yeah?”
He said, “Well, I want to tell you that I was talking to my
buddy, John – the electrical engineer – and he was telling
me about this book he’s reading and it’s the best book he’s
ever read in his whole life. You ever heard of that book, The
Seven Habits of Highly Effective People by Stephen Covey?”
I just smile and I go, “Yeah, Kent. I’ve read that a few times.
It’s a pretty good book. You probably should get it yourself.”
Jim:

I love it! I love it!

Peter:

It’s all those kinds of things. But it goes back to these five
points we’ve covered:
1. Clarity
2. Connect with a team
3. Listen, listen, listen!
4. Don’t be a know-it-all
5. Recommit yourself every day
And that leads into the sixth point I hold near and dear to
my heart. Forget about political correctness. I never have
been a big believer in that garbage. I understand you have
to have that in a work environment – don’t get me wrong.
This number six is “understanding the value of personality
differences, and differences in background.” I’m not saying
it because it’s the right thing to do or it’s the HR thing to
do; I’m saying it because as a good coach -- and the top ten
things -- you have to understand that each person has different motivators and communication styles (we talked
about that in an earlier chapter about the DiSC model of
driver, influencer, amiable and analytic).
Different people communicate in different ways. As a good

coach, the key thing is you have to understand and be able
to communicate in a manner that is adapted to their communication style to get that maximum increased impact.
This even goes to pacing. In different parts of the country,
different people speak a little more slowly. That doesn’t
mean they’re more stupid than you; it just means that’s the
way they talk, so you’ve got to slow it down.
If you’re a driver and a high energy person, and you come
across somebody who’s an introvert who’s an analytic, you
can’t come at them the way you think, speak and act because you’re going to scare the hell out of them.
Tip number six is to understand and value different personalities and communication styles. But most of all, like we
used to say when Michael Jordan played for the Chicago
Bulls, “Be like Mike!” You’ve got to be like that person, and
if you are you’re going to go a lot further than if you try to
always do things on your own terms, communication and
personality style.
So that’s my tip number six.
Jim:

Absolutely. I love that.

Peter:

“Be like Mike!”

Jim:

Yeah, “Be like Mike!” I love it. Here’s number seven, and I
hear this from you all the time. To be an effective coach,
when in doubt ask a question.
First of all, I love how you sometimes use questions to get
somebody to stop and think for a moment. I love that idea
that a question can change somebody’s state faster than
anything else you can do. So that’s one reason.
But the other reason is it clarifies the situation, and gives
you time to be more resourceful. So when you’re in doubt
and somebody throws something at you – and things will
happen because that’s life, stuff comes at you – instead of
being a deer in headlights ask a question, even if seems silly.

By committing to the question, you will find out more. And
the person who’s on the other end of the question will believe you care because you asked the question. It’s almost
the antithesis of being the know-it-all, because by asking a
question you’re always inquisitive. People will look at you
like you care more because you ask questions, and I’ve had
that happen before.
Another great tip about leadership is to study the masters. I
think Tony Robbins says this best: “If you want to be the
best, study the best.” It might not be quite that way, but he
says you want to model yourself after successful people. I
notice that when I read about or study somebody’s way of
being as a leader, you learn so much. It might not be everything about a leader you’ll want to emulate; but there are
parts you can emulate.
One of the things I’ve noticed about you Peter (and I consider you a great leader) is your ability to ask questions. You
can stop people in their tracks no matter where they are
and in what state they are. When you ask a question you are
a master at changing people’s state, and getting them to
another direction.
You do this masterfully. You don’t just stop them, which
gives you a chance to be more resourceful. But when you
ask a question (I don’t know if you do this on purpose – I
believe you do – but your skill level is so high it becomes
automatic) you’re not only breaking their state of where
they are, you’re pointing them towards a more resourceful
state that allows them to almost answer their own question.
You did it in that story when you said, “Are you going to be
part of the problem or part of the solution?” I think to be a
great leader, asking question is a skill. But not just in leadership. When we talk about the CrocBrain Selling System
[www.crocbrain.com], a lot of the CrocBrain Selling System
is about asking better questions.
I believe leadership and salesmanship is synonymous. And
the idea of a great sales person is a great leader is a little
different focus with the direction you want. So understanding that questions can be a powerful, powerful tool is one

more coaching tip to add to our list.
Peter:

