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FOREWORD BY CHESTER ELTON 

For twenty years, my co-author Adrian Gostick and I have studied great organizational 

cultures. And in that time we have been most fascinated by this burning question: What 

does it take to build a high-performance team—no matter the industry, no matter the 

challenges you face? 

Key in our discoveries has been the vital role of an effective, relevant team leader. In 

short, nothing good happens without the right person at the top. 

That’s where Nick Webb comes in. 

I met Nick at a conference some time back. We had both been invited to speak—Nick 

on disruption and leadership, me on culture and employee engagement. Nick was about to 

go on stage before me. Now, honestly, I hear a lot of speakers, and I’ve become a little 

jaded. So, I must admit I wasn’t expecting to give Nick my full attention. But I was quickly 

blown away by his insights. Nick has a knack for seeing what others don’t in the evolution 

of business, and while he was speaking I couldn’t take notes fast enough. 

Luckily, Nick has given me (and the rest of us) all the notes we need in his new book. 

Inside, you’ll find a comprehensive guide to what it takes to disrupt a team or entire 

organization. He outlines, in a bite-size format, what he has found innovation leaders know 

and how you can learn from them and flourish. Central to his thesis is the Innovation 

Leadership Model, which features fundamental how-tos that can help you become the 

leader you need to be—and your team deserves—in this fast-paced, ever-changing world. 

Each of Nick’s eleven chapters is broken into simple concepts that allow a reader access 

to one practical idea after another. In fact, I found that the book doesn’t need to be read in 

sequence, but you can flip through and grab a nugget in seconds. I also appreciated that 

each chapter ended in specific action items that reinforced the concepts and help put a plan 

in place to use the ideas right away—which takes things from learning to doing. And that’s 

when magic happens. 

Here’s the bottom line: No matter your business, competition is more intense than ever. 

Those who survive will learn to disrupt and evolve, which is exactly why the concepts and 

ideas outlined in Innovation Leadership are so valuable. I hope you enjoy the learning and 

insights as much as I did. 
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INTRODUCTION 

You’ve chosen this book because you occupy a leadership role in a company or non-

profit that’s competing in a rapidly changing and increasingly disruptive business 

environment. 

You want solid answers to difficult questions and practical solutions you and your team 

can begin to implement now. 

This book delivers both. 

It’s built on one fundamental premise: Because innovation is an unavoidable fact of 

business life, there can be no success without consistent, applied innovation.  

Therefore, innovation leadership = organizational success. 

They go hand in hand. You can’t have one without the other. 

The inverse is also true: A lack of innovation leadership = organizational failure. 

The title of this book combines two aspects of the same principle: 

1. Innovation leadership refers to the personal qualities of leadership that you need to 

possess and put into practice every day. 

2. Innovation leadership also refers to a central focus of your organization, which it must 

have for sustained success. 

This book is about the fast and deep changes of disruption and how it impacts the need 

for you and your organization to speed up and broaden your vision. It will reveal the 

attributes of the best as well as a shopping list of the worst.  

In easy-to-read chapters loaded with solid research, factual examples, and practical 

advice, as well as the exclusive Innovation Leadership Model, you’ll learn how to set the 

pace for the pack and reap the highest rewards. In a time of disruption, this content-dense 

book will be your trusted leadership playbook.  

Here’s a quick preview of our journey together. 

CHAPTER 1: TO THE WINNER GOES THE PRIZE 

Business has always been tough—but it’s getting tougher. Two things are happening 

that are raising the level of competition: the rate of change is increasing and the depth of 

disruption is growing. You see this every day, in new technologies that burst upon the 

scene seemingly overnight, and new business models that disrupt or even destroy the 

existing ones. Research has proven this new superheated environment makes effective 
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leadership more important than ever. Whether you’re at the helm of a global corporation, 

a regional powerhouse, or a top non-profit, your leadership must inspire your team to aim 

for, and become, number one.  

The chapter concludes with a set of carefully crafted Action Items. You’ll find them 

after every chapter. If you make them a key part of your daily work, these highly 

condensed, practical solutions will unleash the power of the Innovation Leadership Model 

and keep you and your organization ahead of the competition.  

CHAPTER 2: YOUR FRENEMY, DISRUPTION 

We hear a lot about disruption these days. We hear how it’s getting stronger and has 

wiped out entire companies and even industries. It’s generally portrayed as your enemy, 

like Godzilla stomping her way through the city, smashing everything in sight. 

This book takes a closer look at disruption and breaks it down into its component 

pieces—the Five Faces of Disruption. You might say we de-mystify it and make it less 

scary. What’s even better, you’ll see that disruption can be your best friend—but only as 

long as you’re the one doing the disrupting! 

The key is that timidity doesn’t work. You and your team need to commit 100 percent 

to confront and even leverage disruption the same way a surfer rides a big wave to shore 

in Malibu. You don’t take little baby steps, because if you do, you’ll quickly fall behind.  

CHAPTER 3: THE INNOVATION LEADERSHIP MODEL 

This exclusive core framework of personal behaviors and action attributes will enable 

you stay ahead under any business conditions.  

Backed up by solid research and years of real-world experience, the Innovation 

Leadership Model is comprised of the Four Behaviors you need to understand and apply 

every day. The four behaviors are: 

1. Inspire your employees and stakeholders to excel. To stay ahead, it’s imperative that 

as a leader you give your employees and stakeholders a reason to get up in the morning, 

come to work, and dedicate themselves to quality, innovation, and total customer 

satisfaction. Inspiration is a form of positive energy. Innovation leaders do not drag team 

members by the leash, nor do they threaten them into compliance. Inspiration can be 

stronger than any other force, creating a powerful beacon that guides team members and 

draws them closer. 
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2. Connect with your people on a substantive, daily basis. Being connected means 

having a personal relationship with your employees and other stakeholders. While you 

don’t have to know every detail of their private lives, you should have a mental picture of 

as many people as possible in your organization. You need to see them as individuals, not 

as cogs in the machine. 

3. Adapt to rapid changes. In business, change is the norm. You either adapt or perish. 

Adapting to massive deep changes in a time of disruptive innovation requires that 

organizations make adaptation a core competency. Adaptation can—and should—happen 

not just in new product development but in every facet of your operations. It should happen 

in human resources, your supply chain, marketing, manufacturing—across the board and 

in a regular, controlled way. 

4. Respect your employees, customers, and stakeholders—and earn theirs in return. 

Notice the word “earn.” It’s not “deserve” or “are entitled to” or “should expect.” 

Innovation leaders earn respect every day and with every interaction they have with 

stakeholders. They never take it for granted. 

In the Innovation Leadership Model, each of the Four Behaviors is supported by three 

Action Attributes. For example, the three Action Attributes for Inspire are Vision, Value, 

and Viability. These provide essential context and guidance as you embrace and put to use 

the Innovation Leadership Model. 

CHAPTER 4: INSPIRE 

This chapter, and the three following, more fully explore the power and potential of the 

Four Behaviors and their Action Attributes. 

The chapter opens with carefully researched stories of six innovation leaders who 

consistently have stayed, or did stay, ahead of their competitors by inspiring those around 

them. They’re all very different people! Some are “high profile” while others are low key. 

There’s even one leader you may have never thought of in this way—a television 

personality who starred in a show in which he taught his viewers how to paint beautiful 

pictures! 

The chapter reveals the power of language to inspire, and how as a leader you need to 

address your audience’s fundamental needs without masking your message in a lot of 

boring “bumper sticker” language. 
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CHAPTER 5: CONNECT 

Making a strong connection with your employees and stakeholders is vital to staying 

ahead. But what does it take, especially in this time of blisteringly fast change? A simple 

formula, Intellect + Emotions + Aspirations = A Solid Connection, will put you on the right 

path.  

Beware of phony or useless ways to forge connections! One of the worst is with 

employee surveys that are collected and promptly shelved. Employee surveys can be 

useful, but only if they’re analyzed and acted upon. The same goes for employee 

engagement programs: they need to be sincere and consistent. If they’re not, by making 

employees cynical about the company’s motives they can do more harm than good. 

The same goes for your leadership style. Actually, it’s better to not have a preconceived 

“style.” Just be your authentic self. You’ll get a better response, and productivity and 

profits will follow. 

 CHAPTER 6: ADAPT 

The rate of change in the world—our “clock speed”—is accelerating. To stay ahead 

requires a little more focus, a little more energy, and a little more agility than your 

competitor. The goal is to not merely cope with but to dominate changing conditions. To 

leverage change to your advantage. To bake it into your organization and how it operates. 

You’ll learn that adaptation is triggered by some irritant or threat. The three levels of 

threat—discomfort, disruption, and destruction—drive an organization to adapt. This book 

will show you how to identify and manage each of them. 

Innovation leaders know that they need to perceive and respond to reality from two 

sources: the internal environment and the external environment. Both are equally 

important. Neither can be ignored or taken for granted. 

Did you know that by law, in the United States some organizations must be prepared to 

adapt? These are our nation’s biggest banks. Every two years, the Federal Reserve makes 

them undergo “stress testing” with future scenarios that present disruptions. Each must pass 

the test, and they do. Think about it—could your organization pass a stress test, or is some 

future disruption going to wipe you out? 

Discomfort, disruption, and destruction are real and ever-present. It’s better to drive 

them than to be the victim of them! 
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CHAPTER 7: RESPECT 

Respect is possibly the most misunderstood of all the behaviors an innovation leader 

needs to exhibit. 

The book reveals that respect is not about strutting around the office like Napoleon. It’s 

not something you can demand from others. It’s not a free perk that you get when you 

move into the corner office. 

Respect needs to be earned. Civilian leaders can take a cue from the US Army, where 

a key role of the leader is to listen to his or her subordinates and respond to a changing 

environment. The Army—one of our nation’s largest employers—has built a culture of 

respect by being authentic and open to their recruits, and by a relentless drive to adapt, 

inspire, and connect. 

CHAPTER 8: HUMAN EXPERIENCE DESIGN 

When interacting with their employees—as well as customers, colleagues, and 

investors—innovation leaders see each person as an individual. They don’t make the 

catastrophic mistake of putting their employees into crude generational boxes labeled 

“Baby Boomers,” “Millennials,” or “Gen Xers.” Innovation leaders reject these silly 

stereotypes because at the end of the day, generational demographics mean very little.  

Human Experience Design is all about delivering amazing experiences that drive 

enterprise strategic results by understanding what your individual stakeholders love and 

hate—and doing your best to fulfill their expectations.  

The book reveals the Five Engagement Touchpoints—key elements of stakeholder 

journey mapping that give you the ability to develop thoughtful engagement across an 

employee’s entire journey with your organization. 

CHAPTER 9: THE TOP 10 DUMB THINGS LEADERS DO TO PUT THEMSELVES 

BEHIND THE PACK 

In this slightly tongue in cheek—but also very serious—chapter, the book reveals the 

worst things leaders do. These are the bad habits that are costly to them and to their 

organizations. 

They include gossiping (a perennial workplace headache!), duplicity, crude language, 

laziness, and six more super office sins. Of course it’s easy to highlight bad behavior, so 

for each office sin the book provides positive guidance in the form of “Innovation Leaders 
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Know…” These ten tips illustrate exactly what you need to do to inspire your team, connect 

with them, help them adapt to changes, and earn their respect.  

Science has shown that people are driven by their emotions, and if you want to stay 

ahead, you need to reach them emotionally. You can’t do this if you’re also engaging in 

unprofessional behavior. 

CHAPTER 10: THE LEADERSHIP RESET 

Let’s face it: The hardest person to know can be yourself. How we visualize ourselves 

can be very different from how the world sees us. For a leader with responsibilities to 

others, this misalignment can be costly. 

To prevent a damaging gap between how you imagine yourself and the reality of your 

performance as a leader, you need to do a leadership reset. It’s where you stop, step back, 

and honestly assess what you’re doing, both as a leader and a human being.  

The book examines assessment tools including the 360 review, a feedback opportunity 

enabling a group of coworkers to provide comments and opinions on a colleague’s 

performance. But what’s really important—and much more revealing to the leader who 

wants to stay ahead—is to have your employees assess how they feel about themselves and 

their jobs.  

CHAPTER 11: THE TOP 10 WAYS TO STAY AHEAD 

This key chapter provides the key action areas on which you need to focus to stay an 

innovation leader in a time of fast-paced change and massive disruption. It’s a very 

important part of embracing and following the Innovation Leadership Model, which 

presents the framework for success, like the steel frame of a skyscraper. With the Top Ten 

Ways to Stay Ahead, the book adds the architectural details that make our skyscraper a 

fully functioning and productive building.  

Innovation Leadership is designed to be a user-friendly reference that you can pick up 

and read on the airplane, at home, or in the office. Whether you’re the leader or top manager 

at a global corporation, an emerging startup, or a nonprofit hospital or educational 

institution, this book delivers powerful lessons that will benefit you as an individual as well 

as help you keep your organization in a position at the top of the market. It’s also a valuable 

resource for your entire team—because even if not all of them are in leadership positions 

today, someday they will be! 
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Ready? Let’s get started! 
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CHAPTER 1: TO THE WINNER GOES THE PRIZE 

Keeping ahead of the competition has always been challenging. It was challenging for 

Henry Ford a century ago, it was challenging for Bill Gates when he founded Microsoft in 

1975, and it’s challenging today. 

With two big differences:  

1. The rate of change in the marketplace—and the world—is accelerating. 

2. The rate and severity of market disruption is increasing. 

 

The distinction is important. 

You can have constant acceleration without disruption. You can have steady, 

predictable progress, like a passenger jet taking off from the runway and zooming to 

cruising speed, without massive, sudden changes that force you to re-think your business 

model. 

Conversely, market disruption can happen with or without accelerating change. For 

example, when Gutenberg first used movable type to make a printing press in 1450, the 

rate of change in the world was very slow. You could live an entire lifetime without being 

aware of much in the way of change. Yet the printing press exploded across the civilized 

world, and it’s estimated that by 1500 there were several million printed books in existence. 

In an era of slow change, it was a highly disruptive innovation! 

THE RACE IS GETTING FASTER AND TOUGHER 

For a thousand years, no man could run a mile in under four minutes. Everyone believed 

it could never be done. Then in 1954, Roger Bannister ran the mile in 3:59.4 minutes. At 
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the time, this was astonishing. No one had ever run so fast! But the pace quickened. Since 

then, runners have gotten faster, and the four-minute barrier has been routinely broken. The 

current men’s record holder is Hicham El Guerrouj, with a time of 3:43.13—more than 

fifteen seconds faster than Bannister. 

Just like the speeds set by top sprinters, the pace of business is getting faster. The rate 

of change is accelerating. Disruption has become more intense. In order to win in today’s 

economy, you have to compete harder and smarter. What kept you ahead a generation 

ago—or even a few years ago—is no longer sufficient. 

For example, consider Moore’s Law. In 1965, Gordon Moore, the co-founder of 

Fairchild Semiconductor and Intel, published a landmark article in which he proposed that 

due to continuing advances in manufacturing technology, the number of transistors in an 

integrated circuit would double every year. In 1975 he revised his prediction to doubling 

every two years—still an astonishing rate. He projected this rate of growth would continue 

for at least another ten years. In fact, Moore’s prediction has proved to be accurate for 

several decades, during which it has became clear that accelerating advancements in many 

areas of digital electronics reflect Moore’s law, including memory capacity, sensors, the 

number and size of pixels in digital cameras, and quality-adjusted microprocessor prices. 

It’s a manifestation of the fact that change in every area of business, from technology to 

human resources, is getting faster.  

As the race intensifies, staying ahead requires more speed, more agility, and more 

stamina than ever before. The technology that was cutting edge yesterday will be obsolete 

tomorrow. Employment practices are evolving with lightning speed. New rules, new goals, 

and new threats are emerging more quickly than many leaders can handle them. 

We live in a time of hyper-consumerism. With just a few taps on their smart phones, 

consumers can buy just about anything at anytime and have it delivered overnight. 

Businesses live or die by social ratings on emerging digital platforms including Yelp, 

Google reviews, Trip Advisor, Angie’s List, Foursquare, and many others. If a business 

makes its customers or employees unhappy, there’s no place to hide. Even top recruits have 

become picky consumers: the overwhelming majority of jobseekers will not consider a role 

until they have researched the company on a platform such as Glassdoor. 

The accelerating rate of change in your marketplace makes leadership—your 

leadership—all the more important in staying ahead of the competition. 
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Why is your personal leadership so important? 

Because if you’re not setting the pace, nothing else matters. 

Not your team, your technology, your products, or your brilliant business plan. 

Here’s just one example—a cautionary tale of woe. 

WHY YOUR LEADERSHIP IS IMPORTANT 

Remember BlackBerry? In the first decade of this century, you either had a BlackBerry 

or you knew someone who did. Mike Lazaridis and Jim Balsillie, co-CEOs of the parent 

company RIM, guided the BlackBerry to the top of the personal communications market. 

In developing the innovative device that was the first to reliably deliver e-mail over 

airwaves, they turned a tiny Canadian company into a global electronics giant. For many 

years, BlackBerry devices were in the lead because they provided small Qwerty keyboards 

that made it easy to send emails and instant messages. 

Then on June 29, 2007, Apple introduced the first iPhone. 

The response by Lazaridis and Balsillie? They ignored it. As Apple gained ground and 

was hot on BlackBerry’s heels, BlackBerry stuck to the idea that analog plastic keys were 

preferable to sleek, elegant touchscreen devices, and that if they doggedly marketed their 

old-school technology the phones would continue to sell. 

Consumers had other ideas. As the iPhone took off, nobody wanted to be seen with a 

BlackBerry, and no doubt many rushed to change devices after being ridiculed by their 

friends. 

BlackBerry, which had been comfortably ahead of the pack, found itself falling farther 

and farther behind. As Steve Toback wrote for Moneywatch, “Balsillie and Lazaridis 

couldn't have done a better job of driving the company off a cliff if they’d cut their own 

brake line and floored it.” 

Obviously, this is not what you want a reporter from Moneywatch to write about you! 

DO I NEED TO BE A SUPERHERO TO WIN? 

It’s true that the rate of change in business is speeding up. 

And market disruption is getting stronger and more frequent. 

Does this mean that to stay ahead and win the race, you need to be superhuman? 

No, you don’t have to become a superhero. You can be yourself. 
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You can be yourself because no one is asking you to outrun a speeding bullet, stop a 

locomotive, or leap tall buildings in a single bound.  

You only need to stay just one step ahead of your nearest competitor, who is an ordinary 

mortal just like you.  

You’re already very good at what you do. If you weren’t, you wouldn’t be in the race. 

All you have to do is take your good performance and step it up a notch. Squeeze out just 

a little more speed. Take a slightly longer stride. Don’t stop for a latte macchiato quite so 

often. Focus a little more at work. Make an extra effort to engage your employees. Do the 

things that anyone could do if they chose to do them. 

In business, winning is a choice. You can choose to be an innovation leader, or you can 

choose to slide back into the pack with the others.  

If you choose to stay ahead, then keep reading—this book was meant for you. 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 
 
1. Recognize the increasing rate of change. Too many leaders operate under a set of 

assumptions they may have formulated earlier in life, when the pace was slower; or they 

may not see that change can impact any industry, no matter how ubiquitous it may be. 

Make sure your view of your industry is accurate and timely! 

2. Cultivate your customers. Consumers are plugged into social media and review sites, 

and don’t hesitate to express their displeasure with a product or service. You need to 

respect their growing power and use it to your advantage. 

3. Set the goals that work for you. Remember, it’s okay if your company isn’t a massive 

disruptor or isn’t going to make headlines with a new innovation. As we’ll see in the 

pages ahead, staying ahead isn’t just about rolling out new technology or a splashy new 

product. You can stay ahead in human resources, your supply chain, operations, 

financial management, employee relations—all the functional areas that drive an 

organization forward. 
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CHAPTER 2: YOUR FRENEMY, DISRUPTION 

“Disruption.” 

It’s word you hear everywhere these days. 

What does it really mean? 

Good question. 

To find an answer, begin with a dictionary definition. Here’s one: Disruption is a 

“radical change in an industry or business strategy, especially involving the introduction 

of a new product or service that creates a new market.” 

Or, a “disturbance or problems which interrupt an event, activity, or process.” 

Here’s the key point that every innovation leader should take to heart: 

 

When it happens to you, disruption is your enemy. 

When you’re the source, disruption is your friend. 

 

If you’re a business owner and suddenly a competitor offers a new product that’s better 

than yours and at a lower price, that’s disruption that you don’t want. It could even put you 

out of business. 

But if you’re the disruptor, and you’re innovating and staying ahead, disruption is good 

for you. 

Which side would you rather be on? Do you want to be on the receiving end of 

disruption, or the one dishing it out? 

Do you want to be a leader who’s constantly playing catch-up, or a disruptive leader 

who forges ahead boldly, laying the course for others to follow, and staying ahead?  
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THE FIVE FACES OF DISRUPTION  

As with any concept, to understand disruption, and its power to either help you or damage 

you, let’s break it down into manageable chunks. In the business marketplace, we see 

disruption emerging as an increasingly powerful force in five key areas: 

1. Increased customer power. People who buy your products have more choices and 

they’re more involved in the brands and suppliers they love (and hate!). They not only 

“vote” with their cash, but they can make their voices heard through social media and on 

platforms such as Yelp and Angie’s List. They want, and expect, 100% on-time delivery 

in full, and no-nonsense returns. No company can survive without managing the disruptive 

power of the customer—which means exceeding expectations, first time, every time.  

2. Revolutionary connection architecture. Digital media has disrupted the way we do 

business. Internal tools now include intranets and real-time dashboards that can deliver up-

to-the-minute company performance metrics and reveal problems demanding action. We 

now shop online, putting enormous pressure on bricks-and-mortar retailers to innovate and 

redefine the customer experience. In the supply chain, the Internet of Things (IoT) means 

that every step is tracked and verified—there’s no place for sloppy work to hide! 

3. Rapid innovation. The pace of disruption is increasing. Product lifecycles are 

shrinking. Analysts say that across a range of industries, fifty per cent of annual company 
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revenues are derived from new products launched within the past three years. This means 

that long-term product “cash cows,” which may have been in a company’s portfolio for 

many years, are becoming things of the past. And if a business is slow to introduce a new 

product to market, it risks launching something that has already been superseded by 

competitors. 

4. Evolving economic models. The days of the old top-down, hierarchical company are 

fading. Today’s digital world of work has shaken the foundation of organizational 

structure, shifting from the traditional functional hierarchy to a network of teams. As teams 

operate and customers interact with the company, they must share information about 

disruptions, what’s working, what isn’t working, and what problems they need to address. 

5. Emerging employee personas. Too many leaders treat their team members as if they 

live in a single demographic bucket. In fact, leaders are increasingly recognizing a range 

of what we call employee personas, based on what employees love and hate. It’s not about 

their age, income, position, ethnicity, or any other traditional demographic factor. 

Innovation leaders know how to identify their team members across a range of personas, 

and by doing so they can engineer beautiful experiences for them across a wide range of 

team touchpoints.  

When a leader can be extremely granular about each of their team members and 

understand them based on what they hate and love, they do a far better job of engaging 

them, connecting with them, and ultimately creating a work environment that delivers the 

best human experience for them while delivering the best productivity and results for the 

enterprise. 