Number seven is “ask a question,” and I totally agree with
you. I think the best leaders are ones who ask the best questions. Like you said, it can change state, it can teach, and it
can coach. And it can also do analysis or the managerial
function. Asking questions reside in all three forms of what
it takes to be a good leader, so I totally agree with you.
You touched on what I was going to pick for number eight,
which is “keep growing and developing.” I’ve talked about
how many books I read in a year, and I know you’re always
up-to-date. I speak at colleges sometimes and I tell them, “I
think you should be very proud of yourself for being here,
and making the commitment to show you can get a degree.
However, once you get out of school you’re going to learn at
a ten times greater rate than what you’re learning at right
now in college. The reason is the rate of change in the world
today means that every year more and more of what we
learn becomes obsolete.”
There are some basic foundational, timeless things like
we’re teaching here. Why are they timeless? Because they’re
based on the human condition. But as far as capability and
competency-type things, there are a lot of things where you
just have to keep learning and keep growing and keep getting better. That’s reading and going to seminars. That is
keeping in touch with the latest trends, research, and development in any particular field. It’s watching webcasts and
subscribing to web feeds. We look at our day and wonder,
how in the heck am I ever going to find time for that?
But going back to Stephen Covey’s private victories: 1)
You’re proactive; 2) you’ve identified the begin with the end
in mind, and what looks like for a particular project, team,
division, or career; and 3) you put first things first.
People come to me all the time, Jim, and I ask them certain
questions about things they’re complaining about. “What
are you going to do about that?” They answer, “Well, I don’t
have time for that in my day.” Or “I just couldn’t get to
that.”
I say, “No, it’s not the fact you couldn’t get to it. It’s the fact

you didn’t make it a priority.”
You see, we’re all given the same amount of time in a day. I
don’t care whether you’re the president of the United
States, or you’re the janitor in a high school (not that’s a
bad thing – that’s a very admirable career), we’re all given
the same amount of time in a day.
By mastering that third habit of putting first things first –
and that first tip I talk about, “clarity of focus” – knowing
what those priorities are, “growth and development” should
be near the top of your priority steps.
If you’ve really created a good leadership environment,
you’re going to be putting out less fires. You’re going to be
less reactive and more proactive, which is going to give you
time to achieve some of those high priority things on your
list.
The metaphor of the jar with the rocks and pebbles is kind
of what made Stephen Covey famous. Do you remember
that, Jim?
Jim:

I love that.

Peter:

This is what I’m talking about in growth and development.
He’d have a jar of big rocks and a jar of pebbles, and it
looked like there was way more that could go in the jar.
You’d have people do it, and what they’d learn from that
exercise and metaphor was you put the big rocks in (the
first things first), then pour the pebbles around them.
People go “Well, okay, that’s a great metaphor. But how in
the heck do I put that in practice in my everyday life?” I say,
“The first thing to do is when you get to work is don’t open
your email. That is one of the biggest offenders of not putting first things first.”
They go, “Well, yeah. But there’s all these people, and what
if I need to know something?” I go, “You know what? It’s no
different than people always checking their text messages.
Can I ask you a question [this goes back to your question
thing]? Are you aware of how many people died in this

country last year because they were so focused on something so unimportant, like staring at their phone, that they
stepped into the street and got hit by a car and were killed?”
And I stop.
They look me and say, “No.” I say, “Look it up on Google.
You’ll be blown away at the number of people who died last
year from being hit by a car while looking at their phone.”
Now, that’s a pretty end-of-game type thing. But it proves
the point that there are important things in life. And then
there are unimportant things in life that are busyness. So
you have to distinguish between busyness and importance.
You have to know how to put first things first, and one of
those things is tip number eight: “Always keep growing and
developing.” I know it’s a stupid old cliché, but “the only
constant thing we have in life these days is change,” and
that is so true of the world we live in. Change is the constant. You can’t live in this world and be part of it and not
know that it’s going to change on a day-to-day basis.
Like you said, keeping up with thought leaders and different things and getting a system down. But underneath all of
that is habit number three: “Put first things first.” Do your
“big rocks” first. Do your growing and developing first, even
if it’s only for 15 minutes a day.
Here’s another story, Jim. I have hundreds and hundreds
and hundreds of people who are using the CrocBrain Selling System [www.crocbrain.com]. I have a membership site
so I know how many people go in there. And they go, “Yeah,
I got to get back to that. But I just never seem to have
enough time in the day. A day goes by and I can never get in
there.”
I do what I call a “brain freezer” or “re-focuser” and I’ll ask,
“Can I ask you a question?” And they say, “Sure.” I’ll say,
“Have you ever thought about getting up 15 minutes earlier
and spending 15 minutes a day watching one video in
there?” There’s a long silence, and then they say, “Wow, I
never thought about that. That’s a great idea!”