Employees who feel like they’re being treated with indifference become disengaged, 

less productive, and more likely to look for the exit. 
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A NEW AGE DEMANDS NEW SKILLS 

In a time that requires leaders to leverage disruption, the old management systems no 

longer apply. Every leader needs to know how fast-moving disruptors are changing what’s 

required from organizational management and leadership. Organizations need to increase 

their speed, get better insights, and deliver better experiences to both customers and team 

members alike. This is the only way to ensure consistent growth and profits. 

In short, even if you’re currently in the lead, the pack behind you is picking up the pace. 

They’re hot on your heels and would like nothing better than to put you one step behind. 

That’s reality. But what can a CEO do to stay ahead? After all, we human beings are 

more or less built the same as we’ve always been. No one is a super hero. Just like 

everybody else, CEOs need to put in their hours at work and then go home and have a 

private life. They need to get more done with the same human limitations.  

WHEW! HOW CAN ANYONE KEEP PACE? 

You may ask, “How can any leader keep ahead of the relentless pace of disruption? 

Aren’t there too many moving parts?” 

Relax. It’s easy to assume that all of the changes happening across the changing 

customer, emerging technologies, and economic shifts are far too complicated to ever 

understand. The good news is that assumption is wrong. Today’s leaders develop a core 

competency around future trends. They don’t need to understand the endless minutia of 

every little emerging technology, consumer behavior, or economic shift. If we can focus 

on these building blocks at a high level, we can begin to understand how these changes 

impact the way in which we deliver human experiences, technologies, and services, and 

ultimately how we serve to achieve sustainable results on strategy. 
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THE “BABY-STEP” APPROACH DOESN’T WORK 

Too many organizations attempt to leverage disruption by taking baby steps at 

disruptive initiatives that include future-casting activities, innovation customer experience 

(CX), workforce engagement initiatives—and the list goes on and on. The leaders therefore 

assume that by taking a cursory approach to leveraging disruption they’ll stay ahead. The 

problem is that the rate and depth of change requires a holistic and comprehensive approach 

towards gaining better customer and market insights, while doing a far better job of 

maximizing the efficiencies and effectiveness of our teams and leaders. In other words, 

today’s disruption is changing everything, and how leaders lead is no exception.  

BE BRAVE AND LEAN INTO DISRUPTION 

Disruptive leaders are brave. Their bravery is revealed by their absolute willingness to 

lean into their own executive development by accepting and even driving the changes 

occurring both with in their organization and outside in the markets and economies they 

serve.  

Many of today’s leading companies began as upstart market disruptors. They include: 

• Airbnb. Launched in 2008 by Joe Gebbia and Brian Chesky, by understanding and 

leveraging shifts in consumer behavior this global hospitality giant succeeded by 

overturning conventions in the hospitality business that had been around for a century.  

• SpaceX. Headed by Elon Musk, this disruptor of the aerospace industry designs, 

manufactures, and launches re-usable rockets and spacecraft, with the ultimate goal of 

enabling people to live on other planets. The company’s success comes at a time when 

private companies are entering the space market, an endeavor long associated with, and 

controlled by, national governments. 

• Facebook. Led by Mark Zuckerberg, this massive global social media company, 

founded in 2004, has totally disrupted and transformed how people communicate and share 

information. Similar digital disruptors include Twitter, LinkedIn, and Instagram. 

• Spotify. Founded by Daniel Ek and Martin Lorentzon, this music steaming service has 

disrupted the economic model of popular music by shifting billions of consumers away 

from buying music (records, CDs, MP3 downloads) to renting it. With Spotify and other 
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streaming services you pay a fee to listen to a song. Each time you listen, the owner of the 

song gets a micropayment. 

• Netflix. The brainchild of Reed Hastings, Netflix has disrupted how we view movies 

and has shaken up the movie production industry. Remember Blockbuster video rentals? 

Blockbuster was blind to the disruptive force of Netflix, and by failing to respond, it got 

crushed.  

Amazon, Uber, Lyft, Tesla, Spanx, Red Bull, WeWork, 23andMe, SurveyMonkey… 

the list goes on and on. We live in an era of unprecedented market disruption. 

This makes many excellent leaders nervous. CEOs sometimes say, “My business isn’t 

going to change the world. I’m not Steve Jobs or Sara Blakely.” Or, “We’re a service 

business,” or, “Our product is ubiquitous. We’re not high-tech.” 

The solution is in two parts: 

1. You’re not competing head-to-head against Apple or Spanx. You’re competing in 

your market, which you know very well. Your market is very intense and competitive in 

its own way. 

2. While most businesses aren’t going to be massive market disruptors, any business 

can innovate and stay ahead of their competition. For example, in November 2017 

Domino’s Pizza rolled out its “Pizza Insurance” program. It simply states that if your 

takeout pizza gets run over by a car, or drenched in the rain, or dropped on the sidewalk, 

within two hours of purchase you can bring it back to the same store, uneaten and in its 

original packaging, and you’ll get a free replacement pizza of the same type. 

Is there any product more ubiquitous than pizza? Or any market more intensely 

competitive? And yet Domino’s stays ahead by making innovations in how its product is 

marketed, and disrupting—in an incremental way—the pizza home delivery industry. 

There are functional areas in your business ready for innovation. As an innovation 

leader, all you have to do is identify them and nurture them.  
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“WISHFUL” AND “THINKING” DON’T GO TOGETHER 

Today’s innovation leaders know the first step towards leveraging disruption is to 

recognize the world as it really is and not as they’d like it to be.  

They know that wishful thinking will put them on the road to disaster. 

Successful organizations chase truth, not success.  

As people we achieve success only after we’ve been honest and truthful about what’s 

required to drive enterprise excellence. As a philosophical starting point, merely chasing 

“success” is misguided. If we aim only for success, we’ll never get it. Success is the end 

result of staying focused on the truth. 

This applies to how we manage our teams. We need to be honest about what we’re 

asking them to do and then we need to address the realities of the challenges head-on. 

Disruption requires that we recognize what’s really happening and respond decisively, 

without thinking, “We can’t do that!” 

There’s nothing wrong with success—in fact, that’s what this entire book is about! But 

innovation leaders know that to stay ahead, you need to know exactly where you stand in 

the race. 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Identify and evaluate the sources of external disruption in your market—the 

emerging forces that threaten your organization’s viability.  

What might threaten your supply chain? What new competitors are rising? Are your 

customers coming back again and again, or are they defecting to competitors? 

 

2. Identify and evaluate the sources of internal disruption that are brewing right now 

within your organization.  

Are your employees fully engaged? Is your new product development on track? Are you 

personally open and receptive to new ideas? 

 

3. Make sure you’re getting real information, not suppositions or platitudes. 
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Do you seek critical viewpoints, or subtly discourage them? Do you welcome disruption 

as a catalyst for improvement, or does it irritate you? Do you promote data that 

represents stark reality, or data that makes you look good to your stakeholders? 
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CHAPTER 3: THE INNOVATION LEADERSHIP MODEL 

Many of the leadership models propagated today are incomplete and in some cases 

misleading. They’re fractional and rooted in the past, which was a simpler time. 

It’s true that there may have been a time when a fractional model could have worked, 

when forceful action alone was a sufficient character attribute for a leader, or when you 

might have been able to lead by virtue of your compelling vision for the future.  

But today we’re experiencing massive disruption and accelerating change. The world—

and business—is growing more complex. We’re putting behind us the days when one 

super-specialist could drive a company’s success. Today’s leaders must have both depth 

and breadth. They must be able to evaluate and make decisions across a broad range of 

business activities, including research & development, innovation, customer experience, 

marketing, finance, operations, human resources, strategic planning, and more.  

And most of all—and this is critical—today’s innovation leader needs to forge deep and 

productive relationships with his or her stakeholders. No matter what industry you’re in, 

you’re first and foremost in the people business. There is no other way, and no shortcut. 

Either you do this or you lose touch and lose control—and quickly fall behind. 

To stay ahead, there are Four Behaviors you need to understand and apply every day. 

Each behavior is supported by Three Action Attributes. 

Together they make the Innovation Leadership Model. 

The four behaviors are: 

1. Inspire your employees and stakeholders to excel. 

2. Connect with them on a substantive, daily basis. 

3. Adapt to rapid changes. 

4. Respect your customers and stakeholders—and earn theirs in return. 
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INSPIRE 

To stay ahead, it’s imperative that as a leader you give your employees and stakeholders 

a reason to get up in the morning, come to work, and dedicate themselves to quality, 

innovation, and total customer satisfaction. 

It’s not the same thing as paying them high salaries or offering generous benefits. People 

can be very well paid and the same time be totally uninspired. 

Inspiration is a form of positive energy. Innovation leaders do not drag team members 

by the leash, nor do they threaten them into compliance. With crude tactics, no leader can 

inspire anyone in a meaningful and sustainable way.  

Innovation leaders create a powerful beacon that guides team members and draws them 

closer. Inspiration can be stronger than any other force. A dozen global companies—Apple 

and Amazon are just two—were started not with big paychecks or generous perks but only 

with a spirit of inspiration that drove the founders and their teams forward. They worked 

in garages and even college dorm rooms, driven by inspiration, and hoping for—but not 

expecting—financial success. Most entrepreneurs do not achieve financial success, but 

they still reach for the stars, following their inspiration to innovate. 

The ability to inspire is just one of the four behaviors necessary for innovation 

leadership. But how do you do it? You can do it by understanding and mastering three 

attributes: vision, value, and viability. 

1. VISION 
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Too many executives are not able to present a picture of how to recognize success. How 

can you endeavor a strategic initiative and drive strategic results when you haven’t asked 

yourself the basic question, what does success look like?  

To inspire others, you must first have a vision of where you want your people and the 

organization to be in the future. Your team members need to be able to visualize what 

success looks like and how their work will impact their community. The visualization must 

illuminate some positive change to people’s lives. 

If you have no vision for yourself or your organization, stop right now and start thinking 

about it. 

In defining vision, innovation leaders don’t just about the “why”; it’s much more. You 

have to fast-forward through the “why” to clearly visualize this in your mind: “If all goes 

as planned, what will our success look like?” Through visualizing the endgame you 

significantly increase your ability to communicate a clear vision to your team and a path 

forward. 

Before we go any further, we need to discuss “vision” versus “mission.” Some people 

consider the terms to be interchangeable, but there’s one important difference. While a 

mission statement describes what a company wants to do now, a vision statement outlines 

what a company wants to be in the future. A vision statement defines the core ideals that 

give a business long-term shape and direction. It’s inspirational and aspirational, and 

creates a mental image of the future state that the organization wishes to achieve. 

Some vision statements are very simple, like IKEA: 

“To create a better everyday life for the many people.” 

Many companies have both a mission statement and a vision statement, like Airbnb: 

Mission: “Belong anywhere.” 

Vision: “Tapping into the universal human yearning to belong—the desire to feel 

welcomed, respected, and appreciated for who you are, no matter where you might be.” 

And Tesla: 

Mission: “To accelerate the world’s transition to sustainable energy.” 

Vision: “To create the most compelling car company of the 21st century by driving the 

world’s transition to electric vehicles.” 

2. VALUE 
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In order to inspire your team and stay ahead, you need to have more than just a vision 

of what success looks like. You need to also verify that if your vision were realized, it 

would actually be valuable to society.  

It’s incredible how many leaders obsess over missions that simply don’t matter. They 

don’t matter because they’re not valuable. They’re not valuable to your team, to you, and 

most importantly, your organization. Your team will only follow your vision if the vision 

makes sense and delivers real value.  

For example, saying “It’s our vision to make high profits” won’t inspire anyone because 

it’s self-centered, meaning it says nothing about how your work impacts your community.  

In contrast, saying, “It’s our vision that everyone in America should live longer by 

eating healthy organic food” puts the spotlight on the effect your work will have and the 

value it will bring to your customers. Remember that today’s employees are looking for 

more than a job; they are looking to participate in missions that matter. 

Another common problem with a vision is that although it may have value, it may not 

be the number one priority, and chances are your team knows that. For example, saying 

“It’s the vision of our fast-food company to sell burgers at the lowest price possible” may 

be one part of your business strategy (that is, you compete on price) but it can’t be your 

all-encompassing vision because it’s a fragment. Anyone could sell the lowest-priced 

burger if it were tiny and made of crummy meat. By itself, it’s a meaningless vision. 

By comparison, in the low-price fast-food segment the mission statement of In-N-Out 

Burgers, Inc. is, “Give customers the freshest, highest quality foods you can buy and 

provide them with friendly service in a sparkling clean environment.”  

It focuses on the overall customer experience, which is something that every employee 

can understand. 

Innovation leaders have a well-defined vision of what success looks like and they 

confirm and communicate the real value of a mission that matters. 
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3. ATTAINABILITY 

My consulting firm once worked closely with a multibillion-dollar organization 

struggling to recover from a serious management misstep. Before we were engaged, during 

an executive strategy session top leaders had decided the company needed to increase 

revenue by 15% in the coming year. That was all: “Just get revenues up!” To accomplish 

this goal, they brought in their internal branding team and other key executives to build out 

what they called their “Fast 15 Strategy.” To support the strategy they created logos, 

slogans, communication memos, launch meetings, and other messaging materials.  

There was a problem with this frenzy of activity: There was no logical way the 

organization could achieve this rapid growth. There was no strategy other than to demand 

their employees magically make it happen. In fact, their ambitious revenue strategy was 

proposed in the midst of a declining market segment, and most market indicators indicated 

that the company would actually see reduced revenues in the coming year.  

Of course the initiative failed. While the resulting revenue shortfall was bad, more 

importantly they did something that was deadly to their leadership credibility—they put 

together a strategic initiative around growth that was not attainable, and their teams knew 

it. To inspire others, you must present attainable goals. Protect your leadership brand at 

all costs by only pushing out directives and initiatives that are truly valid. 

A classic case of leadership failure is the ill-fated merger between Daimler-Benz and 

Chrysler, which was signed in 1998 and dissolved only nine years later. Daimler paid $36 

billion in what was then regarded as one of the largest industrial mergers ever, and the 

vision offered by leaders on both sides was grandiose; but without intensive restructuring 

of the culture of the newly formed company, the effort was doomed. It didn’t seem that 

anyone bothered to ask, “Can we really do this and make it work?” They had to find out 

the hard way that it simply wasn’t viable. 
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CONNECT 

Many economists say that because of the Internet and global digital communications, 

we live in a “connected economy.” Although it’s true that we have more fibers of digital 

connectivity than ever before in human history, sociologists argue the opposite—that in 

fact we’re a disconnected society composed of people who have fewer and fewer human 

interactions.  

So which is it: Are we a connected people or a disconnected people?  

Well, have you ever gone to a restaurant and seen a family sitting at the table, with each 

member staring down at their personal digital device? They can send text messages, emojis, 

photos, and even money to each other, all without talking or even looking at each other. 

Are they really connected? 

And as a leader who wants to stay ahead, are you really connected to your team, your 

stakeholders, your customers, your vendors? Or are you living in a digital simulation of 

reality?  

We’re a selectively connected society that is driven by a high degree of the way in which 

we architect engagement. We can choose to engage virtually through digital media or the 

old-fashioned way of face time. In this case, it’s a good idea to strike a balance between 

the old and the new.  

Being connected means having a personal relationship with your employees and other 

stakeholders. No, you don’t have to know every detail of their private lives, but you should 

have a mental picture of as many people as possible in your organization. You need to see 

them as individuals, not as cogs in the machine. To help you strengthen your personal 

connections, here’s a little quiz that you should give yourself on a regular basis. The quiz 

takes the form of ten simple questions.  

For every question, email does not count. Emailing a subordinate counts as zero on the 

connection scale! 

You should self-administer Part 1 of the quiz at the end of the workday: 

1. How many subordinates did I see face-to-face today? 

2. How many subordinates did I speak with one-to-one today? 

3. How much time did I spend out of my office, visiting different areas of the 

organization and meeting with the people who staff them? 

4. How many subordinates did I meet for the first time today? 
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Part 2 of the quiz you should self-administer every week: 

1. How many of my subordinates can I name by sight? 

2. With how many of my subordinates have I exchanged a personal greeting? 

3. How much time, in hours or minutes, was I directly interacting with subordinates? 

4. How many suggestions submitted by subordinates have I seen and reviewed this 

week? 

Over time, you can increase the numbers of the responses to every question. Every time 

you increase your connection to your people—which boosts employee engagement, which 

is another emerging key metric—you make your organization stronger and more resilient. 

There are three key attributes in the second Innovation Leadership Model behavior that 

innovation leaders know and practice. They are Access, Action, and Authenticity: 

1. ACCESS 

When it comes to team engagement, providing access goes far beyond the so-called 

open-door policy. Having an “open door” means your team members can enter your office 

when they want to, to ask a question or deliver a report. This is nice, and it’s better than 

having a closed door, but it means you are passively waiting for them to interact with you. 

Innovation leaders proactively reach out to engage team members in a way that is 

relevant to their individAual personas, goals, and responsibilities. It means leaving your 

office and intruding into their space (nicely, of course!) to ask them how they’re doing 

and—more importantly—what you can do to help them get the job done. 

Remember, while your employees work for you, in a very real sense you are their 

servant. Your job is to help them do theirs in the best and most productive way possible. 

It means recognizing and adapting your interaction to fit the persona type of the 

stakeholder. Every human being is unique. Some are extroverted, others introverted. Some 

are impulsive, others deliberative. An innovation leader knows how to interact with each 

type so that a deeper, more lasting connection is made. 

Remember, you can’t communicate vision, value, and viability if you’re not personally 

outreaching to the teams you serve. And this does not mean sending tweets. It means 

putting in real face time. In the old days they called it “management by wandering around,” 

and today it’s more necessary than ever. 

For example, Don Fox, CEO of Jacksonville, Florida-based Firehouse of America, 

parent company of Firehouse Subs, makes visiting his franchise restaurants high on his 
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annual priority list, which he compiles at the beginning of each year. Nurturing 

relationships within the franchise community is a big part of his job. He told Julie Knudson 

from QSR magazine that the primary benefit of a hands-on approach is that “it keeps you 

very close to the business, how the business is being operated, and where the dollars are 

flowing.” If too much of your time revolves around headquarters, Fox told Knudson, you’re 

probably missing out on critical information, including how customers interact with your 

brand. 

2. ACTION 

Team engagement is a dynamic and active process. To engage and to connect is to lead. 

The problem is that most leaders are busy, and the idea of getting up out of the corner office 

and actively setting up processes of systematically engaging team members is tiresome. In 

fact, some leaders may consider this to be a waste of time. That is unfortunate, because 

there is no better way to drive enterprise success than to increase the efficiencies and 

engagement of your team members. Action is the heavy lifting of leadership and it requires 

that you build processes and routines around the active connection of your team. 

Innovation leaders transform plans into reality. Too often, CEOs propose impressive 

strategies and plans that sound good on paper but never become real. They get shelved, 

or are never funded, or something else—a new shiny object—appears over the horizon.  

Sometimes inaction is a matter of analysis paralysis, or just plain old bureaucracy. To 

combat this, at Amazon.com Jeff Bezos has created a system of what he calls Type 1 and 

Type 2 decisions.  

Type 1 decisions are irreversible turning points that top executives must be involved in. 

Type 2 decisions, which are more common, are tactical calls that a business can reverse 

if it gets wrong. These don’t need the personal involvement of top leaders. 

“Type 2 decisions can and should be made quickly by high judgment individuals or 

small groups,” Bezos wrote in 2015. “As organizations get larger, there seems to be a 

tendency to use the heavy-weight Type 1 decision-making process on most decisions, 

including many Type 2 decisions.” This leads to paralysis and inaction, as decisions are 

made too slowly. 

3. AUTHENTICITY 



Nicholas Webb – Innovation Leadership 

 36 

Nobody likes a phony. Nobody. Unfortunately, many organizations have leaders who 

are disingenuous and, for the lack of a better term, “fake.” Sadly, these leaders are under 

the impression that nobody notices, but they do. Their subordinates notice, their peers 

notice, and sometimes even sharp-eyed stock analysts notice. 

Being slippery might be tempting as a short-term strategy to avoid confronting a 

problem. But in the long run, it’s always a mistake. Sometimes even a legal one. 

Life gets a lot better when you’re willing to be self-aware, authentic, and honest. 

Your team is smart and they want to be respected. You want them to be authentic with you 

and they expect that you will be authentic to them.  

Here’s an example. An organization that hired young enthusiastic college graduates to 

work in their call center built out compensation programs that attracted these young hires, 

but the managers knew full well that the salespeople would never hit the plan targets that 

allowed them to make real money. But the employees got their revenge. In an act of 

industrial Darwinism, these angry hires shared their stories on platforms like Glassdoor, 

doing significant damage to both the leaders and the business. 
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ADAPT 

H.G. Wells once wrote: “Adapt or perish, now as ever, is nature’s inexorable 

imperative.” 

The renowned science fiction author may have been talking about the future of 

humanity, but Innovation leaders understand exactly what he was saying. 

In business, change is the norm. 

You either adapt or perish. Adaptation is the fueling force of evolutionary success. 

Moreover, adapting to massive deep changes in a time of disruptive innovation requires 

that organizations make adaptation a core competency. 

You may assume that adaptation applies only to your product or service, but nothing is 

further from the truth. Adaptation can—and should—happen in every facet of your 

operations. 

It can happen in: 

• Human resources, as you keep pace with current trends that make your company the 

most desired place to work. 

• Your supply chain, which is being revolutionized by the Internet of Things (IoT) and 

smart devices. 

• Marketing, where the old strategies of interruption advertising are being supplanted 

by the power of social media and consumer connectivity. 

• Manufacturing, where the emergence of 3-D printing and robotics threatens to disrupt 

the traditional assembly line. 

Here are the three key attributes to being consistently adaptable and staying ahead.  

1. ATTENTION 

The innovation leader is keenly aware of his or her environment, both internally and 

externally. You don’t become aware, and you don’t learn, by talking. 

A good rule of thumb is that a leader should listen for three minutes for every one minute 

they spend talking. 

This view is shared by the co-founder of Google’s successful career mentoring program. 

As Marguerite Ward wrote for CNBC, Jenny Blake, a career strategist who has helped 

more than one thousand Google employees climb the corporate ladder, advises that trying 

to solve a problem immediately usually does more harm than good 
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“One of the biggest mistakes that I see managers making is immediately jumping in to 

give advice or trying to troubleshoot in the middle of a career conversation,” Blake told 

CNBC, “rather than really asking open ended questions.” 

“Great leaders and managers make listening a priority,” she added. “Not just any 

listening, but active listening.” 

2. HUMILITY 

Innovation leaders have an unshakable set of core values: integrity, trust, honor, respect. 

These they never relinquish, and they take pride in them. 

But—and not paradoxically—in their day-to-day activities they’re not blinded by their 

own preconceptions or past successes. They’re willing to learn from others and are open to 

new ideas.  

As Jeanine Prime and Elizabeth Salib wrote in their Harvard Business Review article, 

“The Best Leaders Are Humble Leaders,” a study by Catalyst revealed that humility is one 

of four key leadership factors necessary to create an environment where employees from 

different demographic backgrounds feel included. (And as we know, workplaces are 

increasingly comprised of a rich mix of demographics.) In a survey of more than 1,500 

workers from Australia, China, Germany, India, Mexico, and the U.S., researchers found 

that when employees observed selfless or altruistic behavior in their managers, they were 

more likely to report feeling included in their work teams. This was true for both women 

and men. 

Altruistic or selfless behavior by leaders was characterized by: 

1) Acts of humility, such as learning from criticism and admitting mistakes. 

2) Empowering followers to learn and develop. 

3) Acts of courage, such as taking personal risks for the greater good. 

4) Holding employees responsible for results.  

Among employees, the demonstration of humility by a superior serves to foster feelings 

of both individuality and engagement. Employees feel respected as individuals when they 

are recognized for the distinct talents and skills they bring to their teams. They feel engaged 

with the larger community when they share important commonalities with co-workers. 

Neither of these is possible when the leader is strutting through the halls like a peacock. 
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Based on their current research and an ongoing study of leadership development 

practices at Rockwell Automation, the authors noted that a “selfless leadership style” 

includes these action items: 

Foster conversation, not debates. No one likes to be lectured, and no one wants to get 

into a pointless argument. As the leader, it’s your job to calmly listen to all points of view, 

weigh the options, and clearly state your decision. Innovation leaders are willing to set 

aside their own preconceived ideas when other, better ideas are offered. Their egos aren’t 

bruised! 

Admit your mistakes and resolve to correct them. Employees know when you’ve 

made a mistake, and they know when you’re trying to pass the buck. Do what you expect 

your employees to do: Fess up, take responsibility, say how you’re going to fix the 

problem, and then do it. 

Follow as much as you lead. By empowering others to lead, you’ll not only facilitate 

the personal and professional development of your employees but you’ll model the act of 

considering different perspectives, a critical element to working effectively in diverse 

teams. 

Embrace uncertainty. Since uncertainty and ambiguity are ubiquitous in today’s 

business environment, then why fight them? Why not embrace them? If you humbly admit 

that you don’t have all the answers, you make it possible for subordinates to step forward 

and offer solutions. By doing so, you also cultivate a sense of interdependence and reliance 

on each other as you collectively work through complex, open-ended problems. 

There is an ancient Chinese proverb that says, “The wise adapt themselves to 

circumstances, as water molds itself to the pitcher.” So does the humble innovation leader! 

3. AGILITY 

It’s not good when a leader acts like a deer caught in the headlights, frozen in place. 

Innovation leaders are agile and move quickly to meet new challenges. 

They put aside their immediate concerns to listen to those around them, and then apply 

a set of specific skills and abilities to an externally perceived stimulus. They act upon that 

knowledge, attempting to help fulfill the needs of employees, superiors, and other 

stakeholders. Responsive leaders wield influence to solve problems for those around them, 

often before even being asked. 



Nicholas Webb – Innovation Leadership 

 40 

Above all, an innovation leader strives to understand people and the operating context. 

He or she seeks to understand what’s really happening, as opposed to what they want to 

see. They recognize the constantly fluctuating nature of business and can quickly respond 

to new circumstances and challenges. They go one step further to anticipate challenges 

before they arise and quickly pivot to face them. 

The opposite is the rigid leader, who when presented with an unfamiliar situation goes 

into defensive mode. Their brain automatically processes the problem as a threat, and their 

sympathetic nervous system shuts down, like a deer caught in the headlights.  

RESPECT 

Innovation leaders earn the respect of their employees and peers. 

Notice the word “earn.” 

Not “deserve” or “are entitled to” or “should expect.” 

Any leader who struts around and expects to be respected just because of the nameplate 

on their door, or the view from their corner office, is making a big mistake. 

Innovation leaders earn respect every day and with every interaction they have with 

stakeholders. They never take it for granted. 

Here are the three core areas in which innovation leaders excel, earn the respect they 

deserve, and stay ahead.  
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1. RESULTS 

Chances are, you’re demanding a lot from your team, and that’s okay. But remember, 

your team is expecting you to deliver results. One of the best ways to drive leadership 

success is to focus on your own results as a leader so that you have the incredible benefits 

of sharing with your team that you expect nothing more from them than you expect from 

yourself.  

Have you ever worked for a boss who demands a high workload but who shows up at 

10:00 am and leaves at 3:00 pm? (And don’t say, “Oh, the boss is super-efficient.” No. The 

boss is lazy.) We all have had such bosses, and we don’t respect them, and chances are we 

won’t work for them for long. As the leader, you need to “walk the walk” and set the 

example for your employees. When you know what’s important to you, you’re more likely 

to take action. Avoid distractions and busywork, and stick to tasks that keep you focused 

and help you move forward. Those around you will notice, and they’ll make your work 

ethic part of their everyday behavior too. 

Results—both that you achieve and you ask of others—must be clear, realistic, and 

measurable. Don’t play games with your employees by being vague or by moving the 

goalposts. Setting SMART (specific, measureable, achievable, relevant and timely) goals 

can help you evaluate the goals you wish to set. Put a system in place to help you measure 

the goals of both yourself and your employees, and keep the organization on track.  

2. RESPONSIVENESS 

Have you ever worked with someone who, in response to your question, often said, “I’ll 

get back to you on that”—and they never did? Because you didn’t get an answer, you 

probably felt not only annoyed but also personally disrespected. As if you were 

insignificant and your work didn’t matter. 

In the chapter on the six dysfunctional archetypes of leaders, one particularly insidious 

archetype is the bunker. The bunker believes that he or she can hide out, and because 

they’re not interacting, nothing bad will happen. Of course they’re wrong. Prompt and clear 

responses to input from subordinates or peers are vital to building a culture of respect. We 

owe accurate and timely and complete responses to our team, and innovation leaders make 

it part of their leadership belief system and behaviors. 

3. REALITY 
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Innovation leaders have their feet are planted squarely on the ground of reality. They 

understand their business, the markets, and competition, all in the timeline that it takes to 

accomplish specific tasks and duties. These leaders have invested in understanding their 

business, teams, and industrial ecosystems so well that they always know exactly what’s 

possible and what’s not. This is not a small matter. Team members who are expected to do 

more than they can really do, or to achieve something that is simply not real, leave 

organizations quickly.  

Innovation leaders know the difference between what’s possible and what’s impossible. 

It’s unrealistic to expect a complex piece of software to be fully functional in its first 

iteration. 

It’s unrealistic to think that customers will be overjoyed when you roll out a mediocre 

product. 

It’s unrealistic to think your people can make miracles happen without adequate 

resources and backing from the corner office. 

To be realistic, you need to be self-aware. You need to engage the insights of your team 

and you need to be deeply connected to what human beings are capable of producing. 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Understand that today’s leaders need to have both depth and breadth. They need 

the Innovation Leadership Model. 

The Innovation Leadership Model behaviors are Inspire, Connect, Adapt, and Respect.  

Each behavior has three attributes. All are equally important:  

Inspire = Vision, Value, Attainability.  

Connect = Access, Action, Authenticity. 

Adapt = Attention, Humility, Agility. 

Respect = Results, Responsiveness, Reality.  

 

2. Create a powerful inspirational beacon that guides team members and draws them 

closer. 
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Is your organizational vision statement both inspirational and aspirational, and does it 

create a mental image of the future state that the organization wishes to achieve? The 

leader at the top must understand, endorse, and promulgate the organizational vision, and 

ensure that it adapts to rapidly changing conditions, both internal and external. 

 

3. Proactively reach out to engage team members in a way that is relevant to their 

individual personas, goals, and responsibilities. 

With leadership comes responsibility! Innovation leaders earn the respect of their 

employees and peers every day and with every interaction. 
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CHAPTER 4: INSPIRE 

In the next four chapters, we’ll drill down more deeply into the Innovation Leadership 

Model of Inspire, Connect, Adapt, and Respect. They are the keys to staying ahead. 

Let’s start with inspire. 

There is perhaps no more potent opportunity—and responsibility—for humankind than 

inspiring others to succeed in the pursuit of visions that matter.  

We often think of visions that matter as being religious or perhaps political pursuits. 

Mother Teresa was a tremendous source of inspiration not by virtue of what she 

commanded or directed. She inspired us all to serve others, to be better people, and to count 

our blessings.  

Winston Churchill, Abraham Lincoln, and other visionary political leaders have 

inspired us through their words and their passion.  

But when you think about it, visions that matter can come in almost any form, including 

in business. 

The vision of a world where everyone has clean and safe drinking water is not trivial; it 

really matters. 

And so is the vision of safe and reliable transportation, or of better communication at a 

low price, or of safe and strong houses that can stand up to tornadoes.  

That’s why of the four Innovation Leadership Model behaviors, the first is to inspire, 

and the first key attribute is vision. 

Like all the behaviors, the inspire behavior is critical in the pursuit of leadership 

mastery. To become an innovation leader, you can read all of the leadership books in the 

world, you can try to apply the popular leadership practices that are frankly nothing more 

than parlor tricks to try to get results, or—better yet—you can be an inspirational beacon 

and the prototype that you want your teams to follow.  
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INNOVATION LEADERS: WHERE DO YOU FIT IN? 

Here are a few examples of innovation leaders who consistently have stayed, or did stay, 

ahead of their competitors by inspiring those around them. They’re all very different 

people! Some are “high profile,” while others are low key.  

To become an innovation leader, you first start by being yourself. 

• Steve Jobs wasn’t just a person who had lots of ideas; the late co-founder and CEO of 

Apple had a keen sense of how to convey those ideas to other people and inspire them to 

take action. His example shows business leaders how to deliver expertly tailored rhetoric. 

He was a master of the art of persuasive and effective speaking, using a variety of 

techniques to adapt to differing situations and scenarios, all while delivering a consistent 

message. He often used stories and metaphors to make his point. Such devices are more 

memorable than statistics and dry assertions. 

• Beyoncé. Sure, pop music stars are supposed to have charisma; that’s part of the job 

description, isn’t it? But through her music, Beyoncé leverages her charisma to start 

conversations about society’s most difficult topics. She influences her vast audience by 

weaving cultural messages into her catchy lyrics, spurring listeners to rally around social 

issues.  

And let’s not forget that Beyoncé sits at the top of an impressive business empire that’s 

given her a net worth of $350 million, and earned her a spot on Fortune’s Most Powerful 

Women list for 2016. They include her launch of a clothing line, the “athleisure” brand Ivy 

Park, and her investment in WTRMLN WTR, a “female-founded watermelon-water 

startup.” She’s also part owner of the music streaming service Tidal, and she co-owns 

House of Deréon, a contemporary women’s fashion line. 

• Warren Buffett. If running around in gold tights like Beyoncé isn’t your style, fear 

not! Some of the most charismatic business leaders are quite ordinary in their appearance, 

and their charisma comes purely from what they say and the business decisions they make. 

The chairman and CEO of Berkshire Hathaway, Warren Buffett is one of the most 

successful investors in the world; and with a total net worth of $83.4 billion as of January 

2019, he’s the third wealthiest person in the United States and the fourth wealthiest in the 

world. He’s totally unassuming in his appearance, and yet when he speaks, millions of 

investors analyze his every word. He’s a brilliant communicator who knows how to convey 
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life lessons in easy-to-understand morsels. One typical Buffett-ism is this: “Price is what 

you pay. Value is what you get.” Super simple—and absolutely true. 

• Elon Musk. Leadership charisma doesn’t have to be highly polished and packaged. 

Commentators agree that Elon Musk—the founder, CEO, and CTO of SpaceX; a co-

founder, CEO, and product architect of electric carmaker Tesla; co-chairman of OpenAI; 

and founder and CEO of Neuralink, among other groundbreaking ventures—isn’t the most 

rehearsed or polished speaker in the business world. While his speeches are characterized 

by stuttering and rambling, he manages to convey he’s got both incredible vision and 

impressive command of even the finest details to make his vision a reality. 

• Donald Bren. You’ve probably never heard of him, which is why he’s included on 

this list. Donald Bren, who lives in Newport Beach, California, happens to be the most 

successful real estate developer in the United States. With an estimated net worth of $16.4 

billion, Bren is a self-made mogul who turned a $10,000 bank loan into the Irvine 

Company, a multi-billion-dollar real estate company that’s the largest landowner in 

California. An intensely private person who never seeks the limelight, through his privately 

held real estate company and the Donald Bren Foundation he has provided generous 

funding to many charities, including more than $220 million to support education in 

California. 

All of these inspiring leaders stay ahead in their own ways—and you can too! Personal 

charisma comes in many forms, and the best part is that it’s within every single one of us. 

Charisma isn’t something you were born with, like the color of your eyes. You can develop 

it and work on it the way you’d practice any other skill. This next profile is a case in point. 

THE POWER OF LANGUAGE 

Words are things – Maya Angelou 

 

Many leaders are incredibly careless about the way in which they use language. In its 

most simple terms, if we want to inspire others we need to take what’s in our head and 

deliver it into the heads of our team members. We need to communicate what’s in our head 

to our team in a way that inspires them to follow our vision willingly. Our ability to 

communicate our vision in a way that engages our teams is possibly the single most 

important attribute of all innovation leaders.  
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The best way to inspire is to deliver a vision that has both value and attainability, and 

which will help our listeners stay ahead. 

There are good speakers and there are bad speakers. And there are probably far more of 

the latter variety. 

This next observation may not seem very profound, but here’s the interesting part: good 

speakers do not just deliver content; they also deliver feelings.  

Textbook content alone does not inspire. When people want a dry recitation of facts, 

they go to Wikipedia, or call the help desk. Innovation leadership is all about making the 

emotional connection; only once that’s been done will people see the value and attainability 

of your vision. 

TWO TYPES OF PRESENTATION: CONTENT AND HUMAN-BASED 

Here’s an example of two very different openings to a keynote presentation on the future 

of leadership. We’ll name our speakers John and Darryl. 

John takes the podium and says, 

“Today, ladies and gentlemen, I’m going to share with you a range of new 

methodologies that include novel approaches that can systematically increase the returns 

on strategic initiatives by driving new best practices in the area of leadership optimization. 

I will also leverage new analytic methodologies in order to show leaders how they can 

leverage data to gain better insights about their teams to significantly improve growth and 

profit.” 

Are you already bored by what John is saying? John is delivering nothing more than 

dry-as-dust content. It had no context. There was no information about why human beings 

should be interested or excited by it. 

In order to get the attention of your stakeholders, you need to engage them on an 

emotional level. This is because deep down inside, humans are motivated by primal needs. 

Let’s listen to how another speaker, Darryl, engages his audience. 

Darryl takes the podium and says, 

“You, my friends, are artists, coaches, innovators, and yes… leaders! In your privileged 

role as a leader, each of you has the opportunity to change lives and to live a mission that 

really matters. Today, I’m going to share some moving examples of how some of the best 

leaders are inspiring, connecting, and adapting to massive change. Most importantly, 
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perhaps, I’m going to share with you four simple principles that will literally transform 

your leadership skills to superstardom. So let’s get started!” 

Darryl’s approach is human-based. As humans we’re not drawn in by dry 

methodologies. We’re drawn in by our humanness and our emotive self. Yes, content 

matters; but if it’s not received and internalized it will be of little use.  

For example, if you Google “the top TED talks of all time,” you will see humanism, 

passion, and vision expressed, with no exceptions.  

As of this writing, the top ten most popular TED talks are: 

• Simon Sinek, “How great leaders inspire action.” He presents a simple but powerful 

model for inspirational leadership with the question “Why?”  

• Brené Brown, “The power of vulnerability.” It’s all about the human connection 

and our ability to empathize, belong, and love.  

• Cameron Russell, “Looks aren’t everything. Believe me, I’m a model.” Tall, 

pretty, and an underwear model, she takes an unflinching look at the industry that sells 

images of seductive teenagers. 

• Shawn Achor, “The happy secret to better work.” If you love your mission, your 

happiness will inspire you to be more productive. 

• Celeste Headlee, “Ten ways to have a better conversation.” Radio host Headlee 

knows the ingredients of a great conversation: Honesty, brevity, clarity, and a healthy 

amount of listening.  

• Robert Waldinger, “What makes a good life? Lessons from the longest study on 

happiness.” He discusses what keeps us happy and healthy as we go through life.  

• Tom Thum, “The orchestra in my mouth.” This human beatbox performer slings 

beats, comedy, and a mouthful of instrumental impersonations. 

• Maz Jobrani, “A Saudi, an Indian and an Iranian walk into a Qatari bar...” This 

Iranian-American comedian tackles volatile cultural issues with a smile. 

• Andrew Solomon, “Depression, the secret we share.” The opposite of depression is 

not happiness but vitality. 

• Carol Dweck, “The power of believing that you can improve.” She discusses 

“growth mindset”—the idea that we can grow our brain’s capacity to learn and to solve 

problems. 

HOW MASLOW’S HIERARCHY RELATES TO YOU 
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No matter how you seek to inspire through communication—with words, your 

appearance, or even music—you need to address what people really need. People will 

respond most powerfully to what they value right now on the deepest level. This was 

brilliantly revealed by psychologist Abraham Maslow in his “Hierarchy of Needs,” which 

he described in his 1943 article in Psychological Review.  

You’ve probably seen it, but here’s a refresher. It’s a pyramid graphic with five levels. 

From bottom to top, they are:  

1. The first level, the foundation, consists of our basic needs for human survival, which 

Maslow called physiological needs. They are air, water, food, shelter, and the ability to 

reproduce. Without them, we die. 

2. The second level is safety, which we value after we’ve met our basic survival needs. 

Safety includes personal security, financial security, health and well-being, and safety 

needs against accidents and illness and their adverse impacts. Increased safety means a 

longer life. 

3. Moving higher on the pyramid, level three is social belonging. Humans need to feel 

a sense of belonging and acceptance among their social groups, both large and small. Large 

social groups may include national identity, religious groups, or professional organizations. 

Small social connections include family members, intimate partners, mentors, colleagues, 

and confidants. 

4. Level four is esteem, which includes both self-esteem and respect from others. It’s 

our fundamental human desire to be accepted and valued by others. People often engage in 

a profession or activity to gain recognition, which gives the person a sense of contribution 

or value. Low self-esteem or an inferiority complex may result from imbalances during 

this level in the hierarchy.  

5. The highest need we have is self-actualization. To paraphrase Maslow, “What a 

person can be, they must be.” This quotation refers to a person having a vision of their full 

potential and the realization of that potential. Maslow describes this level as the desire to 

accomplish everything that one can, to become the most that one can be. It’s what we call 

your personal mission. 

What does this have to do with what innovation leaders know? 

Plenty! 

STAY IN THE MOMENT 
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Innovation leaders know what people value, and address them on that level—that is, in 

terms that mean something to them at that moment.  

For example, let’s say Darryl is talking to people who have had their homes destroyed 

by a hurricane. Suddenly, their most basic needs are not being met. All they care about is 

finding shelter from the next rainfall. He will say to them: 

“You, my friends, are all decent, hardworking citizens, and you have suffered a great 

tragedy. Today, each of you has the opportunity to change your life and live a mission that 

really matters. I’m going to share some vital information about how you can get your homes 

rebuilt! I’m going reveal the four simple steps you need to take to get safe and affordable 

housing before the next storm hits. So let’s get started!” 

The members of his audience are desperately concerned with their fundamental level 

one need for the basics of shelter. They’re not concerned with higher needs of social 

acceptance or esteem. Because Darryl understands this, he speaks to them on their level, 

and they will want to hear every word he says. 

For his next speech, Darryl finds himself facing an audience of people who see 

themselves as comfortably ensconced at level four. They have food, shelter, security, social 

connections, and the esteem of their peers. Obviously he’s not going to talk to them about 

rebuilding their homes, because the problem doesn’t exist for them. He’s going to talk 

about level five—self-actualization. He may say, 

“You, my friends, are all leading citizens who have received the great blessings of life. 

But something is missing, isn’t it? Don’t you feel like you need a purpose in life? Today, 

each of you has the opportunity to support a mission that really matters. This is the mission 

of hurricane relief. You can help your fellow citizens get their homes rebuilt! I’m going 

reveal how you can contribute, in time or money, to the great effort to rebuild the homes 

of our neighbors. So let’s get started!” 

He’s going to inspire them because he’s talking to them on their level. 

THE BLAH, BLAH, BLAH OF LEADERSHIP LANGUAGE 

A multibillion-dollar healthcare system had an urgent need to save $35 million. In a 

frantic panic, the top executives put together seven “waste-out” teams in order to find and 

root out waste as quickly as they could. These teams climbed through every crevice of the 

organization looking for money spillage. 
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In a shockingly naïve move, the leader in charge of looking for $35 million in waste put 

together an internal branding strategy in the form of a slogan bumper sticker that simply 

said this: “WE NEED TO BE BETTER STEWARDS OF OUR FINANCIAL RESOURCES.”  

Really? Who would be inspired by a simplistic, authoritarian message that basically 

said, “Stop wasting money”? As a vision, it’s both vague and unattainable. It has no value 

to the listener. 

Not surprisingly, the effort came up empty-handed. Was there waste within this 

organization? Absolutely! But they didn’t find it because they didn’t understand how to 

inspire waste-facing team members (people whose jobs put them in a position to know 

about where money was being spent) to collaborate in the game of waste out. This 

corporate-speak language was not only disengaging, but for most team members it was 

simply repulsive and seemed a bit accusatory. 

The message was not only bad, it was neither meaningful nor collaborative. It did 

nothing to inspire the employees to see and understand the problem, and become motivated 

to help solve it. It did not demonstrate innovation leadership. 

ENGAGE THE EMPLOYEES 

Fortunately, the CEO realized the mistakes that the waste reduction task force was 

making. He quickly leveraged the Innovation Leadership Model behaviors: Inspire, 

Connect, Adapt, Respect. An investigation revealed that no one had really asked anybody 

where the true waste was. His new team put together an innovation challenge that went out 

to their 3,500 employees entitled the Biggest Loser Challenge. They leveraged an internal 

enterprise social network that used leader boards and other game tools to drive higher levels 

of engagement to the challenge. They also conducted waste-out hackathons (an ideation 

method used by software developers) to engage the teams in a fun and personal way. 
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Instead of asking these amazing people to be better stewards of their financial resources, 

they were asked to identify the dumb things everyone did that wasted money. (As an 

example of the ossification of the company’s management culture, it took them two weeks 

of wrangling with HR and legal to get permission to use the word “dumb”!)  

After launching the initiative, they received literally hundreds of tremendous ideas. The 

first submission was an observation that the company was wasting $1 million a year with 

a vendor who had been hired to just the water houseplants! This approach worked because 

they used language that was engaging and fun. They asked the waste-facing employees to 

tell them the dumb things they observed, and that language was really powerful.  

One important result of this engagement was to identify better ways of gaining insights 

from the problem, opportunity, and waste-facing employees. 

Remember… Innovation leaders inspire others to reach for the stars. And when you do, 

you ensure that you and your organization will stay ahead even in the most brutally 

competitive market. 
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ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Learn how to create an unbreakable bond between your organization’s vision and 

the individual team members’ goals and desires. 

Do you know the reason why your employees wake up every day and go to work, and 

where they want to take the organization? Can you tie the mission of the organization to 

the employee personas of your team members? Do you inspire them to reach higher? 

 

2. Understand that charisma can be developed and honed like any other skill. 

Don’t just whine and say, “Leaders are born, not made.” This is nonsense! You can learn 

how to exude a sense of enthusiasm and passion about what you do and why it matters. 

You can become an innovation leader if you work at it! But always be yourself. You 

don’t have to be Tony Robbins to gain a following. The best leaders are charismatic by 

virtue of their authenticity in their sincere commitment to achieve a mission that matters. 

 

3. Appreciate that your words and how you say them are how you articulate your 

vision to engage your team members. 

This is critical to your success as a leader. Your team members don’t care about making 

you rich or saving money. Your team members care about a beautiful vision that connects 

to their own personal goals and objectives. They want to make a difference. Be deliberate 

in how you use language to inspire your team.   
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CHAPTER 5: CONNECT 

Ask the typical CEO if he or she is connected to the company’s top stakeholders—the 

executives, board members, big shareholders, and vendors—and they’re likely to reply, 

“Of course I’m connected to them! What a ridiculous question!” 