People are walking zombies. They’re not steeped in getting
this right and putting first things first. They’re reactive and
go through their life being pulled in whichever direction
that pulls them like a dandelion seed in the wind. They
don’t have any good habits to be highly effective, and that’s
really what we’re talking about here. These ten coaching
tips make you highly effective so you can be a good coach
and connect with the individuals on your team.
So my tip number eight is “keep growing and developing.”
Jim:

Great. I love that.

Peter:

You’re on nine.

Jim:

Nine! This is a simple but powerful one, and it sets up the
whole environment of trust (we talked about trust earlier).
It’s a simple thing I’ve adopted in my life that’s called
“Assume the Best.”
How many times do people walk around assuming the
worst out of people and situations? Assuming the best is
probably one of the things I adopted right away when I
started to lead my own teams.
You have a fantastic storytelling process where you’re able
to pinpoint how to be more effective. Human beings are
natural storytellers. We’ve got stories locked up inside of us,
and we come up with fictitious stories all the time about
what is happening.
When you assume the worse, boy, those stories become
doozies. A classic example is when you have an employee
who comes in late, and you’re ready to read them the riot
act. “How dare you come in late when you know we’ve got
this project that’s due?” You come to find out that a close
family member just died. Like wow, egg on your face. These
are real situations, and we’re always stepping into it when
we go to that place.
This is a little connected to the “be proactive,” because
you’re proactive in the place where you want to think the
best of people. There are times when people will let you

down and they will drop the ball. They’re human and it’s
going to happen.
But why do you need to suffer by coming up with all kinds
of stories about something on the outside you can’t control
and you don’t have all the information to get you all riled up
and upset?
You’re setting up an environment.
I used to have this happen with a business partner who was
the epitome of assuming the worst. We functioned better
when he wasn’t there, and we were much smoother and the
environment was more pleasant. But when he was there
and something would happen, it was the constant assumption of the worst and it really beat down on the team and
production went down. You could feel the heaviness in the
air.
I’m sure with your understanding of how the human brain
is activated, this negativity within the workplace was perpetuated. It wasn’t just your assumption of the worst; now
it’s contagious. It’s like a cancer and it starts to spread.
Then the next thing you know you’ve got a group story going on. Sometimes you don’t even need to say a word and
you’ve created a group story, because that negativity is
lighting up all these parts of people’s brains within your
organization. And it all comes down to the idea of assuming
the best versus assuming the worst.
As simple as that is, I think it’s a powerful way to live your
life – never mind your coaching life – by assuming the best.
Whatever is going to happen is going to happen.
I’ve heard people say, “If you assume the best, aren’t you
being a little bit like a sucker?” I’d say, “Oh, that person
didn’t show up because they must has a challenge getting to
work today” or something like that. Then they’re like, “No.
You’re letting somebody off the hook.” I’d say, “No, I don’t
know what it is. I’m just going to assume the reason they
didn’t show up is because of something...”

Then when I see that person I always react like, “Is everything okay?” It’s like by asking and caring, you’re now setting it up for the next time. Because if this person had let
themselves down and didn’t consider how the team was
going to react, assuming that something was wrong that
kept them from doing whatever the task may have been
your attitude is going to set them up for the next time.
They’ll be much more proactive in their communication
with you in saying, “Hey, I just wanted to call to let you
know I’m going be late.” Or “I’m not going to be on the
call.” Or “I’m not going to be at the party,” whatever it may
be. “I wanted to let you know because I know it’s important
for you to understand what’s happening.” It changes the
entire attitude of how people perceive stuff, because stuff is
going to happen in business in organizations.
Like you said earlier, change happens whether you want it
to or not. The waves are still going to keep pounding on the
beach whether you want them to stop or not, so you might
as well make a distinguishing factor. Do I want to stand
there and get knocked over by the waves? Or do I want to
surf?
Peter:

That’s a good way to look at it. I like that one – that’s very
good. So we’re heading into number ten, so just to quickly
recap these:
1. Clarity of focus
2. Connect with your team
3. Listen, listen, listen!
4. Don’t be a know-it-all
5. Understand and value personality differences
6. Recommit yourself every day
7. Ask questions
8. Keep growing and developing
9. Assume the best
And the last one to round out our top ten is...
10. Become a master motivator
Jim, you were talking about how I work with people, and

motivate and ask questions. Throughout my life I’ve
thought about what it means to motivate people to be their
best. Not to get them to do what you want them to do –
that’s not the definition of a motivator. But a motivator is
someone who can get a person or a team (or an organism)
to become their best. That is a motivator.
So how do you become a master motivator? After a lot of
reading and research, and putting it into practice and
thinking about it, a master motivator really boils down to
understanding the key drivers of an individual. And the key
drivers of an individual is their common human condition
(we’ve talked about this through different chapters of this
book).
The key drivers are that inner dialogue. It’s their core desires versus their core doubts and fears, and it’s in everyone. I don’t care whether you’re a world leader or an individual in a trailer park -- it doesn’t matter.
Everyone has the same common human condition, and the
same thought processes of doubt and fear, the “what-ifs”:
What if this would happen? What if that would happen?
What if I don’t get the promotion? What if I get fired? What
if I get laid off? What if I don’t have job security? What if
I’m not making any money and I need money for my family? These are all examples of what people go through on a
daily basis.
Versus a core desire, which is the longings of “Boy, if I
could just get into this project team my life would be better.” Or “If I could just get that promotion and that extra
income every year, then I would look like a hero in the eyes
of my family.” Or “If I could just get...” whatever.
These are things that matter to people, and becoming a
master motivator means understanding what those are and
what that inner condition is.
I hope you guys understand that what Jim and I are teaching you here is the foundational principles of the inner
game of what does it mean to be a good leader? What does
it mean to be a good coach? What does it mean to be a good
manager? Everything in the outer world – the outer expres-

sion of success, meeting schedules and budgets, creating
the masterful customer service experience, being a worldclass chef, being the best CEO or leader in your company –
is an expression of your inner game.
The inner game, and the key to it all, is becoming a master
motivator: Becoming that person who truly understands the
human condition, and what goes in people’s inner dialogue.
And through stories, communication, teaching and coaching you’re constantly in dialogue with that person, team and
division’s inner game.
Tip number ten of the top ten coaching tips is “How do you
connect with individuals on your team and become that
master motivator?” This is something they don’t teach you
in school. But when you do learn this, you’re an unstoppable force in personal or business relationships and in any
kind of situation, because you’re connecting and relating to
people on the most fundamental level there is, and that is
the inner human condition.
So Jim, my number ten is “become a master motivator.”
Jim:

I love it. One small thing to add to the master motivator is
to have fun. People take themselves too seriously, so it’s like
you’ve got to loosen up.

Peter:

That might be number 11.

Jim:

That’s our bonus – I like that.

Peter:

It’s funny you say that. As kind of an aside, in all the work
I’ve done, and all the people I’ve worked with in all the different places and work environments I’ve been in – and
Jim, you’ve probably experienced the same thing – I remember more all the parties and fun we had than all the
innovation and projects we did, which is kind of a weird
thing.
I think I mentioned this in one of our interviews. I don’t
know about you, Jim, but I’ve never gotten over the fact
that I don’t get out of school and have three months off in
the summer. I’ve never gotten over the fact that there’s no

recess during the day any more. I think these things are
supposed to be part of our daily lives, but we don’t get to
have them as adults. And yet we all long for that stuff.
We’re all big kids in grown-up bodies, so there’s a lot of
truth to that. Having fun is having that expression of recess
during your work day.
Jim:

It’s interesting that you say that. The tagline to CEO Chef
for a long-time was “Reigniting Your Organization” which
sounds good. One of our core desires is to reconnect people
to the organization, and light that spark inside them if it’s
faded out.
But the more I think about what we really do is we’re the
yin to their yang of hard work. From experience of watching
people in high level jobs and organizations across the country, they’re working harder than they ever have with no
breaks in between.
When I ask clients, “What is the one thing you’d like to accomplish in your program and your experience?” almost all
of them will have the usual stuff like “We want to reconnect,” or “We want to understand the advantage of working
better as a team.” All that good stuff.
But the one common thing they all say is “We need to have
some fun,” and that’s across-the-board. I don’t care what
level you are – and you say it best – this is about the human
condition. In the animal world, according to scientists one
of the closest relatives to man are dolphins, and dolphins
do many things they do just for the fun of it.
I don’t know sharks that well, but they nicknamed the shark
“the eating machine,” so all they’re doing is looking to eat.
Their main drive is to eat. On the other hand, dolphins are
about play.
In the animal kingdom, dolphins -- the creature that’s closest to humans -- get the idea that play is important. Sometimes we forget, and sometimes in the work world some
people don’t see the connection between work and play as
they’ll refer to it as “well, that’s what we did as kids.”