When you probe a little deeper, you may hear these additional explanations: 

“I have an open door policy. Everyone knows that. If someone has a problem, they can 

walk right in.” 

“We have staff meetings every week. I hear all the reports.” 

“I’ve got a dashboard on my desk that shows me all the relevant metrics. I can see at a 

glance if someone is falling short.” 

“I send email blasts and tweets to everyone in the organization. They all know exactly 

where I stand.” 

“Last week I played golf with our biggest supplier. Our shipments are on track.” 

In the mind of such a CEO, he or she is the center of the universe. The world—the 

company and its customers—revolves around them. It’s the job of everyone else to provide 

the CEO with the news of the day, whether good or bad. Having been duly informed, the 

leader then renders his decision. Memos are disseminated, employees respond promptly, 

the universe hums along agreeably, and the profits continue to roll in. 

Such a leader will not have a company that innovates. It won’t stay ahead for very long.  

Let’s see how access, action, and authenticity come together to connect you with your 

people, and them with each other. 

THAT PESKY THING CALLED “CHANGE” 

What could be wrong with the scenario outlined in the previous section? 

To be honest, if the world were static and frozen in place, nothing would be wrong with 

it. 

If the market never changed, if competitors didn’t compete, if technology didn’t 

advance, if people weren’t emotional beings with unresolved and evolving hopes and 

dreams, then the passive “open door” CEO would get along just fine. The slow flow of 

change would trickle under the CEO’s door, equilibrium would be preserved, and there 
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would never be any surprises. The standing date on the golf course—every Saturday 

morning until the end of time—would be secure. 

Thankfully, the world isn’t static. It surges with progress and change. What’s more, the 

rate of progress and change is accelerating. The advances that once occurred over a period 

of ten or twenty years now happen in five. Or even in just one.  

New technologies—and with them, new challenges—are emerging at a faster clip than 

ever before in human history. 

The numbers don’t lie. If you’re not convinced, think about it this way:  

Human beings in the form of the species Homo sapiens have been living on the earth 

for about 200,000 years.  

For the first 199,432 years of our existence, we couldn’t figure out how to make a 

printing press with moveable type. This happened less than six hundred years ago, in 1450, 

when Johannes Gutenberg did it. As a result, human society was transformed. 

For the first 199,803 years of our tenure on this planet, we didn’t know how to harness 

the power of electricity, which Michael Faraday did when he made the first electric motor 

in 1821—less than two hundred years ago! Again, human society was transformed. 

And as recently as 1975, the year the Altair 8800 was put on the market, no one had a 

personal computer. No iPhone, no PC, no MacBook, no nothing.  

Remember Moore’s Law? Named for Gordon Moore, the co-founder of Fairchild 

Semiconductor and Intel, Moore’s law is the observation he made in 1965 that the number 

of transistors in a dense integrated circuit doubles approximately every two years. It’s been 

true, with incredible effects. The explosion of digital electronics has contributed to world 

economic growth in the late twentieth and early twenty-first centuries, and has been a 

driving force of technological and social change. 

A range of other technologies demonstrate similar exponential growth, whether bits of 

data stored or DNA base pairs recorded. The outcome is the same: in just decades, and for 

less cost, capabilities have increased by thousands, millions, and billions. 

What does this mean for the leader who wants to stay ahead? 

It means that he or she can no longer be the passive recipient of information. They need 

to get out of their office and proactively take the pulse of their people. Do to this, and 

absorb the tremendous flood of data required to make informed decisions, more than ever 

the innovation leader needs to have multiple skill sets.  
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AN INNOVATION LEADER IS A HOLISTIC LEADER 

It may have been true that even a decade ago a successful leader could have been a 

technocrat, well versed in one facet of the business, who could depend on external reports 

and data inputs to fill in the gaps and make up for the fact that he or she was functionally 

myopic. Such a mindset won’t work today. 

For example, no CEO wants to suffer the fate of GM chairman and CEO Rick Wagoner, 

who on March 29, 2009 was forced to resign after GM, which was once the world’s 

undisputed colossus of manufacturing, announced it was filing for bankruptcy protection. 

Under Wagoner’s nine-year tenure as CEO, GM lost billions in revenue, added billions 

in debt, and sacrificed sizeable market share. Wagoner—who by all accounts is a nice 

guy—did his best, but it was not good enough.  

According to published reports, there were many things Wagoner failed to do 

effectively. He never pushed back against the culture of the status quo that had been baked 

into the company. He failed to create access, take action, and display authenticity. Crisis 

demands urgent change, but Wagoner and other GM leaders acted as if nothing could touch 

them. Responding to crisis demands putting the right people in place to make good 

decisions quickly and responsibly well before major crises strike. 

But perhaps most of all, Wagoner appeared to lack a broad, holistic perspective. He was 

a career finance executive who first joined GM as an analyst in the treasurer’s office, and 

then became treasurer of GM’s Brazil subsidiary and later served as managing director. In 

1992, he was named GM’s chief financial officer. Two years later he became executive 

vice president of North American Operations.  

He was never a “car guy.” Insiders say he was insulated and oblivious to both internal 

and external challenges. He reportedly packed his board of directors with chummy allies 

who wouldn’t question him, including several CEOs who had been fired from other 

companies, and ceremonial, nonbusiness figures. When legitimate criticisms arose, the fat-

cat board circled the wagons to protect their friend. Wagoner resisted the large-scale 

restructuring that GM’s dire situation demanded, and instead of making the company more 

efficient by doing things differently, he chose keep doing things the same way, just with 

fewer people. 

In the opinion of many analysts, his approach was not holistic. It was piecemeal, 

fractured, and myopic. 
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In contrast, the current president and CEO, Mary Barra, came up through the GM ranks 

by hopping from job to job, gaining exposure to many different divisions and viewpoints. 

She ran a manufacturing plant, led internal communications, led human resources, and led 

product development. Another executive who worked with her told ABC News, “I don’t 

think it’s often that you find a CEO who has run internal communications and HR.”  

She’s keenly aware—and interested in—how the company works on an organic level. 

This is what helped her navigate a serious crisis. In February 2014, just two weeks after 

she assumed the top position of what was then the third-largest carmaker in the world, GM 

became engulfed in a massive recall due to a faulty ignition switch linked to 124 deaths. In 

the coming months, as the scale of the recall grew to 2.6 million cars, Barra faced both 

relatives of the victims and a congressional committee demanding to know why the 

company had put dangerous vehicles on the road. By focusing on core values and 

connecting to the company’s stakeholders, she brought GM through the crisis.  

Barra says GM’s goal is to be “the most valued automotive company,” a concept that 

goes beyond sales or stock value. “It means most valued by all the stakeholders we partner 

with to do business, whether it’s our suppliers, dealers, employees, unions or the 

communities where we do business,” she told the Detroit Free Press. “It means suppliers 

bring their best technology to us first. Employees want to work here. Dealers focus on our 

brands. All of that creates the most value, which then allows us to have the right return for 

our shareholders.” 

Two leaders, two cultures, two levels of engagement. On a personal level, both are very 

nice, well educated people. But one represented the past; the other represents the future. 

One was fractured, the other is holistic. 

One of them was one step behind. The other is one step ahead. 

You probably know which side you want to be on. 

INTELLECT + EMOTIONS + ASPIRATIONS = A SOLID CONNECTION 

This equation is very simple. In the marketplace of today—where change is accelerating 

and disruption deepening—the innovation leader needs to connect with his or her 

stakeholders on three levels: with intellect, emotions, and aspirations. It may seem like a 

tall order, but if Mary Barra can do it, so can you. 

Let’s look at each of the three elements. 
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INTELLECT 

Here we’re talking about the pragmatic parts of the job. Things like project timelines 

and budgets and product rollouts. These are the things that directly generate profits, and 

you cannot ignore them. But these important decisions must be made by a CEO who is 

well informed. For example, in 2001 Rick Wagoner (not to beat up on the guy, but when 

GM canned him he pocketed a $20 million golden parachute, so he can afford to take a few 

lumps!) killed the EV1, GM’s entry into the fledgling electric car market. The company 

actually recalled all 1,117 cars it had produced and destroyed them. It was a terrible 

decision made by a CEO who was out of touch with reality. It wasn’t until late 2016 that 

GM got back into the electric car segment with the well-reviewed Chevy Bolt. 

The innovation leader knows the practical aspects of the business. Not every 

engineering detail, but the broad strokes. Remember, in a big company you need to know 

how to delegate. You need to hire trustworthy, knowledgeable people who will provide 

honest opinions and data. But you also need to know enough to question them and ask for 

evidence to back up their opinions. If your logistics manager says, “We need to buy fifty 

more trucks,” you need to know enough to ask, “What’s our average down time for our 

fleet? How many hours per day do our current trucks spend sitting idle? Ho many are out 

for repairs, and for how long?”  

Innovation leaders don’t always know the answers, but they always know what 

questions to ask. 

EMOTIONS 

Innovation leaders know that people aren’t robots. People have feelings, opinions, 

dreams, illusions, and fears. 

Mediocre leaders view this emotional quality of human beings as a nuisance and an 

expense. They would prefer their employees come to work, keep their mouths shut, do their 

jobs, and clock out at the end of the day without making waves. 

There’s one big problem with this mindset. 

Not logic, but human emotion drives business. It drives your business. 

People make major life decisions based on emotion. They take a job at a company based 

on emotion. They quit a perfectly good job at a company because of an emotional response 

or incident.  
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How many times have you heard an employee say about a teammate, “He’s a jerk! I 

wouldn’t lift a finger to help him. If his project fails, I’ll be happy.” 

Or, “My boss? He’s clueless. He just sits in his office all day while everyone else puts 

out fires. This place is going downhill. I can’t wait to find a better job somewhere else.” 

Or the other side of the coin: “She’s amazing! I’d do anything to help her. She really 

appreciates when you go the extra mile for her.” 

Or, “He gave me great advice about my project. He’s such a nice guy! I wouldn’t want 

to work anyplace else.” 

Innovation leaders know that the emotional side of people—customers, employees, 

leaders—is a very powerful force, and that no two people are emotionally alike. Different 

things appeal to different people, and different things repel different people. There is no 

“one size fits all.”  

What this means for a leader is that if your job is to generate the most value possible 

within your organization, then you need to manage your employees to be as productive as 

possible. The only way to manage a human being to be highly productive is by getting 

them into the right place emotionally. 

In the old days, some leaders—call them Captain Ahabs, after the immortal character in 

Moby-Dick—believed that fear was the best motivator of men. They would say, “If you 

don’t work hard, you’ll face the lash! If you’re lazy, you’ll get no rum!” 

We all remember the beloved stereotype of the Marine drill sergeant screaming at his 

new recruits, and ordering the slacker to “Drop and give me fifty pushups!” or “Clean the 

latrine with a toothbrush!” These archetypes are fun to see in the movies, but they don’t 

exist in real life—at least not in successful companies. Yes, fear has its place: the fear of 

bankruptcy, the fear of getting laid off, the fear of looking like a loser to your peers. But 

innovation leaders keep an 80/20 ratio of positive emotional engagement to fear. While the 

hand extended to the employee may be made of iron, it must always be covered in a velvet 

glove. The desire to succeed and to please is always more powerful than the fear of failing 

and rejection. 

ASPIRATIONS 

Imagine one of your employees came to you and asked, “Why are we in business?”  

Or, “Why do we sell pizzas?” 

“Why do we operate a bank?” 
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“Why do we rent cars?”  

If you were asked a question like this, what would you reply? 

Hopefully, you wouldn’t say, “To get rich.” That’s probably the worst answer 

imaginable. While it’s important for your company to earn a profit—and by being an 

innovation leader who follows the Innovation Leadership Model, you’ll massively enhance 

the odds your company will earn big profits—it’s not what separates your company from 

thousands of others. 

The pizza maker wants to earn a profit. 

The bank wants to earn a profit. 

The car rental company wants to earn a profit. 

Earning a profit, and wanting to get rich, is a given. It’s in the DNA of every company. 

Therefore, if you say, “Our goal is to earn a profit,” you might as well say, “Our goal is to 

breathe air,” or “Our goal is to eat dinner every night.”  

Remember, as an innovation leader your job is to create the maximum value possible 

within your organization—value to your stakeholders, your investors, your employees, and 

your community. You need highly motivated and inspired employees.  

You motivate and inspire them three ways: 

1. By showing them a tangible plan for success (the intellectual part). 

2. By showing them you respect them and want nothing but the best for them (the 

emotional part). 

3. By showing them what they do matters—to themselves and to their community (the 

aspirational part). 

You sell pizza because you want to help people enjoy quick and easy nutritional foods. 

You operate a bank to help people save and safeguard their money, and to provide loans 

for building houses and buying cars. 

You rent cars to help people get where they need to go quickly and conveniently. 

Ideally, the mission of the company will be in alignment with the personal interests of 

your leadership team, investors, and employees. A clear and powerful mission makes a big 

difference—as Deloitte reported in February 2015, mission-driven companies have 30% 

higher levels of innovation and 40% higher levels of retention, and they tend to be first or 

second in their market segment. 
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As an innovation leader, it’s up to you to hire people who are passionate about what 

they do. In fact, passion is more important than skills. You can teach any intelligent person 

a skill, but you can never teach them to have a passion. You can only help unlock the 

passion they already have within themselves. 

WHY PEOPLE LOVE “UNDERCOVER BOSS” 

You’ve probably seen the TV show where the CEO dons a wig, makeup, and funky 

clothes, and goes to work for a day at one of his or her stores, or a company warehouse, or 

at a franchise. We see the boss interacting with a variety of front-line employees, some of 

whom are disengaged and “off the rails,” while others are highly dedicated and trying their 

best to succeed. The employees are told that the unqualified person they’ve been assigned 

to work with—the boss—is participating in a reality game show. 

It’s interesting to see the range of employees, and how some try very hard to excel, even 

under difficult circumstances, while others are clearly poorly trained or simply have a bad 

attitude. But it’s equally interesting to discover the breadth and depth of the gulf that 

divides the CEO from the front line employees. In episode after episode, we see front line 

employees doing one of two things—or both: 

1. Struggling to use and make sense of policies and procedures promulgated by the 

corporate office that don’t relate to real-life customer service.  

2. Improvising solutions to problems that the company manual doesn’t cover or doesn’t 

solve.  

Over and over again, the front-line employees say they want to do a good job but the 

corporate office stands in their way. Meanwhile, the CEO usually discovers that he or she 

lacks the skills to do the jobs to which they’ve been assigned.  

In one memorable episode from 2010, Dave Rife, one of family owners of White Castle, 

went undercover in his own company, and he accidentally ruined thousands of hamburger 

buns after mishandling equipment in one of his bakeries. He also discovered low morale 

among his employees at a local factory. 

When the company got the call about participating in Undercover Boss, president and 

chief executive officer E.W. “Bill” Ingram III told WBNS-TV in Columbus, Ohio, that 

they were interested in the opportunity to learn more about their workers. 
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 “One of the interesting things about White Castle,” said Ingram, who couldn’t go 

undercover because too many employees knew him, “is the longevity of the company and 

the fact that it’s still a family business, with now the fourth generation of family members 

working in the business. You think that you know your employees because you go out and 

visit most of the restaurants and that type of thing, and have interaction with them, but 

there’s always things that come up that you don’t realize.” 

As Ken Tucker pointedly wrote in Entertainment, “We were told Dave ruined 4,800 

buns. Earlier, he had commented, ‘I have not had a great deal of time to spend in our 

bakeries.’ Gee, no time, when we saw you riding in your sports car and dropping pounds 

with a trainer? You had the time, Dave; you just didn’t give a damn until the Boss camera 

crew came a-callin’… By the end, I wanted to fire Dave and his entire entitled family.” 

Memo to Dave: When making a connection to your employees, authenticity is one of 

the three attributes you need. 

EMPLOYEE SURVEYS, DATA POINTS, BLAH, BLAH, BLAH… 

It’s one thing to make a state visit to your front-line employees, like the Queen of 

England inspecting her household staff before a big party. It’s quite another thing to 

actually get down into the trenches or, if that’s not possible, get unfiltered feedback and 

suggestions from the people working with your customers.  

Employee surveys can be useful, as long as they’re analyzed and acted upon. Many 

seemingly connected companies have binders full of surveys and data points sitting on the 

shelf of the office of the vice president of human resources, untouched and unread, like 

treasures from King Tut’s tomb on display in a museum. 

As the Society for Human Resource Management (SHRM) said in a 2015 article entitled 

“Managing Employee Surveys,” while a survey can send a positive message that leaders 

want to hear from their employees, “if the senior management team is not fully committed 

and ready to really listen to and, most important, act on what employees are saying, then 

conducting a survey can falsely raise expectations among employees, leading to an 

employee relations disaster.” 

If you ask for feedback, you cannot shield responses as if they were top secret 

information. Employees will deeply resent feeling (ah—there’s that word again, “feeling”! 

It’s all about human emotion!) as if they’ve been used in a cynical exercise. Disseminate a 
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summary, and take action on specific ideas that might work. If Joe on the loading dock 

provided a good idea, make sure a high-level manager thanks him personally. 

A good way to make a connection and stay ahead is to ask for criticism. This can mean 

surveying employees during times when they might be ready to criticize you! Employers 

are often reluctant to take the temperature of employee attitudes during downsizings, 

business slumps, reorganizations, or outsourcing efforts because they assume that 

employees will unload a pile of complaints, but organizational experts say that such times 

can provide an ideal opportunity to solicit tough feedback. 

Surveys should be your tool of last resort. Gathering feedback from employees through 

multiple channels including 360-degree feedback, focus groups, personal discussions on a 

regular basis is always preferable to taking a survey.  

You need not spend your entire day wandering the hallways and cubicles of your 

company, doing nothing but talking to your employees.  

Maybe half the day would be good, but not the whole day. 

EMPLOYEE ENGAGEMENT PROGRAMS CAN WORK! 

You can enhance your connection to your organization by creating employee 

engagement programs. They can work if they’re accessible, action-oriented, and authentic.  

As the Aberdeen Group found in their 2015 report, companies with effective and 

consistent employee engagement programs achieve 26% greater year-over-year increase in 

annual company revenue, compared those who do not have formal programs. And 

companies with an employee engagement program enjoy 233% greater customer loyalty.  

These are not employee Frisbee leagues, but about consciously designed policies that 

develop the best qualities of your employees and relate to job performance.  

Setting clear goals is one example. It sounds obvious, but it’s amazing how many leaders 

fail to set clear goals. Leadership IQ surveyed 5,000 workers in various fields to study the 

impact of goal setting on employee engagement models. They found that people who set 

motivational goals are up to 75% more fulfilled than people who set routine goals. The 

right goals can motivate people to achieve extraordinary results. 

Gamification works too. As reported by Axero, stodgy old IBM—which happened to 

be ranked number 37 on CareerBliss 50 Happiest Companies in America—employs video 

game-like solutions throughout its intranet. One game is about making a virtual city more 
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efficient. Others allow users to simulate business scenarios. The idea is to turn a boring or 

difficult task into a game of collaboration, competition, or a creative endeavor.  

But beware! If they’re shallow, temporary, or done just for show, then by making 

employees cynical about the company’s motives they’ll do more harm than good. Surveys 

have asked employees what they think are the most pointless activities they are asked to 

engage in every year, and many say, “The annual performance review and the annual 

employee engagement survey.” Why do employees dismiss these staples of American 

business? It’s simple—they rarely ever see any results or positive action taken as the result 

of employee surveys or reviews. 

Similarly, employees often see a splashy human resources launch of an employee 

recognition program as just another motivational “flavor of the month,” designed only to 

make the bosses look good. 

If you make an organizational effort to boost employee engagement—which you 

definitely should do!—be sure to make it sincere, action-focused, and consistent.  

ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Be responsible for making the connection to your stakeholders on an intellectual, 

emotional, and aspirational basis. Your employees are all individuals, and a cookie-

cutter, one-size-fits-all approach is no longer enough. To maximize profits, maximize 

your personal involvement with your people.  

 

2. Know enough to ask the right questions. If making the connection seems like a big 

load to carry, remember that you need to hire strong managers who can handle the 

details. You cannot possibly know everything—but you’d better know which questions 

to ask. 

 

3. Be authentic. You’re not playing a part in a movie. As the CEO, you have the same 

authority whether you act like a king or a real human being. You can still hire and fire, 

and give direction. You’ll find that if you act like your authentic self, you’ll get a better 

response. Productivity and profits will follow.   
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CHAPTER 6: ADAPT 

In the dictionary, to adapt means to adjust to changing requirements or conditions, 

whether internal or external. 

In business, it means to not merely adjust to but to embrace changing conditions. To 

leverage change to your advantage. To bake it into your organization and how it operates. 

You do this by embracing the three attributes: attention, humility, and agility. 

Successfully adapting will keep you and your company ahead. 

Failure to adapt can be fatal. 

Let’s take a look at some of the challenges facing leaders that require adaptation. 

THE INCREASE IN “CLOCK SPEED” 

In computer lingo, “clock speed” refers to the operating speed of a computer or its 

microprocessor, defined as the rate at which it performs internal operations. Every 

computer contains an internal clock that regulates the rate at which instructions are 

executed and synchronizes all the various computer components. The central processing 

unit requires a fixed number of clock ticks (or clock cycles) to execute each instruction. 

The faster the clock, the more instructions the CPU can execute per second. 

The term is now being applied to business. 

To keep pace with accelerated business cycles, companies are trying increase their clock 

speeds. This means that new products and product iterations need to be developed, tested, 

and brought to market with increasing frequency. Product life cycles are shorter—the 

consumer electronics gizmo that could have once stayed on the market for two or three 

years is now obsolete in one year. Clock speed has increased by three, four, or even five 

times in the last ten years, and change cycles are also being compressed by a similar factor. 

This applies to internal adaptation as well. In the old days the IT department could 

announce, “A year from now, we’re going to roll out the new customer management 

system.” Today the rollout may need to happen in just three months.  

This is another facet of the need to adapt more quickly and with more depth than what 

was required a few short years ago. As a leader in your business, to stay ahead how 

attentive, agile, and humble do you need to be? 
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DISCOMFORT, DISRUPTION, DESTRUCTION 

 

Adaptation is usually triggered by some irritant or threat. 

Discomfort, disruption, and destruction are what drive an organization to adapt. If these 

forces did not exist, then nothing would change, year after year.  

But that’s not the way the world works—especially today. 

Let’s talk about the first level of threat—discomfort. 

Among many leaders, the rapid pace of change is causing discomfort and an associated 

loss of trust. As the 2015 Edelman Trust Barometer reported, business leaders report a 

profound concern about the pace of change. “By a two-to-one margin,” said Richard 

Edelman in his preface, “respondents in all nations feel the new developments in business 

are going too fast and there is not adequate testing. Even worse, 54 percent say business 

growth or greed/money are the real impetuses behind innovation. That’s two times more 

than those who say business innovates because of a desire to make the world a better place 

or improve people’s lives.” 

It would be one thing if business growth and innovation came primarily from the desire 

to make better products or improve people’s lives. That’s something anyone could get 

behind—after all, who wouldn’t want progress in science and technology? Who wouldn’t 

want a more fuel-efficient car or a smart phone that could tell you if your heart had an 

arrhythmia? But the lingering suspicion among the general public and business leaders is 

that organizations are innovating to boost profits, which isn’t always the same thing as 

making people’s lives better. 
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DISCOMFORT IS OFTEN SELF-INFLICTED 

If change is pursued relentlessly and for no apparent reason, considerable discomfort 

results. As Elizabeth Doty pointed out in her article “Leading Teams through Change at 

the Speed of Business” for Strategy-Business.com, change is not one event but a constant 

presence. The resulting discomfort often internal and self-imposed. “Following a merger,” 

she wrote, “one leader I work with was asked to integrate new teams six times in nine 

months, until her department began calling themselves ‘the island of misfit toys.’”  

A risk to companies equal to complacency is overreach—the frenetic, headlong quest 

for change that exceeds what leaders can manage effectively. As leaders scramble to keep 

up with changes they themselves may have instituted, teams can be reorganized so often 

they find themselves chasing conflicting priorities, working longer hours than ever but not 

building sustained success. 

What do innovation leaders know about discomfort? They know it’s up to the leader to 

get out of the echo chamber and find out what’s going on in the trenches, and then make 

policy based on reality. When employees or managers balk at moving forward, it’s often 

because they do not feel they are valued, the changes asked of them do not make sense to 

them, or they are not convinced of the opportunity to improve. The innovation leader will 

avoid these common traps by making positive change part of normal, everyday life. 

PRODUCTIVE VS DAMAGING DISCOMFORT 

Normalizing change is good, but carefully controlling change—and the resulting 

discomfort—is one key to staying ahead. Human beings have a finite ability to adapt. You 

can’t keep throwing new directives at your people at a pace they can’t keep up with. It’s 

inefficient. After all, remember that efficiency comes from repeating a task over and over 

again while eliminating waste. This harks back to Toyota’s legendary lean manufacturing 

system based on waste minimization (“muda”) within the manufacturing system without 

sacrificing productivity, which takes into account waste created through overburden 

(“muri”) and waste created through unevenness in work loads (“mura”). You can’t possibly 

refine a system if you’re constantly tearing it apart and reshuffling its components.  

Innovation leaders know you have to achieve a balance between productive discomfort, 

which is a cause of innovation, and damaging discomfort, which is the result of poor 
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management and which impedes innovation because your people—the human beings who 

have to figure out how to turn the ideas of leaders into reality—are too confused and too 

busy spinning their wheels to be fully productive. 

Leadership has the responsibility to prioritize changes, initiatives, and responses to 

discomfort. Failure to identify the most important priorities can be costly, and funds and 

manpower allocated to spurious projects can lead a company into a hole.  

DISRUPTION 

The next stage above discomfort is disruption. 

Disruption is “disturbance or problems that interrupt an event, activity, or process.” 

Clayton Christensen, author of The Innovator’s Dilemma, wrote that successful, 

outstanding “incumbent” companies can do everything right and yet still lose their market 

leadership, or even fail, as new, unexpected competitors rise and take over the market. The 

next generation product is not being built for the incumbent’s existing customer base but 

for a spinoff market; and the incumbent’s large customer base, which is not interested in a 

new product, insists upon more innovation with the familiar incumbent product. 

It’s like a game of leapfrog, where the disruptor, instead of confronting the powerful 

incumbent head-on, “leapfrogs” over it. 

Nowhere can this be seen more clearly than in the rise of Tesla, Inc. Elon Musk focused 

squarely on developing a luxury electric car when the big manufacturers were still 

dabbling. Today, the company is valued higher than many mainline auto companies; as 

Hendrik Reimers wrote on SeekingAlpha.com, “Tesla trades close to $379, which gives 

the whole company a market capitalization of slightly more than $60 billion. Let’s compare 

that to Audi ($34 billion), BMW ($61 billion) and Daimler ($80 billion). That’s right, Tesla 

is already worth as much as BMW, close to twice as much as Audi, and is nearing Daimler 

dimensions.” He added that since 2012, Tesla’s market cap increased even faster than its 

stock price because, in order to raise more capital for its investments, the company 

increased the number of shares from 107 million in 2012 to 162 million.  

While it may be happening at a faster rate, disruption is nothing new. “We saw it with 

Cornelius Vanderbilt and the railroads,” said Morgan Stanley auto and mobility analyst 

Adam Jonas. “There were times when people thought men like these were crazy…. We 

saw it with Thomas Edison and the electric utility grid. Henry Ford’s bankers were furious 
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at the risk he was taking with the moving assembly line. But they did it. And once in a 

while, these things pay off. Elon Musk is in that genre of capitalist / scientist / storyteller.”

  

Tesla is disruptive because it’s elbowing its way into an established market. What it’s 

doing is more than discomfort but less than destruction, as we’ll see in the next section. 

CYCLES OF DISRUPTION 

One thing to remember about disruption is that today’s disruptor becomes tomorrow’s 

status quo. When disruptive companies establish themselves as part of our daily lives—

like Apple, Amazon, and Google have during the past twenty years—they become the 

norm. Then other companies try to improve upon their once-revolutionary value 

propositions, or even one aspect of them, in order to seize their own market share. 

In the cycle of disruption, the company that is prepared to sustain innovation over the 

long term can seize the advantage. Apple, Amazon, and Google have set themselves up for 

long-term profitability because they’ve built disruption into their business models. Of 

course their success over the next twenty or thirty years remains to be seen, but so far those 

three companies seem to have done a pretty good job of creating sustained disruption.  

The marketplace is littered with companies that thrived as powerful disruptors only to 

be overtaken when markets changed and their business model became outdated. One such 

company is Dell Computers.  

In 1984, at the age of nineteen, with $1,000 in capital from his family, Michael Dell 

founded PC’s Limited, a seller of IBM PC compatible computers, while a student of the 

University of Texas at Austin and operated the company from his dormitory room. By 

1992, Fortune magazine included Dell Computer Corporation in its list of the world’s 500 

largest companies, making Michael Dell, at twenty-seven years old, the youngest CEO of 

a Fortune 500 company ever. With the advent of the Internet, Dell became leader in 

customized personal computers that were sold directly to consumers online. This strategy 

was so successful that by 1999, the company surpassed Compaq, Packard Bell, Gateway, 

and everyone else to become the number one manufacturer of computers. 

But the market changed, and the disruptor became the dinosaur. In 2005, sales growth 

slowed due to the maturing PC market, which constituted two-thirds of Dell’s sales. 

Analysts recommended that Dell needed to make inroads into non-PC businesses segments 
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such as storage, services and servers. Due to competitor pressure, the company found itself 

selling a greater proportion of cheap PCs than before, which eroded profit margins. Dell’s 

customer service worsened as it moved call centers offshore and as its growth outstripped 

its technical support infrastructure. 

Laptops became the fastest-growing segment of the PC market, but Dell’s reliance on 

Internet sales—once the cutting edge of innovation!—meant that it missed out on growing 

laptop sales in big box stores. By 2011, with a shrinking PC industry, Dell continued to 

lose market share, as it dropped below Lenovo to fall to number three in market share. 

The ailing company was rescued by its founder and namesake. On February 5, 2013, 

Dell announced that Michael Dell and Silver Lake Partners, aided by a $2 billion loan from 

Microsoft, would take the company private in a $25 billion leveraged buyout deal. The 

company merged with EMC Corporation to form Dell Technologies, which today sells a 

wide variety of personal computers, servers, smartphones, televisions, computer software, 

computer and network security, as well as information security services. 

It was a close call, with much pain, factory closings, and layoffs along the way. 

DESTRUCTION: ARE YOU IN THE HORSE AND BUGGY INDUSTRY? 

Both discomfort and its more intense cousin, disruption, are forces that you can leverage 

and ride, just like a surfer rides a powerful wave. They can propel you forward and give 

you an exhilarating ride with high-fives all around when you hit the beach, or they can 

wipe you out. In surfing, if you get wiped out you can get back up on your board and try 

again—a little bruised, perhaps, but ready to go another round. 

Destruction is another matter. It’s just plain bad and dangerous for your business—

indeed, possibly for your industry. It’s like an earthquake. There’s nothing good about an 

earthquake. All you can do is hang on and hope to survive and rebuild. 

Historically we’ve seen entire industries wiped out by a new, destructive industry. 

A good example is the horse industry of the early twentieth century. 

Huh? Horses? 

You bet. At the turn of the twentieth century, the primary mode of transportation for 

millions of people was horses. You could ride them or use them to pull your carriage. By 

1915, there were 26.5 million horses in the United States, working on farms and in cities. 
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The human population was a little over 100 million. That made one horse for every four 

people. Think about it—one horse for every four people!  

Do you know how much a horse eats? The average thousand-pound horse typically 

needs to eat fifteen to twenty pounds of hay per day. It needs to drink five to ten gallons of 

fresh water every day. It will produce, on the average, 37 pounds of feces and 2.4 gallons 

of urine daily. 

Do the math…. In 1915, the US population of horses consumed roughly 500 million 

pounds of hay per day. They produced 750 million pounds of manure per day, and a lot of 

it went onto city streets. 

This was the status quo in 1915, the year with the most horses living in the United States. 

The point is that if you were in the horse business, then business was booming! Demand 

for your product was incredibly high. Everyone wanted and needed a horse. Everyone had 

to feed their horses, every day, seven days a week. Everyone needed saddles, bridles, horse 

barns, carriages, and all the things that went along with horses.  

Then along came the automobile, powered by the internal combustion engine. Its most 

successful advocate was Henry Ford. In 1915, there were approximately 2.5 million cars 

and trucks on the road in America. By 1925—just ten years later—the number had 

exploded to over 20 million. 

The automobile destroyed the horse industry. And rightly so—the vast horse industry 

was cumbersome, environmentally horrible, and unsustainable. By 1960, there were just 

three million horses left in the United States, mostly on farms, the stables of the very 

wealthy, or in the wild.  

While the automobile destroyed the horse industry, it only disrupted the carriage 

industry. Why? Because carriage builders could easily pivot to making automobile bodies. 

If you’re making a wagon or a carriage, you don’t care if the darn thing is pulled by a horse 

or propelled by a gas engine. It’s still got four wheels and seats! In fact, right up until 1984, 

many Cadillac cars were sold with a special “Body by Fisher.” Founded in the late 1800s 

by the Fisher family, the company began as Standard Wagon Works, and then in 1908 

became the Fisher Body Company with a contract to build bodies for the newly formed 

Cadillac and Buick companies. The profitable relationship lasted for nearly eighty years. 

WHAT INDUSTRIES MAY VANISH NEXT? 
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What forces of destruction have we seen recently? 

• The vinyl phonograph record industry has been destroyed. 

• The photographic film industry has been destroyed. 

• The taxicab industry has been pummeled. 

• The coal mining industry is almost gone. 

• Passenger railroads—at least in the United States—are an endangered species. 

• Newspaper publishing—hanging on by a thread. 

Who’s next? How about… 

• Gas stations, as electric vehicles become dominant. 

• Hard-wired landline phones, which are already nonexistent in developing nations, 

where everybody has a mobile phone. 

• Old-line electric power plants, threatened by alternative energy sources. 

• Plastic credit cards, which will be replaced with mobile payments.  

• Digital storage media—CDs, DVDs, Blu-Ray discs, external hard drives, memory 

cards—many are becoming obsolete. 

• Your industry? No? Are you sure? 

 

Remember, by “destruction” we mean that no matter how clever or determined you are, 

if you choose to enter a dying industry you’re going to find either a shrinking market or no 

market. For example, you may be in the business of making the world’s finest coal-fired 

electricity plants, but it won’t matter: you won’t find a market. 

LEADERSHIP IS BOTH INTERNAL AND EXTERNAL 

Innovation leaders know that they need to perceive and respond to reality from two 

sources: the internal environment and the external environment. Both are equally 



Nicholas Webb – Innovation Leadership 

 73 

important. You need accurate and timely internal reports about productivity, your supply 

chain, your finances, your research & development, your succession planning—every 

aspect of your business operations. You also need accurate and timely external reports 

about changing market conditions, your competition, customer behavior, the available 

talent pool, sources of financing, and much more. 

Innovation leaders know that when they ask, “What’s our profit forecast?” the voices 

coming back will be truthful. And when they ask, “Do our customers love our new 

product?” they’ll hear an accurate assessment, including any bad news. 

There is no question that the biggest problem with most organizations is that leaders and 

managers live in an echo chamber. As a result, they are extremely slow to allow external 

ideas, trends, and fast-moving reality into their consciousness.  

We can’t lead our organizations into the future if we don’t understand what they’re 

made of. The best organizations and the best leaders know that their customers, employees, 

channel partners, and the very technologies and markets they live in are changing in a very 

deep and fast way. Yet surprisingly, too many organizations do not see adaptation as part 

of a mandatory leadership skill set—but it is. Innovation leaders know that both their 

external and internal worlds are changing, and by leveraging a range of systems, tools, and 

even technologies they can have a firm grasp on the changes that are happening around 

them and build future-ready organizations  

COULD YOUR COMPANY SURVIVE A STRESS TEST? 

Because of the increasing pace of change, the need to adapt is becoming more urgent. 

As Martin Reeves and Mike Deimler wrote in “Adaptability: The New Competitive 

Advantage” for the Harvard Business Review, that in the past thirty years the volatility of 

business operating margins has more than doubled, as has the size of the gap between 

winners (companies with high operating margins) and losers (those with low ones). Market 

leaders are knocked off their thrones with increasing regularity, with the rate of companies 

dropping out of the top three rankings in their industry increasing from 2% in 1960 to 14% 

in 2008.  

Even worse, market leadership no longer guarantees strong profits; Reeves and Deimler 

pointed out that in some sectors the once ironclad correlation between industry share and 

profitability has become almost nonexistent. The traditional lines separating industries are 
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becoming blurred. It’s even become more difficult for some leaders to clearly identify in 

what industry and with which companies they’re competing! For example, if you owned a 

telecom company that provided cell phone service, would your competition be another cell 

phone provider, or email? Or Twitter? Or the local cable company that offers video 

conferencing? Who would be competing with you in the same industry, and who would 

want to wipe out your industry—your competitors included? 

The rise of uncertainty makes strategic planning much more difficult. That’s because 

traditional approaches in which long-term planning was used as a buffer against change 

and uncertainty assumed a relatively stable and predictable world. But if the world is highly 

unstable, then your rigid strategic plan will quickly become a straightjacket from which 

there’s no escape. 

In the banking industry, because the stakes are so high planning for uncertainty is 

mandated. The US Federal Reserve, in an effort to save big banks from succumbing to 

volatility, demands that they undergo regular stress testing. Big banks are compelled to 

embrace various scenarios of future conditions—such recessions and runaway inflation—

and, through computer modeling, demonstrate they have enough liquidity to survive a 

volatile future. 

One of the goals of the Fed’s stress testing of big banks is to destroy the echo chamber 

that too many executives live in. When these vain leaders speak, instead of hearing the 

truth come back at them, they hear their own voices. 

“Profits are up,” the leader says, inaccurately. 

The echo chamber replies, “Yes, profits are up!” 

“Everyone will love our new product,” the leader says, with no basis in reality. 

The echo chamber replies, “Yes, everyone will love our new product!” 

Innovation leaders know they need to break down the echo chamber and open 

themselves up to real information that can leverage meaningful change. 
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To do this takes attention and humility, and then to respond appropriately requires 

agility. 

Could your company survive the Fed’s stress tests? Does your strategic plan incorporate 

the possibility of unforeseen and unwelcome volatility in the future? Probably not, because 

the vast majority of companies are only looking at the next quarter, not five years down 

the road.  

 

THE OSBORNE EFFECT 

What’s the “Osborne Effect?” 

It’s a particularly tragic story of a self-imposed disaster that could have been avoided 

by the leader getting out of the echo chamber and basing business decisions on reality, not 

over-exuberant fantasy. 

Back in the early 1980s, the Osborne Computer Corporation was a pioneering Silicon 

Valley maker of personal computers. In 1981, Adam Osborne, the founder of the company, 

developed, with design work from Lee Felsenstein, what was arguably the world’s first 

mass-produced portable computer. 

The first Osborne 1 computer shipped in July 1981. Demand was huge, and in just 

twelve months the company grew from two employees (Osborne and Felsenstein) to 3,000 

people and $73 million in revenue. 

In early 1983, demonstrating a fatal lack of humility, Adam Osborne began showing the 

second-generation Osborne Executive computer to journalists, who then eagerly publicized 

the new model. Dealers, afraid of being stuck with unsold computers, began cancelling 

orders for the Osborne 1. Costly inventory piled up, and in spite of dramatic price cuts, 

sales of the Osborne never recovered. Losses, already higher than expected, continued to 

mount, and on September 13, 1983 the company declared bankruptcy. 

The company had already announced yet another successor product, the Osborne Vixen, 

but went out of business before the Vixen could be established! 

The Osborne Effect: Drawing attention to a new iteration of your product before it’s 

actually available for sale. Yes, change is relentless and increasing in speed—but 

innovation leaders know that you need to be disciplined and in control of your workflow 

and product rollouts, and not always succumb to the urge to “Do it now!”  
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ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1.  Recognize and adapt to discomfort.  

Is it coming from an external source—or is it self-inflicted? Can you use it to innovate, 

or do you just have to get rid of it? Do you know when to adapt while sticking to your 

values? 

2. Leverage disruption to your advantage. 

Change is not an event; it’s a steady stream. You can be victimized by it or use it to 

your advantage. Are you willing to get out of your echo chamber and hear about 

developments that are uncomfortable or even threatening?  

3. Manage the rate of change—don’t let it manage you! 

Your people can only absorb so much change at one time. What’s your organization’s 

clock rate? Are you ensuring your employees ate not either stagnating or suffering from 

change whiplash—because both are equally bad! 
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CHAPTER 7: RESPECT 

You cannot write a chapter on respect without beginning with a few words from the 

classic song by the great Aretha Franklin: “R-E-S-P-E-C-T! Find out what it means to me! 

R-E-S-P-E-C-T! Take care, TCB!” 

(For the uninitiated, “TCB” is the acronym for “taking care of business.” Aretha says 

that one sign of respect is that you take care of business. You need to produce results. How 

true!) 

What does respect mean to you? And to your superiors, colleagues, employees, and 

partners?  

Just about everything. 

Without a foundation of respect, you can try to inspire, but your message won’t be taken 

to heart. 

Without respect, you can try to connect, but your words will fall on deaf ears. 

You can try to adapt, but no one will follow you. 

You’ll be preaching to an audience of one: Yourself. 

What exactly is this precious stuff called “respect”? 

It’s a complicated word. The dictionary defines it as “high or special regard; esteem; the 

quality or state of being esteemed; expressions of high or special regard or deference.” Or, 

“a positive feeling or action shown towards someone or something that is considered 

important, or held in high esteem or regard; it conveys a sense of admiration for good or 

valuable qualities; and it is also the process of honoring someone by exhibiting care, 

concern, or consideration for their needs or feelings.” 

This is accurate, but there’s another facet of the word that needs to be recognized. This 

is cogently illustrated by a line from Alice’s Adventures in Wonderland by Lewis Carroll: 

“The Cat only grinned when it saw Alice. It looked good-natured, she thought: still it had 

VERY long claws and a great many teeth, so she felt that it ought to be treated with 

respect.” 

In this use, the word conveys an element of fear. The Cat, with his claws and teeth, 

needed to respected for his ability to inflict damage. 

In much the same way, the power you wield over your employees will be respected, at 

least in public. The CEO is the Cat, with claws and teeth. The question is this: Is the 
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outward respect shown to you matched by inward respect? Do your employees give you 

respect because they want to keep their jobs, or because they really feel it? 

The difference is huge. It can mean either continued success for your organization or 

decline and failure. 

RESPECT: GIVEN AND EARNED 

Respect is a two-way street. 

As in the example above, the Cat is going to get a certain amount of respect by virtue 

of his teeth and claws. Your employees may not like the Cat. They may think the Cat is a 

jerk. They may be counting the days until they can tell the Cat to shove it. But as long as 

the Cat’s around, they’re going to be deferential because of its power to inflict harm. 

There are plenty of bosses who are happy with this arrangement. They don’t care if their 

people like them or are inspired by them. They only want them to do as they’re told and 

meet their quota. To them, workers are drones.  

Some bosses say, “I want my employees to respect me,” and what they’re really saying 

is, “I want my employees to fear me.” They don’t see respect as a two-way street. They 

want respect to flow to them, and they don’t think it needs to flow the other way. 

Could this model work? Yes, but only under two highly restrictive conditions:  

1. It works only as long as your employees are a commodity and can easily be replaced. 

Have you ever read The Grapes of Wrath by John Steinbeck? In this book, the migrant 

farm workers—Tom Joad and his family—are replaceable commodities. If they won’t pick 

oranges for twenty-five cents a bushel, some other starving family will. During the Great 

Depression, labor was cheap. You respected the gun-toting bosses because you had no 

choice. You took the job or starved. 

2. It works only as long as you don’t need or want any creative input from your workers. 

They’re just drones, doing what you tell them to do. All the ideas come from the corner 

office. 

In the twenty-first century, are there any truly successful companies in America 

matching these conditions? Could any company survive by treating their employees as 

interchangeable robots who are required to do nothing but follow orders from above?  

No. Those days are long gone. 
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In today’s economic environment of constant change and relentless disruption, no CEO 

would be so insane as to treat his or her employees as commodities. It would be a recipe 

for bankruptcy. 

Innovation leaders know they cannot expect to have respect handed to them simply by 

virtue of the brass nameplate on their door. They know they need to earn the respect of 

their employees and colleagues. They need to see and treat their employees as valued 

individuals who are their partners, working shoulder to shoulder in creating value. 

They need to produce results, provide a response when engaged, and base their decisions 

in reality. 

As a leader, if you know this and do it, what will come back to you? 

Plenty. 

THE BENEFITS OF EARNED RESPECT 

Earning the respect of your employees will impact your bottom line and boost your 

profits. 

How? 

Let’s revisit the two conditions above. 

1. Are workers a commodity? Increasingly, no. In the twenty-first century, the United 

States draws its greatest strength and wealth from industries and jobs that are highly 

dependent on a skilled workforce. Your company needs employees who are educated, 

motivated, and productive. You need to pay them more because they’re worth more. 

According to a 2015 report from the Organization for Economic Cooperation and 

Development (OECD) that measured gross domestic product (GDP) per hour worked, 

workers in the United States averaged $68.30 per hour of value created, working an average 

of 33.6 hours per week. That puts the US at number five among the thirty-five nations 

surveyed. At the top is Luxembourg, with $93.40 per hour GDP. At the bottom is Mexico, 

with only $20.30 per hour with an average workweek of 41.2 hours. 

You want the best and most productive workers, don’t you? You want employees who 

are at the top of the productivity scale. 

Also, American workers don’t want to do the same job over and over again. They want 

to improve themselves. They’re increasingly committed to lifelong learning. According to 

The State of American Jobs, a 2016 report by the Pew Research Center, 54% of U.S. adults 
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in the labor force say that in order to keep up with changes in the workplace, it’s essential 

for them to get training and develop new skills throughout their work life. Even among 

employed adults who say they currently have the skills and education they need to get 

ahead in their job, roughly half (47%) say they will need ongoing training throughout their 

career. 

2. Do you need creative input from your employees? You bet you do! When disruption 

strikes and you’re depending on your employees to respond proactively and even go the 

extra mile in service to the company, if you haven’t earned their respect then they’ll leave 

you high and dry. Meanwhile, your competitors, who have fully engaged employees 

working closely with management, will sweep past you. 

Employees who haven’t given their bosses their full respect will put in the minimally 

acceptable effort just to get their paychecks. In contrast, employees who have given their 

bosses their respect will feel connected to the company and make the extra effort needed 

to stay on top. 