You’re absolutely right, Peter, when you say we are nothing
but kids in a big body. Because I’ve been doing experiential
training for almost 20 years now, and before that in other
situations where people would let their hair down and do
something different, I can tell you from personal experience
that we are representations of who we were as kids. We’re
all little kids inside, and we sometimes fool ourselves that
we’re all grown up.
We’re all kids and this is one big sandbox. But we need to
know how to play in the sandbox, and one of the things we
need to have is fun – whatever fun means to you. I noticed
my workers were always more productive when they were
loose than when they were uptight. So it’s like let’s have
fun!
Peter:

Very well put. I think that’s a good way to wrap up the last
chapter of this book, and maybe having fun is a chapter on
its own. It’s certainly the eleventh tip, the bonus tip.
People’s first reaction is don’t load anything else on my
plate. But if you come at it from “Hey, this might be fun!”
they might go, “Yeah, let’s do this. This is going to be really
cool!” It changes the entire dynamic.
We want to have “recess” at work – that’s just the way I
look at it. I’m not saying we just screw around all the time
and don’t get things done. But you’re right, Jim, you have to
keep that fun factor in the whole thing.
If you search on the Internet, there are some larger companies that have a title called “CFO” (Chief Fun Officer), and
their job is to create fun in the company. I always thought,
that’s my job? I’m Chief Fun Officer – I’d love to do that!
There are a lot of ways to install fun in an organization. But
you’re exactly right: You can do all ten points really well,
but if you can’t have fun, laugh at yourself, and come in
with a lighthearted approach and not take yourself and
what you’re doing so seriously, you’re going to end up disconnected and lacking energy.
Life’s too short. You can have all the perks, bonuses, and

big salary. Or you can be an up-and-comer and striving to
get to the executive ranks because you feel like the grass is
greener on the other side of the fence.
Another story here: I was on a plane not too long ago flying
to the East Coast to see my sister. A young man and I were
sitting next to each other, and we got to chatting like I always do. Almost never do I ask a person, “What do you do
for a living?”
I always ask them about their life and their experience, and
here’s how I do it: I look at somebody and ask, “Hey, what’s
your story?”
Remember I told you about having met Jay Conrad Levinson, which I’ve carried with me to this day. Well, Jay Conrad Levinson (who’s now passed away), who started the
gorilla marketing empire, started me on this whole thing by
asking me, “So, what’s your story?”
If I’m sitting at a bar in an airport, or I’m on an airplane, or
I’m in a chamber meeting or whatever, I don’t ask people,
“What do you do for a living?” or “What is your job?” I ask
them, “So, what’s your story?” People sit back and think,
holy crap, this is new and unique.
So I was talking to this young man on the plane. His name
was Gregory and I asked him, “So, what’s your story?” He
was heading back home and he said, “Well, I live in Cincinnati, Ohio. I’ve been gone on business. But it’s been a while
and I missed my kids.”
“Oh, that’s really cool. Greg, how many kids do you have?”
When he told me he had two daughters, I asked, “What are
their ages?”
“One is seven, and one is two.”
We started having a good conversation, Jim, like you
should have with people, but we somehow seem to miss in
life. But asking that question, “So, what’s your story?”
opens a lot of dialogue to get to know people and connect