According to the 2016 SHRM Employee Job Satisfaction and Engagement survey from 

the Society for Human Resource Management, respectful treatment of all employees at all 

levels is “the most important factor contributing to employee job satisfaction.” The report 

said that showing appreciation for employees’ time and efforts creates a bond between 

leaders and employees. A significant aspect of that respectful treatment includes showing 

appreciation for the ideas of employees. Nearly half of employees surveyed ranked their 

immediate supervisor’s respect for their ideas as “very important” to job satisfaction. 

The formula is simple: If you earn the respect of your employees, they will reward you 

with higher productivity and a greater willingness to adapt. They will help you stay on top. 

THE US ARMY: RESPECTING THE ORDINARY SOLDIER 

If you didn’t know anything about the US Army, you might assume that Army leaders 

conform to the old-fashioned stereotype of the drill sergeant who yells at his recruits, 

demanding respect while giving none, and following a rigid, unchanging rulebook. 

It’s true that when you’re in the Army, when your superior gives you a lawful order, 

you must obey it. You must obey it even if you’re in combat and following the order might 

get you killed. That’s the nature of the business. 
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Given that reality, today’s leadership in the Army is far more nuanced and even 

progressive. There’s a lot that business leaders can learn about creating a culture of respect 

from the Army, and by doing so, staying ahead. 

It’s worthwhile to reflect on conditions at the most recent low point in the Army’s 

history, at least in terms of the respect earned by, and given to, commanding officers and 

non-commissioned officers. This was during the Viet Nam War in the early 1970s. As the 

war dragged on, year after year, many soldiers believed it was unwinnable, and yet many 

commanders and civilian politicians insisted that it be aggressively pursued. It was during 

this long difficult time that morale broke down, respect was neither earned nor given, and 

the Army saw the emergence of a horrifying practice called fragging. The practice trying 

to kill, injure, or intimidate one’s immediate superior was named after the weapon of 

choice: the fragmentation hand grenade, which was standard issue to U.S. forces. Unlike 

rifles and pistols, hand grenades carried no serial number, and when exploded could not be 

traced to any individual. 

The practice came to the public’s attention in a January 1971 Washington Post opinion 

piece by columnist Chalmers Roberts about troop withdrawals and the winding down of 

the war. He wrote, “U.S. forces, now knowing they are on the way out but not knowing 

just when, have developed an enclave mentality and a philosophy of ‘Why take the risks 

in a war that’s winding down?’ Recent reports from Vietnam talk of demoralization and of 

draftees ‘fragging’ gung-ho officers; that is, tossing hand grenades at them to put a stop to 

aggressiveness.” 

By 1971, a U.S. Army colonel wrote in the Armed Forces Journal, “The morale, 

discipline, and battleworthiness of the U.S. Armed Forces are, with a few salient 

exceptions, lower and worse than at any time in this century and possibly in the history of 

the United States.” 

From 1969 to 1972, the U.S. Army reported nearly nine hundred cases of fragging, with 

ninety-nine deaths and many injuries. The victims were officers and NCOs whom the 

perpetrators judged to be incompetent, overbearing, or likely to get their soldiers killed for 

no good reason. 

A theoretical question every business leader should think about is this: What if your 

subordinates were willing to kill you if they thought you weren’t worthy of their respect? 

Would your behavior change? 
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What if the lives of every member of your team depended upon you creating a culture 

of mutual respect? How would you treat your team members then? 

You’d probably do four things: 

1. You’d hire very carefully. You’d want only positive-minded people who wanted to 

succeed. (This is one reason why the US Army became all-volunteer in 1973. They wanted 

only soldiers who wanted to serve, not those who were being forced to serve.) 

2. You’d make sure your mission was clear and worth fighting for. (Again, unlike our 

mission in Viet Nam, which many soldiers believed was pointless.)  

3. You’d relate to each of your employees as an individual, and make sure you inspired 

them, connected with them, and helped them adapt to change and challenges. 

4. You’d put your money where your mouth was, and make sure your employees knew 

you were ready to roll up your sleeves and work just as hard as they did. 

Fortunately, the US Army of today is vastly different from the Army of fifty years ago. 

You might be surprised to hear that nowadays one of the most important jobs of an 

Army leader is to listen to his or her subordinates and respond to a changing environment. 

The Army has built a culture of respect by being authentic and open to their recruits, and 

by a relentless drive to adapt, inspire, and connect. 

Here are a few of the innovations the Army has adopted to help build a culture of mutual 

respect where egos are set aside and the mission is the only priority: 

• The Army Ideas for Innovation (AI2) program is a venue for Army soldiers, civilians, 

and contractors to share innovative ideas and creative solutions that positively affect the 

Army through cost savings, increased productivity, and process improvement. As the Army 

says, “The Army has always been an innovative organization, owing past successes in large 

part to the indomitable spirit of American soldiers who continuously find new solutions to 

solve pressing tactical problems. AI2 is a collaborative web-based innovative program that 

simplifies the process of bringing innovative ideas to the attention of Army senior 

leadership.” 

• The Asymmetric Warfare Adaptive Leader Program (AWALP) is rooted in the belief 

that adaptive thinking and leadership traits are the Army’s answer to engaging an adaptive 

enemy while operating within an ambiguous environment. Designed to enhance 

adaptability in leaders and promote innovative solutions in training, it does this through 
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strategies that demonstrate how to think more flexibly and consider techniques on how to 

get others to question the status quo. 

• The Army Innovation Strategy (AIS) 2017-2021 supports the Army’s innovation to 

gain competitive advantage today and into the future by embracing an enduring culture of 

innovation and entrepreneurship that drives solutions to win in a changing world. (Doesn’t 

that sound like a civilian business plan?) The program will “enable the Army to obtain 

capabilities ahead of competitors and adversaries, address the use of disruptive, asymmetric 

tools that decrease the value of U.S. conventional weapons and equipment, and streamline 

processes and systems within the institutional Army.”   

• Launched in 2008, ArmyStrongStories.com is the first official soldier blog, inviting 

soldiers and affiliated civilians to share their unfiltered perspectives on military life. The 

content is uncensored to preserve credibility, which is key to engaging prospective recruits 

in conversations. It’s an amazingly open and transparent forum, giving ordinary soldiers 

the opportunity to communicate their authentic experiences in uniform from far-flung 

places around the world, including combat zones. 

SERVANT LEADERSHIP 

In order to succeed, a leader and his or her subordinates need to have a mutually 

beneficial relationship based on respect. Despite the obvious fact that while ultimate power 

resides with the person who can hire and fire—the leader—it’s the employees who perform 

all the tasks that make the organization work. The leader who forgets this or abuses his 

authority very quickly won’t have anyone to lead. In fact, in a robust economy, such as the 

America in the 20th and 21st centuries, leaders and their organizations have often needed 

to compete against each other for the best employees.  

This competition has been highlighted by statements made by Elon Musk regarding his 

company’s rivalry with Apple. During an October 2015 interview with German business 

newspaper Handelsblatt, in commenting about Apple’s efforts to develop a self-driving 

automobile, Musk wryly observed, “They have hired people we’ve fired.” He then revealed 

that he and his friends at Tesla jokingly call Apple the “Tesla graveyard,” and said, “If you 

don’t make it at Tesla, you go work at Apple.” But in both companies’ determination to 

stay ahead of the other, the talent highway goes both ways; in that same year Bloomberg 

reported that Tesla had hired more workers from Apple than from anyplace else. 
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Recruiters report that both companies are considered top-notch places to work, creating 

a hypercompetitive environment where it takes huge incentives to woo top candidates. 

Because any potential recruit knows that he or she will be entering an ultra-high-pressure 

business environment, the level of respect shown to them by leaders is absolutely a huge 

factor. 

THE BALANCE BETWEEN LEADERS AND EMPLOYEES 

Whether the business is Tesla, Apple, or the local pizza parlor, there needs to be a set 

of tradeoffs that keep a sense of parity between management and labor (to use the old 19th 

century terms). 

While leaders have the final say in decision making, subordinates need to know their 

counsel and front-line experience is valued. 

While leaders receive higher compensation, subordinates need to know the path upward 

is open to them too, and the share of the wealth they’re receiving is fair. 

While leaders direct the labor of others, subordinates need to know their talents won’t 

be misused or wasted on a pointless mission. 

This delicate balance needs to extend into every area of the leader-subordinate 

relationship. 

 

In the continued evolution from top-down hierarchical organizations with their 

autocratic leaders to matrix organizations with interconnected teams, the model of the 

servant leader has emerged. This is a leader who sees their primary job as helping their 

employees do their jobs. Not by literally helping them, but by ensuring the employees have 

the appropriate tools, training, working conditions, knowledge of the mission, and 

resources to get the job done and stay ahead of the competition. 

To be fair, the concept of the servant leader is an ancient one.  
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Consider this passage from the Tao Te Ching, attributed to Lao-Tzu, who is believed to 

have lived in China between 570 BCE and 490 BCE. It exalts the idea of the “invisible” 

leader whose selfless activities serve only to elevate society as whole: 

 

The highest type of ruler is one of whose existence the people are barely aware. 

Next comes one whom they love and praise. 

Next comes one whom they fear. 

Next comes one whom they despise and defy. 

 

And then there’s the story from the New Testament, in John 13:1-17, where Jesus 

washes the feet of his disciples. He tells them, “Now that I, your Lord and Teacher, have 

washed your feet, you also should wash one another’s feet. I have set you an example that 

you should do as I have done for you.” In the culture of the day, this wasn’t merely 

leadership innovation; it was a highly disruptive idea. 

In our modern industrial era the phrase “servant leadership” was coined by Robert K. 

Greenleaf in “The Servant as Leader,” an essay that he first published in 1970. In that essay, 

Greenleaf drew a distinction between people who want to begin by leading and people who 

want to begin by serving. He called the two types “leader-first” and “servant-first.” In his 

formulation, the person who begins by serving then may evolve into a leader, while the 

leader-first is constrained by negative psychological motives such as “the need to assuage 

an unusual power drive or to acquire material possessions.” 

 “The difference manifests itself in the care taken by the servant-first to make sure that 

other people’s highest priority needs are being served,” he wrote. “The best test, and 

difficult to administer, is: Do those served grow as persons? Do they, while being served, 

become healthier, wiser, freer, more autonomous, more likely themselves to become 

servants? And, what is the effect on the least privileged in society? Will they benefit or at 

least not be further deprived?” 

While the traditional model of the autocratic leader promotes the accumulation and 

exercise of power by the one at the “top of the pyramid,” the servant-leader places more 

importance on the growth and well being of their fellow citizens and the communities or 

organizations to which they belong. Servant leadership turns the corporate power pyramid 

upside down; instead of the employees working to serve the leader, who alone is guiding 
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the company, the leader exists to serve the employees, who share in guidance 

responsibility. The servant-leader puts the needs of others first, shares power, and helps 

people develop and perform as highly as possible. 

The key question is this: Which type is more likely to generate massive profits year after 

year? Which type is more likely to keep his or her organization ahead in an ultra-

competitive marketplace?  

THE FLAWS OF THE AUTOCRATIC LEADER 

If human employees were robots who instantly followed commands from the singular 

controlling entity, then the top-down model would be the most agile; and if the all-powerful 

leader were endowed with perfect abilities and flawless judgment, the organization would 

stay ahead. 

But in the real world neither of these conditions exists. 

Human beings are not robots, and no leader is perfect. In fact, over and over again 

throughout history we see examples of single-leader autocratic companies creating huge 

problems for themselves. As businessman, author, and syndicated columnist Harvey 

Mackay said, “By my count, more business leaders have failed and derailed because of 

arrogance than any other character flaw.” 

Here are just a few. 

• Albert “Chainsaw” Dunlap, upon being named as the chief executive officer of 

Sunbeam Corporation in 1996, immediately set to work with an autocratic leadership style. 

His twenty-month tenure, during which he eliminated 11,000 jobs, representing forty 

percent of the workforce, remains a benchmark for indiscriminate wholesale firings. While 

these moves temporarily improved the bottom line by slashing costs and giving the 

company’s share price a boost, the loss of talent meant that the company faced erosion on 

value, leading to long-term decline and a total inability to innovate and stay ahead. 

• Fred Godwin, who led Royal Bank of Scotland (RBS), was famous for his dictatorial 

style. A control freak who micro-managed the construction of a vast new head office 

costing $600 million, he personally designed the company’s Christmas cards yet remained 

oblivious to the bank’s deep exposure to toxic loans. RBS collapsed and had to be rescued 

by the British government at huge expense.  
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Often blind to their own faults, autocratic leaders discourage people from telling them 

bad news. Living in their own bubble, they’re unaware that their organization is falling 

behind or even headed for ruin. 

• Martin Winterkorn was CEO of auto giant Volkswagen AG during the disastrous 

scandal in which company engineers installed software that falsified emissions results on 

11 million diesel vehicles. Winterkorn ducked responsibility for any wrongdoing and 

pointed the finger at “the terrible mistakes of a few people,” whom he did not name; but 

critics were skeptical because of his reputation as a relentlessly autocratic micro-manager.  

As the scandal unfolded, Bernd Osterloh, who as chief of the VW Works Council 

represented employees on VW’s supervisory board, wrote in a letter to VW staff, “We need 

in the future a climate in which problems aren’t hidden but can be openly communicated 

to superiors. We need a culture in which it’s possible and permissible to argue with your 

superior about the best way to go.” 

RESPECT + CONNECT = AGILITY AND GROWTH 

Successful leaders such as Elon Musk, Mark Zuckerberg, and Jeff Bezos, who at first 

glance may appear to be autocratic, in fact surround themselves with trusted teams of 

highly qualified people.  

When Steve Jobs died in 2011, many investors wondered how the company could 

continue without his singular presence. But others knew better. As Eric Jackson wrote in 

The Street in 2012, shortly after the death of Jobs, “Apple could have the most amazing 

management team in the world, but none of us would talk about it, because Steve Jobs was 

that good a CEO.” A charismatic leader and skilled public performer, Jobs had also 

assembled a potent executive team. Jackson noted that six stars stood in the shadow of 

Jobs: Tim Cook, Eddy Cue, Phil Schiller, Scott Forstall, Jonathan Ive and Peter 

Oppenheimer. Despite worries by some after Jobs’ death, they were all still at Apple. 

In fact, as of this writing six years later, four of the six—Cook, Cue, Schiller, and Ive—

are still at Apple, which has a market value of $900 billion and climbing towards $1 trillion. 

To stay ahead, respect, which is a central component of the servant leadership model, 

must be married to connect to produce the necessary agility that allows robust growth. You 

can have all the respect in the world for your leader, but if there’s poor communication, 

then the organization will fail to innovate and respond poorly to change.  
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ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

 1. Earn the respect you deserve. 

What are you doing to earn the respect of your subordinates and colleagues? How can 

you strengthen the culture of respect in your organization—and thereby boost 

productivity? 

2. Examine your own behavior to ensure you’re not doing dumb things to destroy 

your career. 

Knowing yourself is one of the hardest things you can do. Do you invite honest 

unfiltered feedback? Do you respond to your employees? Are you realistic in your 

demands? Do you provide your share of positive results? 

3. Know that respect is multifaceted and has many different components. 

When dealing with colleagues and subordinates, be sure you… 

Respect their time. When you ask a subordinate to do something, make sure that 

you’re providing not only the tools to do the task—the computer and the desk—but also 

the time to do the task. You want them to be able to focus and do the very best job 

possible. And when dealing with peers, don’t waste their time with frivolous chitchat or 

pointless gossip. If you visit someone in their office, don’t overstay your welcome! 

Respect their contributions. Everyone contributes to the mission in their own way. 

Sometimes the success of a project can hinge upon a small detail, so be sure to give 

credit where credit is due, even to people who aren’t doing the high-profile, glamorous 

jobs. 

Respect their dignity. Today’s workplaces are populated by people from all cultures 

and walks of life, including the disabled and our nation’s wounded warriors. Keep a 

positive organizational culture and acknowledge the value of human dignity. 

Respect their independence. As an innovation leader, your job is to hire the very 

best people, ensure they’re trained properly, and then leave them alone to meet their 

goals! Keep tabs on their progress but don’t breathe down their necks. Progress reports 

should be regularly scheduled and brief. Ask two questions: 1) Are you on track to meet 

your objective? 2) If not, what can we do to help you get on schedule? 
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Respect their differences. Multiple viewpoints should be a source of strength. A 

variety of skill sets should create a strong tapestry of competence. New ideas come from 

individuals who are thinking out of the box. With the Innovation Leadership Model, 

your job as an innovation leader is to harness this energy and bring your team to a 

consensus. 

Respect their individual abilities. As a leader, you have positions that need workers. 

To fill each role, it’s your responsibility to find an employee with the appropriate 

experience and aptitude. For entry-level jobs, find entry-level people. For sales jobs, 

find outgoing people who love to interact with prospects. For finance jobs, find people 

who are highly ethical and have the right training. And remember, as an innovation 

leader, while you may not personally possess the requisite skill for every role, you need 

to understand each of them 

.  
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CHAPTER 8: HUMAN EXPERIENCE DESIGN 

Innovation leaders see each person as an individual. They don’t make the catastrophic 

mistake of putting their employees into crude generational boxes labeled “Baby Boomers,” 

“Millennials,” or “Gen Xers.” Oh, and don’t forget the newest stereotype: “Generation Z,” 

the people born after 1995, who presumably are human mutants because they never 

experienced a world without Facebook.  

Why do innovation leaders reject these silly stereotypes, when they’re so easy and 

everyone else embraces them?  

Because at the end of the day, generational demographics mean very little. We are all 

digital adopters, so we speak the same language. A smart phone is just a tool, like a hammer 

or a steam engine. Humans have been inventing cool new tools for thousands of years. Do 

you think the Internet is revolutionary? Maybe it is, but it’s no more earth shattering than 

Gutenberg’s invention of the printing press, which introduced an amazing new era of mass 

communication and permanently altered the structure of human society. Or the 

development of refrigeration in the early twentieth century. It’s not very sexy, but the 

ability to keep food cold for prolonged periods revolutionized the food production industry 

and the eating habits of billions of people around the world. Do we therefore divide humans 

into those who were born pre-refrigeration and those born after?  

Don’t let anyone talk you into trying to designate your team as being composed of 

Millennials, because it’s silly, disrespectful, and it won’t work. Innovation leaders know 

that their teams are comprised of a wide tapestry of personality types motivated by very 

different things. We need to understand the personas of our teams so that we can build out 

innovations that incentivize them and serve them in a way that respects their unique and 

special differences. 

Of course, you can make some very general assumptions about people based on age. 

The new college graduate in her first full-time job is probably thinking about her career 

path, not about retirement. In contrast, the veteran worker who’s almost sixty years old will 

be keenly aware of his impending retirement. But this is just common sense! Their differing 

viewpoints have nothing to do with the phones in their pockets, and you don’t need an 

expensive business consultant to tell you this.  

No matter the generation, innovation leaders know basic human values are enduring. 
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Honesty is still honesty. 

Showing up on time still knows no age barrier. 

Hard work will still get you ahead in life. 

The abilities to connect, adapt, inspire, and earn respect haven’t changed. 

Remember, as a leader you are in the business of human experience design. The best 

leaders in the world are experts at serving those both above and below them in terms of the 

human experience.  

The key to delivering amazing experiences that drive enterprise strategic results in a 

new understanding of what your individual stakeholders love and hate. 

EMPLOYEE PERSONAS YOU MIGHT ENCOUNTER 

Innovation leaders should go through the process of ideation to identify the range and 

variety of the personas working within their organization.  

This is a custom process. It’s not one-size-fits-all. In all their myriad behaviors, dreams, 

and expectations, humans defy facile categorization. Each organization, culture, 

marketplace, and enterprise has its own unique and special environment that deserves the 

customization of thoughtful personification.  

Here are just a few examples of personas that have emerged during ideation sessions 

with some of my valued clients. In your organization, you may have some, all, or none of 

them: 

THE WARRIOR 

The warrior persona is on a success track. They’re all about winning, earning, and 

growing their career. The warrior persona is matrix-driven; everything they do is measured, 

and often the yardsticks are career pathway, income, and the prestige of the title.  

The warrior sees their career as a battle they want to win. They’re pragmatic, smart, and 

even aggressive. They’re interested in your mission to the extent that you create the right 

messaging to link your organizational mission to the warrior’s personal mission.  

There are of course good warriors and bad warriors. Good warriors are missiles with an 

ethical guidance system, whereas bad warriors have no ethical guidance system and often 

find themselves in deep water. You can’t fix a bad warrior, so you should neither hire one 

nor retain one that you have.  
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Good warriors are incredibly effective, but they need to be incentivized by leveraging 

the right messaging, career pathway design, and opportunities. Chances are you have 

warriors on your team today. Do you understand what success looks like to them, and have 

you created linkage between what’s right for them and what’s right for your enterprise?  

Warriors Love… 

• Challenges and playing games they can win. 

• Moving quickly and having well-defined success targets. 

• Having robust resources to achieve their mission. 

• Winning! 

Warriors Hate… 

• Playing games that they can’t win. 

• Obstacles and bureaucracy. 

• Being resource-starved or left unsupported. 

• Losing!   

THE ANALYST  

The analyst is all about the cause-and-effect relationship between what they do and its 

meaning to them. The analyst is incredibly thoughtful about the linkage between the 

activities that they do each day, the results they achieve, and a clear and crisp view of a 

path moving forward.  

The analyst is about data. They are typically pragmatic, introspective, and value careful 

thinking. They ask you, “Why are we doing this?” They pay attention and they tend to hate 

inefficiencies and waste. 

Just like with warriors, there are good and bad analysts. 

The good analyst believes in the message and they are committed to the mission and 

their job. The good analyst uses their analytical skills to serve the organization and their 

teams. They look for messaging and systems and tools that create intelligent connections 

between their reverence for data and facts and the overarching good of the organization. 

They see analysis as a necessary prelude to action. Without action, all the analysis in the 

world is pointless. 

The bad analyst is constantly using their analytical senses to find what is wrong. They’re 

winning at identifying what’s not working but are rarely able to offer thoughtful and 
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effective solutions. In fact, they’re not really interested in fixing anything. For a bad 

analyst, “analysis paralysis” is a comfortable place to be. Theory is much more important 

than action.  

Innovation leaders don’t hire bad analysts, and it’s hard to fix a bad analyst—they need 

to be let go. Innovation leaders are eager to hire good analysts and they incentivize them 

by being very thoughtful about connecting their analytical minds with the overarching good 

of the organization, its mission, and the analyst’s career pathway. 

Analysts Love… 

• Data. 

• Proof. 

• The safety and security of data. 

• Well-defined processes and structure. 

Analysts Hate… 

• Meaningless theories and speculation. 

• Unsubstantiated facts and figures. 

• Reckless leaders who operate by instinct, only to go down in flames. 

• Amorphous or poorly structured processes and policies. 

THE PRAGMATIST  

As the name suggests, the pragmatist is down to earth. They are good at performing for 

leaders who connect with their innate sense of practicality. Innovation leaders will give 

them clear, crisp instructions with goals and measurements, and the pragmatist will take 

them and run with them.  

There are good and bad pragmatists. 

The good pragmatist can be adaptive and flexible, and is able to work outside the 

margins of what’s familiar. Conversely, the bad pragmatist is very rigid and resentful of 

disruption, and as a result they deliver limited value to the organization. Innovation leaders 

don’t hire rigid bad pragmatists, and they don’t tolerate them for long if they happen to be 

grandfathered in from a previous administration. For the good pragmatist, innovation 

leaders create messaging, tools, and resources to support them, and seek to provide an 

equilibrium between what’s good for the pragmatist and their expectations and what’s good 

for the enterprise. 
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The Pragmatist Loves… 

• Common sense approaches towards processes and management. 

• Doing things that have been proven to work. 

• Incremental, controlled change. 

• Clear direction from leadership. 

The Pragmatist Hates… 

• Theories unsupported by evidence. 

• Taking the risk of trying something unproven. 

• Rapid, uncontrolled change. 

• Fuzzy direction and poorly described requirements. 

 

There are thousands of different personas, and you can do a much better job than anyone 

of identifying what your employees love and hate. Remember, this is not about 

pigeonholing someone; this is about understanding somebody so well that you can deliver 

thoughtful, customized, and beautiful experiences for them, and drive unprecedented levels 

of productivity while concurrently providing beautiful quality of work life. 

THE HUMAN EXPERIENCE: BOB, CAROL, TED, AND ALICE 

In the framework for the human experience design, what counts is not theory but reality. 

What follows is a small example of how this plays out in real life. 

In a fictional company called Fizz Beverages, among the employees are Bob, Carol, 

Ted, and Alice. 

Bob is fifty-eight years old. He works as the logistics manager. He’s married with two 

grown children. He doesn’t own an iPhone, just an old flip phone. He lives in Clifton, New 

Jersey and is a big New York Giants fan. According to social demographics, he’s a 

quintessential Baby Boomer. 

Carol is twenty-four years old. She just graduated from New York University, and she’s 

a new hire in the marketing department of Fizz Beverages. She tends to dress in black, and 

her favorite singer is Lady Gaga. She lives in a funky apartment in Brooklyn and has a 

boyfriend and a cat. According to social demographics, she’s a quintessential Millennial. 
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Ted is your head of sales. He’s fifty-two years old and lives in Astoria, Queens. He’s 

working on wife number three, and other than making money, his favorite pastime is losing 

his money in Atlantic City or Las Vegas. Like Bob, you’d call him a Baby Boomer. 

Alice is an assistant controller at Fizz Beverages. Twenty-six years old, she lives with 

her partner, Dorothy, in Bedford-Stuyvesant. She’s a big Wizard of Oz fan, and collects 

everything related to the classic movie. She wants to go back to college and get her MBA. 

Like Carol, you’d call her a Millennial. 

Two Millennials and two Baby Boomers. Bob and Ted are boomers, while Carol and 

Alice are Millennials. Pretty easy to categorize them, right? 

Wrong! 

In reality, in terms of their personas Bob and Carol are much more alike than Ted and 

Alice. 

Despite their age differences, once you get to know them you see that Bob and Carol 

are both cautious, pragmatic, and avoid creating disruption. They’re homebodies who hate 

to travel unless it’s to a specific destination. They each want to carefully weigh a situation 

before making a commitment. They value continuity and they want to see the “big picture.” 

Meanwhile, Ted and Alice share many common values. They each see themselves as 

A-type warriors who want to get things done now. They don’t mind uncertainty, and their 

partners say they love to argue. Chitchat with other people is nice, but during a conversation 

each is thinking, “What’s the end game here? What am I getting out of this?” They each 

enjoy taking chances because risk gives them an emotional lift. 

In fact, if you put Bob, Carol, Ted, and Alice in a room together and left them there for 

a while, you’d find that Bob and Carol would get along well, while Ted and Alice would 

either become allies or find a way to start viciously arguing with each other. 

So much for demographics! 

The CEO of Fizz Beverages, Susan Smith, happens to be an innovation leader. She 

knows how to look beyond facile categorizations and see the true personalities of her 

employees. By doing so, she’s able to be the kind of leader each one wants. To Bob and 

Carol, Susan is a steady, reassuring hand on the wheel. She shows them she values 

continuity, thorough training, and respect for tradition. Knowing that Ted and Alice are 

more disruption-friendly, she keeps them on their toes with new initiatives that aren’t yet 

fully proven. 
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There are probably other differences between the four that would make them align in 

other patterns. That’s fine—remember, no two people are exactly alike! 

From your own boss to your employees, you need to know everyone within your 

stakeholder community based on their personas—what they hate and what they love. Once 

you know these things, you can create thoughtful engagement in incentive programs to 

ensure that you’re both delivering the best human experience and ensuring the highest level 

of leadership impact. 

THE FIVE ENGAGEMENT TOUCHPOINTS 

Susan Smith doesn’t just make assumptions about her employees, including Bob, Carol, 

Ted, and Alice. She makes an effort to engage them when and how she can, and she does 

this with various touchpoints. 

As a leader, your stakeholder community engages you across a range of touchpoints. 

Stakeholder journey mapping gives you the ability to develop thoughtful engagement 

across their entire journey. The five touchpoints include: 

1. THE PRE-TOUCHPOINT 

The pre-touchpoint reminds us that in order to attract and keep the best talent in the 

world we need to be thoughtful about employees’ and potential employees’ experiences 

even prior to becoming team members. The overwhelming majority of applicants will 

research you online to determine if your company is a good fit for them. This is where 

many organizations fail miserably. They deflect away potential talent because they haven’t 

been thoughtful about this pre-touch moment.  

If this is the case, then how do you strengthen your pre-touch moment?  

Develop a comprehensive process that delivers beautiful human experiences to your 

employees, and they will share their amazing experiences digitally and otherwise. This is 

the single best way to build an exceptional organization, as your organizational success is 

based on the quality of the teams you built. 

2. THE FIRST TOUCHPOINT 

The first touchpoint is when you hire and then onboard a new team member. As your 

mother always told you, first impressions last a lifetime. This is certainly the case when 

you’re bringing on a new employee. What is that first touchpoint like for your team 
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members? Are you delivering value that is far above their baseline level of expectation? 

The best organizations in the world do. 

Make sure you don’t subject your new employee to the “bait and switch” experience my 

daughter had at the bank. All of your managers must be trained in the company culture and 

need to act as “brand ambassadors,” just like everyone else in your organization does.  

3. THE CORE TOUCHPOINTS 

As the day-in and day-out experience that your employees have, this is where the rubber 

meets the road. Each and every day you need to be thoughtful about the cultures you build 

and the values that you provide as a leader. The court touch moment needs to be 

thoughtfully architected and it needs to be delivered like all touchpoints across a range of 

employee personas. 

As the innovation leader that you are, it’s imperative that you behave with consistent 

empathy every hour of every day. Please do not confuse empathy with weakness or lack of 

resolve. Empathy means understanding, not acquiescence. It means that you know what 

motivates someone and you can see their point of view. It means listening before judging. 

There’s no denying that as a leader you need to make tough and sometimes painful 

decisions. But you need to make them with fairness and transparency. 

As a leader, do you ever pretend to know something when you don’t? Is it because 

you’re afraid to admit you just don’t know? Do you brush off complaints or comments by 

your employees because you don’t know the facts? Innovation leaders don’t let these 

valuable touchpoints slip by—they respond with honesty and transparency. 

4. THE EXIT TOUCHPOINT 

Unfortunately, sometimes employees will leave your organization, for unavoidable 

reasons or because they’re simply not happy. When they leave you, what is that last 

touchpoint like? Some of the best organizations in the world will bring in the top brass 

within the organization to interview exiting employees. The purpose of this interview is for 

the highest level of management to understand why an employee has chosen to leave the 

organization. Also, the best organizations in the world ask really tough questions about the 

leader. They ask the employee powerful questions like, “How could I have been a better 

leader for you? If you could change three things about my management style, what would 

it be? On the other hand, what were your favorite memories of working for us?” 
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During this last touchpoint, innovation leaders not only listen to what the departing 

employee has to say, they operationalize the insights by making instant course corrections. 

And here’s one more amazing behavior of innovation leaders: they will often times take 

the insights from this exit interview and build out a document that demonstrates exactly 

how the insights they gleaned are going to be applied in the future, and then they send it 

out to the departing employee to let them know that they listened and they’re doing 

something about the legitimate complaints the employee made. 

5. THE STAY-IN-TOUCHPOINT 

The stay-in-touchpoint is how innovation leaders maintain contact with previous 

employees through handwritten notes, emails, and other personal correspondence. The key 

here is to create an ongoing dialogue with past employees that may prove valuable in the 

future.  

There once was a CEO who lost a valued employee because he had to relocate to another 

city. The CEO would regularly send this past employee insights on a key project that the 

employee had been working on prior to his departure. The CEO would send handwritten 

notes that would say, “Hey, I just want to let you know that the Anderson project is moving 

along extremely well, in no small part to the winning work that you put in during your time 

here at XYZ Corporation. I just wanted to drop you a quick note and say we sincerely 

appreciate all that you’ve done for us here.” In the day-in and day-outs of managing teams, 

it’s pretty easy to overlook doing this, but its impact was awesome! 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Know the personas of your people. At first it may seem a bit odd to start assembling 

individuals within your enterprise ecosystem into a range of definable identities that we 

call personas. We know that people sometimes pigeonhole or stereotype others in a 

negative or prejudicial way. That’s certainly not what this is about! In fact it’s the exact 

opposite. The innovation leader needs to identify the range of amazing people he or she 

serves so that they can do a far better job of staying ahead. Remember, all of this will 
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significantly improve everyone’s quality of life while concurrently helping you deliver 

on your organizational mission. 

 

2. Hack the persona. In our busy consulting practice we work with leaders around the 

world and help them develop ideation sessions, or what we prefer to call hackathons, to 

help them identify their stakeholder personas. This activity is fun and always results in 

a winning return on time investment.  

 

3. Hack the journey. Leverage the Innovation Leadership Model across the entire 

stakeholder journey to engage, inspire, build respect, and connect at each and every 

touchpoint. Formalize this process through stakeholder journey mapping to ensure 

you’re delivering value across your stakeholders’ entire journey. 

 

4. Create customer experience safaris. Innovation leaders are constantly moving about 

the organization as active observers to identify ways to invent better experiences for 

their employees. Earlier in the book we talked about the TV show Undercover Boss, and 

how the CEO puts on a wig and funky clothes and goes to work in one of the company’s 

stores, only to discover he or she was clueless about how poorly their employees and 

their customers were being treated? This was the scenario in every episode. Turns out 

every time a leader gets off their butt and spends time across the entire enterprise they 

learn something about how they can improve the experience for both employees and 

customers. My recommendation is to make this a weekly activity with the intention to 

identify new customer experience innovations. 

 

5. Operationalize your customer experience strategy. Once you’ve built out your 

personas and identified the key touchpoints of your stakeholders, it’s time to build out 

a formal customer experience strategy that ensures you get the proper insights and act 

upon them in a systematic way. This may seem like overkill, but innovation leaders 

know how to deliver exceptional experiences across the entire enterprise. 
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CHAPTER 9: THE TOP 10 DUMB THINGS LEADERS DO TO PUT 

THEMSELVES ONE STEP BEHIND 

Getting and staying in front is not just a matter of doing the right things—that is, 

following the Innovation Leadership Model. It’s also a matter of not doing stupid things. 

Let’s review the Top 10 dumb things leaders do to relinquish the lead and fall behind in 

the pack. Here they are, in no particular rank—just numbered: 

1. GOSSIP 

Gossip has killed the reputation of so many leaders, yet it’s incredibly predominant. 

This is the ironclad rule of gossip: If you tell Jones what stupid thing Smith did, then Jones 

will conclude that you’ll turn around and tell Smith something terrible about Jones! People 

learn not to reveal anything to known gossips. Gossips gradually get excluded.  

Gossips are a workplace turnoff. A poll by market researcher Harris Interactive on the 

biggest pet peeves in the workplace found 60% of 2,429 U.S. respondents listed “gossip” 

as the number one annoyance. (Other workplace irritants included people making personal 

phones calls at work, surfing the Internet, messiness in communal spaces, and potent smells 

like perfume, food, or smoke.) 

Around the office, innovation leaders know this: Keep your ears open and your mouth 

shut. When you talk about anyone—colleague, subordinate, or superior—be extremely 

circumspect. Don’t say anything about someone that you wouldn’t say to their face. 

In contrast…  

INNOVATION LEADERS KNOW… 

Innovation leaders never participate in gossip because they see the relationship with 

their teams much like the way an attorney or a physician sees the confidential and 

privileged relationship of their clients and patients. In other words, they practice leader-

team confidential privilege, and they are very serious about this. Any lawyer who shared 

privileged client information would be disbarred immediately. New federal law and the 

historical confidential privilege of physician-patient relationships absolutely mandate total 

confidentiality. These experts totally understand the confidential privilege and they would 

never violate it under any circumstances.  



Nicholas Webb – Innovation Leadership 

 101 

Innovation leaders know that the relationship between their team must be treated in 

much the same way. While it’s not governed by law, it should be your leadership policy to 

keep interpersonal discussions completely confidential. It will keep you out of hot water 

while building your brand as a superstar leader. 

2. DUPLICITY 

Saying one thing to one person and something else to another in order to gain favor or 

advantage will kill your reputation. Eric Schiffer, chairman of Reputation Management 

Consultants.com, said that such double-talk chips away at how others perceive your 

character. “You don’t want to get known as a chameleon,” he told TheStreet. “Don’t tell 

one thing to one co-worker and then an entirely different thing to your boss. Word gets 

around faster than you might think that you’re not being aboveboard.”  

For example, Joe told his boss, Steve, that the new product rollout was terrific and 

consumer response on social media was positive. It was Steve’s project, so Steve was 

happy. Then Joe told his colleague, Susan, that the new product rollout was a disaster and 

consumer response on social media was negative. He said this because Susan had always 

had doubts about the rollout, and he wanted to flatter her. 

Then at a staff meeting, Steve said that based on Joe’s glowing report, he was doubling 

the investment in the new product rollout. 

Susan immediately concluded that Joe was a lowlife scum. The respect vanished. 

Your credibility is priceless, and you must protect it. 

INNOVATION LEADERS KNOW… 

In its simplest terms, duplicity is dishonest and disrespectful. Innovation leaders know 

everyone is watching them and every ex-employee is a few digital taps away from 

destroying their brand as a leader. Managing your reputation should be institutionalized as 

part of your formal leadership strategy. And the best way to manage your reputation is to 

speak honestly and openly with a consistent message that never deviates from the truth or 

your genuine intentions. Your teams talk to each other and sooner or later duplicity will 

kill your brand as a superstar leader. Innovation leaders have a clear mission that they 

accurately communicate across the entire enterprise in a consistent and honest way. 

3. BIG HAT, NO CATTLE 



Nicholas Webb – Innovation Leadership 

 102 

Saying you’re going to do something or achieve something and then failing to take 

action and deliver results will kill your reputation. When you promise something that you 

don’t deliver, your colleagues and subordinates lose faith in your word. Your 

overpromising may be costly, too. The company or your team may have made serious 

commitments based on what you promised to deliver. 

When you say, “Don’t worry, I’ve got this handled!” you’d better mean it. If you find 

out you’re in over your head, sound the alarm and get assistance ASAP. Have a clear-the-

air conversation with the person or team you’ve let down.  

First, acknowledge you did not keep your promise. 

Second, acknowledge your failure had an impact on the person depending on you. 

Third, apologize for the damage you did. 

Fourth, offer whatever assistance you can to make it right.  

From time to time we all miscalculate what we can deliver, and we fall short. You can 

earn the respect of your colleagues by taking the high road and behaving honorably. 

INNOVATION LEADERS KNOW… 

In order to glean respect from their teams, innovation leaders need to absolutely honor 

their commitments to their team and the enterprise they work for. They have one singular 

message that is clear, honest, and realistic. Innovation leaders know their brand as a leader 

is tenuous and the best way to protect it is to never overstate what they can and cannot do. 

4. RUDE LANGUAGE AND CRUDE BEHAVIOR 

In many ways your work colleagues are your customers, and you need to give them a 

reason to want to work with you every day. When it comes to respect, you reap what you 

sow. Expecting anyone to respect you when you’re disrespecting them is an exercise in 

futility.  

Bad behavior can cut your company’s productivity. A survey of nearly 800 managers 

and employees across seventeen industries conducted by Christine Pearson and Christine 

Porath revealed that employees who felt disrespected intentionally decreased the time they 

spent at work. Thirty-eight percent said they deliberately decreased the quality of their 

work, 66% reported their performance declined, and 78% said their commitment to the 

organization had declined. 
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Bad behavior can cost your company big money. For example, sexual harassment was 

once common in the American workplace, but no longer! Women (and some men, too) are 

now coming forward and suing their employers. The judgments can be huge. In 2012, a 

federal jury in California awarded Ani Chopourian $168 million, one of the largest 

judgments in US history for a single victim of workplace sexual harassment. During the 

trial, the former physician’s assistant at Mercy General Hospital in Sacramento asserted 

she had filed multiple complaints during her two-year tenure, all of which were ignored. As 

the Los Angeles Times reported, the complaints included an allegation that one surgeon 

would greet her each morning by saying, “I’m horny,” before slapping her bottom. 

The numbers don’t lie. Talk to people respectfully and they’ll look forward to coming 

to work every day. And when an employee files a grievance, take it seriously. 

INNOVATION LEADERS KNOW… 

What you say and how you say it are equally important. Your tone matters! There’s a 

reason why innovation leaders avoid sarcasm and double-entrendres: they are distracting, 

open to misinterpretation, and often counteract your number one mission, which is to 

inspire.  

Remember that just in the past few years, standards have changed massively. What you 

may have thought was appropriate when you first began your career may no longer be 

acceptable in a work environment. Don’t be one of those dinosaurs who’s hauled into court 

and says, “Judge, what’s the big deal? This is just how we talk.” Meanwhile, the plaintiff’s 

lawyer is portraying you as being not much better than Attila the Hun. If you’re unsure of 

the new rules of the workplace, hire a professional human resources consultant, or sign up 

for sensitivity training. It will be much cheaper than defending yourself against a lawsuit 

and possibly losing your job. 

5. INCONSISTENCY 

Your employees want clarity and consistency of values, procedures, and evaluations. They 

trust you to set the course and stick to it. Being flexible does not mean you change direction 

like a leaf in the wind. 

If you’re chronically inconsistent, you’ll lose your authority. Your employees will stop 

being honest with you, and when you speak they’ll just nod and then go away to either do 
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what they want to do or avoid doing anything. It’s much easier for them to smile to your 

face and avoid conflict. You’ll never have an accurate picture of what’s happening in your 

work environment. 

It’s tempting to imagine inconsistency in terms of behavior that’s always bad or 

disrespectful, but in reality many leaders who are inconsistent swing back and forth, like a 

pendulum, from being nasty to nice. What often happens is that the leader will be having a 

bad day or be in a foul mood, and will take it out on whoever comes to his door. This 

undermines employee morale. Then, the next day, the inconsistent boss will think, “I was 

pretty rough on the team yesterday. Today I’m going to be extra nice. I may even buy extra 

bagels for the break room.” When leaders undermine their employees and then try to make 

up for it by being sugar-sweet, the inconsistent behavior creates tremendous uncertainty. 

This produces three negative outcomes. 

1. Employees won’t have a coherent picture of how well they’re doing at their jobs, 

which can be frustrating and confusing. 

2. Employees will lose their sense of ownership over their work environment. They’ll 

become disengaged and more likely to look for an exit. 

3. Employees will doubt the quality of their relationship with their supervisor. They may 

become more reluctant to share negative news, such as a problem with a supplier or 

product, because they don’t know if the person behind the big desk will be Dr. Jekyll or 

Mr. Hyde. 

INNOVATION LEADERS KNOW… 

Innovation leaders are experts in the area of consistency. There is a perfect equilibrium 

between what they say and what they do. This equilibrium is in fact their brand, their value, 

and ultimately the essence of what makes them great. 

As an innovation leader, your values will never change. You may employ a variety of 

strategies to reach your goal, but your stakeholders will always know where you stand.  

Be consistent. Be the Rock of Gibraltar in a swirling sea of change! 

6. DISHONESTY 

This sounds obvious, but honesty requires all of the components of integrity. If honesty 

isn’t part of your individual DNA, you will fail. 
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There are many ways a leader can be dishonest. Some are small and some are big, but 

all are bad. A few could land you in prison. 

Here’s just one example. 

Remember the Tyco scandal, back in 2002? The Tyco name can be found on hundreds 

of quality products from fire protection devices to biometric identification systems. But it 

also stands for one of the most notorious cases of personal greed in the corner office. 

Among many other crimes, CEO Dennis Kozlowski and two others took millions of dollars 

of low-interest and interest-free loans from the company, which they never repaid. 

According to the Wall Street Journal, more than $11 million of Tyco’s cash paid for 

antiques, art, and other furnishings in Kozlowski’s New York Fifth Avenue duplex, 

including a notorious $6,000 floral-patterned shower curtain in gold and burgundy. This 

was in addition to the $18 million the company paid for the unit, which Tyco considered a 

corporate apartment. 

Kozlowski had the company pay half the cost of a $2.1-million birthday party on the 

Italian island of Sardinia for his wife, who was a former waitress at a restaurant near Tyco’s 

headquarters in New Hampshire. Subsequently, this “shareholder meeting”-slash-birthday 

party became known as the “Tyco Roman Orgy.” 

Okay, you’re laughing. But Dennis Kozlowski was arrested, convicted, and spent six 

and a half years in federal prison. Nothing fun about that! 

INNOVATION LEADERS KNOW… 

While dishonesty may provide short-term gain, ultimately it’s nothing more than long-

term pain. Innovation leaders are led by a moral compass that guides them always to the 

right decision. 

As the chemical company billionaire Jon Huntsman, Sr. wrote in his book Winners 

Never Cheat, “There are no moral shortcuts in the game of business or life. There are, 

basically, three kinds of people: the unsuccessful, the temporarily successful, and those 

who become and remain successful. The difference is character.” 

7. LAZINESS  

Instead of pitching in themselves, lazy leaders dump their responsibilities onto their 

subordinates. This can lead to low morale from overworked and under-appreciated 
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employees. Before long, the entire organization’s productivity plummets and employees 

start heading for the exits. 

Or the lazy leader works four days a week and barely does anything at all. He comes 

into the office late, goes out on extended lunches with clients, and leaves early. To add 

insult to injury, the lazy leader gets paid much more than the employees, yet they do all the 

work and cover for their boss too. 

 

Employees get their revenge on sites like Glassdoor. Here’s an entry from an assistant 

department manager at a major national department store: “Stuck under a lazy manager…. 

DMs [department managers] are held on a pedestal even though they’re lazy and make 

their assistants do all of the work for them, including but not limited to merchandising, 

coaching the team, unloading truck, opening rewards, ringing, helping customers, etc.... 

They sit in the back texting, playing with their hair, and chit chatting while their assistants 

and sales team do all of the work that we truly need their help with.”  

There’s more, but you get the idea. Is there any respect in this workplace? Hardly.  

Based on this description, would you—or your college-age kid—want to work there? 

Probably not. 

INNOVATION LEADERS KNOW… 

Your number one task is to show up and do the work. It’s really pretty simple, when 

you think about it. Just do your job! 

Don’t avoid the tough stuff. Ask yourself every day: “What difficult problem am I 

avoiding?” Ask to be informed about obstacles. Listen, and work to remove them. 

Remember that your stakeholders are looking at you to set the example. As Steve Jobs said, 

“Management is about persuading people to do things they do not want to do, while 

leadership is about inspiring people to do things they never thought possible.” 
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Innovation leaders consistently under promise an over perform. They are consistently 

giving it all they’ve got while concurrently maintaining a healthy work life balance.  