on that common human condition level, which is important
if you’re going to become a master motivator.
So I was talking to Greg and he said, “You know, I work
hard and I travel a lot. I really miss my daughters.”
I said, “Greg, would you mind if I told you a story?” (here
we go again – this is just the way I do things).
But I think this is important for people who are reading this
book or listening to this recording that you truly get what I
do here. I appreciated the compliment, Jim, that I’m so
masterful. But I’m just stating these things because these
are important things to reawaken inside you.
Like Jim said, and I say this all the time, we have stories
inside us to unlock. We told stories when we were kids. We
listened to stories. We read childhood book stories like fables and the Grimms’ Fairy Tales. We’d get in our pajamas,
climb in our parent’s laps and listen to these stories. They
were so vivid in our minds that sometimes they’d cause us
to have nightmares. But guys, it’s been in our DNA since the
dawn of man.
Going back to Greg, I think he told me he was 32, and as I
watched him, I saw a lot of myself in him as a younger man.
I said, “Would you mind if I tell you a story about myself?”
In the Storyselling Formula, I teach, it’s called the “Herald
Story.” I said, “Greg, there was a time when I was your age.
I had younger boys and I was in a pretty demanding job. I
was running divisions and traveling all over the world, and
I was away from my boys a lot.
“I think it was the 17th or 18th time, and I was in a big 747
jet up in the bubble flying over the polar cap again. I can’t
even count how many times I was looking through the little
portal window and staring down at all that whiteness.
“It’s hard when you’re in a plane because you have to sit all
the time. So I’m looking out the window, and I had the revelation -- I was 35 so I was almost your age – that if I don’t
do something different, I was going to die in one of these

planes by the time I’m in my middle ‘50s.
“It really dawned on me how much I missed my boys. And
what was even worse was I came to the realization that every day goes by they’re only that age on that day one time,
and then it’s gone forever. And you can never get it back.
“Greg, your girls are only seven and two one year; then they
become eight and three. They’re only eight and three for
one year, and then it’s gone forever and you can never get it
back.
“I don’t know if you’re in that place where I was. But as I
looked through that portal at the polar cap I made a declaration that my life had to change. I had to find a different
way to earn a living so I could be home with my boys to enjoy that every single day.”
I looked sideways at this guy and saw that he was tearing
up.
Jim:

Wow.

Peter:

He says, “I don’t know why I took this particular flight, because I had to go out of my way to go this way out of Phoenix to get back home. But now I do. I want to thank you for
sharing your story with me, because it has put things into
perspective for what I need to do.”
That’s the whole thing about telling a story and connecting
with people on that level of human condition, no matter
whether it’s a sales story, a life story, or any kind of story.
I’ll probably never meet Greg again for the rest of my life. I
know he lives in Cincinnati, and I know he’s got two daughters. But I guarantee you that for the rest of his life Greg is
going to remember meeting me and me telling him that
story. I hope it changed his life, and I hope he decided to do
something different to make him happier where he could be
the dad he wants to be and be home with his daughters.
Thoreau once said people “lead lives of quiet desperation”
until they die. That’s very sad but very true. But some peo-

ple do awaken and create the leader within that drives them
to a different outcome in their lives to do the right thing by
the people that matter to them.
Sometimes we have these heralds and mentors, if only for a
moment, to be able to help us see the way to what I call
“crossing the threshold” into our own Hero’s Journey and
our own unknown to fight that good fight. And to go
through the trials and tribulations to come back a better
and changed person to be there for the people we love.
I’m hoping Greg is going on his journey, and that I helped
him as his herald to cross the threshold to go into the unknown strongly and courageous, and to be that hero for not
only his two daughters but for himself.
Jim:

Well said. I think that’s a great story to end this on, and it’s
a perfect way to say it. So great job – thank you. This was
great!

As a Manager, Director or Supervisor, have you ever wondered...

 “How do I get my team motivated and engaged as I am so we can all work together
and be successful in our projects?”

 Why projects are often delayed or over budget and you feel it’s due to a lack of effective communication and teamwork?

 Why the morale and productivity of your team or organization couldn’t be better
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 You’re not doing enough to stay ahead or your competition?
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 That no matter what you do, projects will fail, team morale will suffer and leadership see you as an incompetent and incomplete leader?
What if you could...








Gain the knowledge that will help you effectively lead your teams?
Know how to engage your teams and lead them to realize their highest potentials?
Get your team to do the job right the first time
Effectively communicate at a high level
Create an environment of commitment and trust
Effectively complete projects on schedule
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His credo for the team was, ‘survive and advance’ . To be great, as a leader, you must
set the vision, create the linkage, and then practice this commitment everyday. In
practicing cutting down the net, Valvano set the vision of greatness for his team. Now
it’s your turn using iLEAD. Just ask yourself, “When will it be your time to cut down
the net? Find out more about our one day workshops and online courses by going to:

http://www.ileadcoaching.com