8. HANKY-PANKY 

There is an old adage that says, “You should never get your honey where you get your 

money.” Your work is not Match.com. Keep your love life outside the building. 

This is especially true if the person you’re interested in is your subordinate.  

The relationship can create a hostile work environment, cause other co-workers to feel 

uncomfortable, and even lead to claims of favoritism. As Beth P. Zoller, legal editor at 

XpertHR, told Monster.com, “Junior-senior relationships in the office can hurt morale and 

even harm the company if the people involved forget their professionalism. Additionally, 

if the relationship ends, one of the employees may claim the relationship was not 

consensual, that the employee was sexually harassed, or that that employee was retaliated 

against if that employee receives a poor performance review from the former paramour.” 

Hanky-panky can get you fired. 

On October 21, 2009, ESPN baseball announcer Steve Phillips revealed that he had been 

involved in a consensual affair with a twenty-two-year-old ESPN production assistant 

named Brooke Hundley. After an initial suspension by ESPN, four days later the company 

gave Phillips the boot.  

To make the story uglier, Hundley then sued ESPN, claiming the network defamed her 

by firing her based on false statements by Phillips and by claiming she had not fully 

cooperated with its investigation. She accused ESPN of acting maliciously to insulate itself 

from liability for Phillips’ conduct, and said she lost her job and subsequent job 

opportunities, suffered damage to her reputation, and had been harassed by the public as a 

result of the publicity. 

The nastiness just kept on going! 

INNOVATION LEADERS KNOW… 

As an innovation leader, you’ll see your employees not as sexual targets but as 

individual human beings. You’ll be able to compartmentalize how you see and interact 

with other people. If you’re an executive and you go to a bar after work, you’re entitled to 

flirt with the sexy office worker you meet there, and even enter into an intimate 
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relationship. But if the sexy office worker is your employee, then the “let’s get friendly” 

switch in your brain must be flipped to the “off” position. Don’t complain or whine about 

it—just do it! 

Innovation leaders know that relationships in the workplace virtually always end in 

disaster. Correspondingly, they simply make a commitment not to participate in any office 

romances whatsoever. This is simply a choice that the best leaders always make. 

 9. MAKING IMPOSSIBLE DEMANDS 

This chapter is about earning the respect of your colleagues and subordinates. The 

clueless leader may assume that the best way to get his people to respect him is to be 

“tough” and “push them hard.” He thinks bosses who are “soft” are not respected. 

It reality, this isn’t exactly true. 

Yes, it’s good to set high standards. 

It’s good to aim high.  

But the innovation leader must be able to show how success can be achieved. 

The innovation leader must work just as hard as the team to achieve that success. 

The NFL is another perfect point of comparison. The best NFL coaches do not rule by 

fear or intimidation. They do not make demands on their team that cannot be met. The top 

NFL coaches know the individual capabilities of each member of the team, and create their 

game strategy accordingly.  

For example, let’s say Lucas is a wide receiver who can run the 40-yard dash in 4.60 

seconds. The coach knows Lucas will be covered by defensive cornerback Roger, who can 

run the 40-yard dash in 4.25 seconds.  

Will the coach say to Lucas, “In this play, you must outrun Roger and catch the pass”? 

No. It’s simply not going to happen. Stats are stats. They don’t change overnight. The 

coach will not make a demand on Lucas that can’t be fulfilled. He needs to find some other 

strategy. 

Innovation leaders are like great NFL coaches who know their players and what they 

can do, and craft their game strategies accordingly. That’s how they earn respect.  

INNOVATION LEADERS KNOW… 
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The fastest way to lose your team’s respect is to ask them to do things that are unreasonable, 

inconsistent with their job scope, or just plain dumb. Be very careful and thoughtful, as 

innovation leaders are very judicious about what they ask of their teams. 

Remember that as an innovation leader, you’ll be asking people to do jobs that you may 

not know how to do. You’ve hired experts in their fields, and when they say, “We can’t do 

this within the budget or time frame you want,” you have three choices: 1) Replace them 

(usually a bad choice), 2) Do it yourself (another bad choice), or 3) Believe them and work 

together to find a solution (the best choice).  

Delegate to the very best people you can find. That’s how you build a winning team. 

10. PREENING 

The preening boss loves the trappings of power and prestige. He or she wants the biggest 

office, the most luxurious limousine, the newest private jet, the most expensive paintings 

on the wall. 

Such bosses justify their behavior by asserting that their display is aspirational, meaning 

employees will see what success can get you and will work hard to achieve it too. 

Don’t buy it. 

The leaders who are super-rich and super-successful invariably project an image of 

personal modesty. These are people like Bill Gates, Warren Buffett, and Jeff Bezos. Their 

only goal is to get the job done, and flaunting their wealth doesn’t help them do that. They 

earn the respect of those who work for them by connecting with their subordinates, 

inspiring them to do better, and adapting to whatever disruption comes along. The billions 

they earn come as the result of their effective work with teams who respect them. 

INNOVATION LEADERS KNOW… 

They’ve reached a level of intellectual and emotional development at which they no 

longer need to seek validation through bright shiny objects. The most successful leaders in 

the world would never dream of listing “finances” as part of what they are most proud of. 

Innovation leaders are mission centered, and winning at missions that matter is what they 

care about. 

Ask to be judged not by the quantity of your bling but your accomplishments and what 

you’ve done to improve the lives of your fellow citizens. 
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ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. With the Innovation Leadership Model, learn about what it takes to be an 

innovation leader and follow that path. 

Are you committed to getting the very best from your people? Are you prepared to 

leverage disruption to your advantage? Do you trust the people around you? 

 

2. Take a good look in the mirror! 

We all have our shortcomings. In every one of us there’s a tiny bit of the gossip or the 

person who isn’t totally honest all the time. Don’t beat yourself up… but don’t blithely 

sail through life assuming you’re perfect. Remember that people are driven by their 

emotions, and if you want to lead, you need to reach people emotionally. You can’t do 

this if you’re also engaging in unprofessional behavior. 

 

3. Recognize the ten dysfunctional leaders and help them to improve. 

You may have some of them serving above you—if so, you may want to make a job 

change. Do you have any serving with you? Can you work around them, or help them? 

And do you have any serving below you in managerial capacities? How can you 

remediate their behavior? 

You may need to enroll one or more of your managers in sensitivity training. But if you’re 

like many leaders, you may blanche at the thought. To many, “sensitivity training” 

conjures a vision of unwilling employees being herded into auditoriums to be lectured by 

super-liberal activists wearing sandals and granny glasses. The goal is for everyone to 

become “politically correct” and tip-toe around certain groups of people as to not offend 

them. 

 

Nothing could be further from the truth.  

 

Professional sensitivity training is not about being politically correct. It’s also not based 

on the belief that an individual employee has been singled out as being prejudiced, 

bigoted, or racist. Instead, it raises awareness of the employee’s own beliefs, feelings, 



Nicholas Webb – Innovation Leadership 

 111 

and culture before raising awareness of other groups’ beliefs, feelings, and culture. This 

in turn fosters genuine understanding and improves communication. 

 

Above all, focus not on damage control but on employee development. Be sure to be 

clear about what good behavior looks like, and model it in your own actions. 
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CHAPTER 10: THE LEADERSHIP RESET 

Imagine you’re getting ready for a significant social or business event to be held in the 

evening. Perhaps it’s an award program or the capstone event at a conference. You’re the 

guest of honor, and all eyes will be upon you. You need to be confident, and a big part of 

your confidence will be knowing you look your very best. 

But as you prepare yourself to leave for the event, with a feeling of horror you discover 

that in your dressing room there’s no mirror! You go into the bathroom. No mirror. 

Everywhere you look, there’s not a mirror to be found. Nothing that will reflect your visual 

image as others see it.  

Panic begins to set in. Without a mirror, how will you know what you look like? Your 

clothing, your hair, your makeup (if you customarily wear any)—how will you know that 

you’re presenting yourself in the best way possible? How will you know how other people 

see you? 

This scenario sounds like a nightmare, doesn’t it? 

As human beings, in our everyday lives we’re concerned with how we appear to other 

people. Not that we’re vain, like many stars of reality shows. It’s that when interacting with 

other people, we want to present a positive and agreeable self image that will allow our 

listener to focus on what we say or what we’re proposing rather than something irrelevant, 

like our choice of hairstyle or the suit we’re wearing. 

 We want to be sure that we’re delivering the message that matters, without distractions 

or missteps. Since first impressions are important, by looking in the mirror we can verify 

that we’re projecting the image we intend. 

THE HARDEST PERSON TO KNOW IS YOURSELF 

What if you could hold up a magic mirror that showed not just your appearance but 

everything you do as a leader? 

What would the mirror reveal? 

If you’ve never done it before, you might be shocked. What you think you look like 

could be very different from how others see you. 

You might see a leader who gets sidetracked into unimportant issues. 

You might see a leader who misjudges how the market is changing. 
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You might see a leader who isn’t getting the clear information he or she needs to make 

the very best decisions. 

You might see a leader who isn’t fully connected to his or her stakeholders. 

You might see a leader who in the race to win is falling many steps behind. 

The fact is, the hardest person to know can be yourself. Don’t be alarmed—it’s just a 

fact of life. How we visualize ourselves can be very different from how the world sees us. 

For a leader with responsibilities to others, this misalignment can be costly. 

What can you do to prevent a damaging misalignment between how you imagine 

yourself and the reality of your performance as a leader? 

You can do a leadership reset. 

It’s where you stop, step back, and honestly 

assess what you’re doing, both as a leader and a 

human being. 

Even if you’re a successful leader, it’s a good 

idea to regularly press the reset button on your 

leadership approach, competency, and skills. 

Especially in a time of massive disruption, with a 

changing workforce, shifting markets, and rapidly 

evolving technology, periodic self-assessment is 

important. The key to successful leadership (and for that matter, friendships and marriages) 

we need to live immersed in self-awareness. The problem is that we get busy and consumed 

by our schedule, and we never really sit down and ask ourselves the tough questions. 
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PROFESSIONAL ASSESSMENT TOOLS 

To go back to the idea of the mirror, the question every leader should grapple with is, 

“How am I doing?” 

Sure, you’ve got key performance metrics like revenues and market share that you can 

use and are also used by analysts and investors to judge your performance. And of course 

the one metric that matters more than any is profitability (or for a startup, expected 

profitability). 

But what about the intangibles?  

What about employee engagement, or innovation, or the values of both your brand and 

the brand of the organization? How can you evaluate your own performance in these 

bellwether areas that so often herald what the future holds? 

How about inspiration, connection, adaptability, and respect? How do you gauge your 

effectiveness as a leader in those critical areas of the Innovation Leadership Model? 

THE 360 REVIEW 

One of the most common tools is the 360-degree review. The “360” refers to the number 

of degrees in a full circle, as in “from every direction.” It’s commonly pronounced as the 

“three-sixty review.” 

In everyday practice, the 360 review is a feedback opportunity enabling a group of 

coworkers to provide comments and opinions on a colleague’s performance. The feedback 

is generally requested by the manager to whom the employee reports. Coworkers who 

participate in the 360 review usually include several peers, reporting staff, the boss, and 

functional managers with whom the employee works regularly. The 360 review focuses 

less on outright job performance and goal meeting and more on the skills and contributions 

that an employee makes to the team’s or company’s progress. 

If you’re a leader, it works the same way, with the obvious difference that you’ll have 

relatively fewer superiors participating (or if you’re the owner of the company, even no 

superiors) and more employees. It’s a process in which you evaluate yourself on a set of 

criteria, and then other participants—including board members and even members of your 

family—will evaluate you. Upon completion of the assessment, you’ll receive a gap 

analysis detailing how you perceive yourself versus how others perceive you.  
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Hopefully, your own assessment of your performance and character attributes will be in 

alignment with what others think about you! 

If it’s in a survey form, the 360 review will include a set of statements that the 

respondent is asked to grade on a Likert scale, which usually comprises five choices for 

agreement or disagreement: 

1 = Strongly disagree. 

2 = Disagree. 

3 = No opinion or moderate agreement. 

4 = Agree. 

5 = Strongly agree. 

 

Statements to which you’re asked to quantify your agreement may include these, which 

are in alignment with the Innovation Leadership Model: 

 

INSPIRE 

• Understands and embodies the organization’s mission and values.  

• Displays confidence when presenting ideas or expressing opinions to others. 

• Leads with an authentic leadership style. 

• Is present and accountable during times of crisis or transition. 

 

CONNECT 

• Proactively reaches out to peers and subordinates for feedback and to share 

information. 

• Looks at situations from multiple viewpoints in order to gain perspective.   

• Communicates openly and honestly with peers and subordinates. 

• Offers employees challenging learning situations, specifically to build skills and 

produce bottom line results. 

 

ADAPT 

• Takes reasonable risks in order to improve the company. 

• Makes a decision that might be unpopular if it is in the best interest of the company 

and its mission. 
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• Prioritizes company growth and explores new ideas for organizational development. 

• Looks for new ways to achieve a competitive advantage in current business practices. 

 

RESPECT 

• Develops trust with employees and fosters trust among employees and between teams. 

• Listens carefully to others to understand their needs and concerns. 

• Demonstrates competence and credibility in his or her area of expertise. 

• Attracts and retains top talent.  

REMEMBER TO PUT THE RESULTS INTO CONTEXT 

When managers or top leaders need to receive a 360 review, the organization may hire 

external consultants to administer the surveys. The consultants then analyze and share the 

data with the leader, and in some cases with the managers and staff. Ideally, the manager 

and staff can join together to plan improvements for both the manager and for the 

department.  

To be fair, more than a few human resource experts think the results of 360 reviews 

should be taken with a big grain—perhaps a hunk!—of salt. Why? Because the responses, 

being provided by inherently emotional and biased human beings, are purely subjective 

and reflect only a relative relationship. For example, let’s say John is a sensitive, timid 

person who nonetheless performs his job very well. When given the statement, “Ms. Smith 

(the CEO) is compassionate and caring,” he might strongly disagree because he expects 

her to be more caring than any normal person would be, and he’s disappointed that she 

doesn’t pay more personal attention to him. 

To stay ahead as a leader, Ms. Smith needs to remember that her number one job is to 

connect with her employees and stakeholders as individuals. So when John the sensitive 

employee reports that Ms. Smith isn’t compassionate and caring enough, this does not 

mean that Ms. Smith isn’t compassionate and caring at all. Instead, Ms. Smith needs to 

recognize that John has his own set of expectations, and if she wants to help John stay 

ahead in his work, she should take his individual needs into account and perhaps give him 

a little extra personal attention. 

But you might say, “But what if Ms. Smith has a thousand employees? Giving every 

employee special attention, including John, would be impossible!” 

True. 
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But if Ms. Smith has a thousand employees she’s got a team of vice presidents and 

managers. To these people she can give her personal attention, and she can train them to 

do the same for their subordinates. Remember, company culture starts at the top. If Ms. 

Smith is committed to staying ahead, and she knows that in order to do this she and her 

leadership team need to embrace the Innovation Leadership Model, then that’s exactly what 

they’ll do.  

SELF-ASSESSMENT TESTS 

These days, there’s an online test for nearly every facet of human behavior, and your 

skill as a leader is no exception. These tests all have a similar structure.  

First, they ask you a series of multiple-choice questions designed to reveal various facets 

of your personality. 

• Are you a risk taker or are you a dedicated conservator of value? 

• Do you enjoy delegating, or would you rather do things yourself? 

• Does innovation make you uneasy, or do you embrace it? 

Then your answers are scored and a personality profile is generated. From this, you 

learn your self-reported strengths and weaknesses. 

The Harvard Business Review offers a self-assessment test for leaders. It appeared in an 

article by Jack Zenger and Joseph Folkman entitled “The Eight-Minute Test That Can 

Reveal Your Effectiveness as a Leader.” The survey, written by the authors and accessible 

by clicking on a link, takes you about eight minutes to complete, after which you receive a 

feedback report comparing how you’ve rated yourself relative to comparable self-scores of 

45,000 leaders in their global database. The survey says it also measures “your current level 

of engagement and satisfaction in your leadership role.” 

The authors caution that an eight-minute self-assessment is not as reliable as a more 

thorough review including unfiltered feedback from a dozen of your colleagues, but “it will 

help you understand which of the sixteen leadership competencies we measure—such 

fundamentals as thinking strategically, displaying integrity, focusing on results, taking 

initiative, developing others, championing change, exhibiting expertise—are your likely 

strengths.” 

As with most surveys, you’re presented with a series of statements. They include: 

• Is a role model and sets a good example for his/her work group. 

• Finds ways to improve new ideas rather than discourage them. 
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After each question, you click on one of six responses: 

1. Outstanding Strength: Exceptional performance - performs this behavior much better 

than most others (Top 10%). 

2. Strength: Above average performance - performs this behavior better than others (Top 

Quartile). 

3. Competent: Performs this behavior at an average level or about as well as most others 

(Good Performance). 

4: Needs Some Improvement: Performs this behavior below average or sometimes does 

it poorly (Inconsistent Performance). 

5. Needs Significant Improvement : Rarely or never performs this behavior well, or 

rarely or never attempts this behavior (Poor Performance). 

6. Don't Know - Not Applicable: Don't have enough information about or experience 

with this person to rate performance on this behavior. 

Despite the fact that the questions and answers are in the third person, the end result is 

that you get an idea of your strengths and weaknesses as a leader.  

HOW DO YOUR SUBORDINATES FEEL ABOUT THEMSELVES? 

Again we return to the nagging yet very important question: How do your employees 

feel about your leadership? 

What’s the best way to obtain an accurate impression? 

This is a tricky question. 

Let’s say Susan is an employee, and you give her a survey that asks, “Rate your boss’s 

effectiveness as a communicator from 1 to10.” What you’re asking her to do is provide 

information about something she can’t possibly know. Her opinion will be skewed because 

she can’t speak about a set of highly subjective skills that you may or may not possess. 

How could she know what you should have communicated and didn’t, or whether you 

communicate effectively with anybody else? 

The only person Susan can speak for is herself. 

This is where the Innovation Leadership Model concept of proactive engagement is so 

important. 

Instead of asking Susan to rate your skills, of which she cannot possibly have full 

knowledge, you should ask her, “Do you feel well informed about your project goals?” 
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Or, “Do you feel as though you can offer suggestions to your superior?” 

Or, “Are you excited to come to work every day?” 

Let’s say Susan gave a low score to the question of whether she felt well informed about 

her project goals. 

And then let’s say that fifty percent of your employees reported the same thing: they 

didn’t feel well informed about their project goals. 

If that happened, it meant you had a problem that could keep your team from staying 

ahead. If half your employees were unsure of their project goals, then how could they know 

if they were meeting expectations? How would they feel a sense of urgency? 

What’s the answer to the problem? There are two possibilities. 

1. Half of your employees don’t listen or are too lazy to find out. Really? If you truly 

believe that, then you’d better start hiring better people. But it’s much more likely the 

source of their ignorance is the second possibility: 

2. You’ve failed to proactively connect with your people and to inspire them. Susan 

doesn’t know the goal of her project because you haven’t made sure she knows the goal 

and understands and appreciates the value of her work. Perhaps the problem is poor 

training, or the fact that no one pays attention to your company-wide email blasts, or you 

changed your mind about the goal and didn’t bother to tell the people involved in the 

project. But the answer lies with you, the leader. You and only you can ensure that every 

one of your people have all the tools, information, resources, and inspiration to stay ahead 

of both the competition and of their own previous performance. 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 

 

1. Do a Leadership Reset.  

On a regular basis—once every six months or annually—take some time to ask yourself 

tough questions about your leadership capabilities and results. Are you applying the 

Innovation Leadership Model in a balanced way to ensure that you’re practicing all of 

the principles of an innovation leader? 

2. Assess your own leadership skills.  



Nicholas Webb – Innovation Leadership 

 120 

You can take a self-assessment test, but these can be inconclusive because it’s very hard 

to be subjective about yourself. The average person would have a difficult time admitting 

to themselves that they’re a lousy communicator or aren’t adaptable to changing 

conditions. But if properly administered by an objective coach, it can be a valuable 

exercise. 

3. Have your employees assess how they feel about themselves and their jobs.  

This is super valuable information! If many employees report the same negative 

viewpoint, then you owe it to yourself to find out why and to take steps to correct the 

problem. And always remember to treat your employees and colleagues as individuals, 

not as members of a demographic group! 
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CHAPTER 11: THE TOP 10 WAYS TO STAY AHEAD 

Having provided a (hopefully) entertaining and thought-provoking chapter revealing 

The Top 10 Dumb Things Leaders Do to Put Themselves One Step Behind—of course, as 

an innovation leader who’s staying ahead you’re not doing any of those things!—it’s time 

to present another Top Ten list. 

The Top 10 Ways to Stay Ahead is a very important part of embracing and following 

the Innovation Leadership Model. This is because the Innovation Leadership Model 

presents the framework for success, like the steel frame of a skyscraper. With the Top Ten 

Ways to Stay Ahead we’re going to add the architectural details that make our skyscraper 

a fully functioning and productive building. We’re going to bring it fully to life. 

Ready? Let’s get started! 

1. BE PROFESSIONAL 

Every day, it seems we hear an expression like this: “He’s a real pro,” or “We only 

employ people who are true professionals,” or “We need to be more professional in our 

business.” 

What does the word “professional” mean, and why is it important? 

Dictionaries offer three definitions. So we’ll know what we’re talking about, we need 

to look closely at each of them: 

1: Relating to or characteristic of a profession. Typically, a “profession” is a role that 

requires specific postgraduate training and certification, such as a doctor, lawyer, or 

accountant. A “professional” is someone who has the training and has been certified to 

work in one of these fields. For our purposes, these degreed workers occupy a subset of the 

wider meaning of the word. This is because you can work in business, as a self-employed 

entrepreneur, or in the non-profit world without possessing a college degree or professional 

certification. Like Bill Gates, you can become an innovation leader and stay ahead with no 

more academic credentials than a high school diploma. And on the flip side, a professional 

such as a lawyer or doctor could be terrible at what he or she does. Such incompetent 

practitioners are “professional” in name only.  

2. Participating for gain or livelihood in an activity or field of endeavor often engaged 

in by amateurs. In other words, a professional is someone who makes a living doing what 
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they do, rather than it being a hobby. But this is not quite what we want either, because if 

you serve on a volunteer board of directors of a hospital or non-profit, you need to approach 

your task with the attitude of a professional. Every organization, including non-profits, 

needs to stay ahead in its marketplace.  

Also, as is the case with trained and certified professionals, just because you make a 

living at something doesn’t ensure that you’re highly skilled. You can be a professional 

Hollywood actor while possessing minimal professional skills. 

3: Characterized by or conforming to the technical or ethical standards of a profession. 

Now we’re getting closer to a standard that anyone can meet. Being a professional means 

behaving like one. It means, “exhibiting a conscientious, courteous, and businesslike 

manner in the workplace,” and “pursuing a line of conduct as though engaged in a 

profession.” The latter means taking your job—no matter what it is—just as seriously as a 

doctor or lawyer takes theirs. 

Being “professional” can be applied to two spheres of activity. 

HOW YOU PERFORM A TASK 

The first aspect of professionalism is how you perform a task. It has nothing to do with 

how you behave at the workplace or in public.  

You can be a professional author and sit at a typewriter all day, writing your books that 

sell millions of copies, while having very little contact with other human beings. In this 

case you’re a professional writer and you take your job very seriously. 

You can be a professional radio talk show host and sit in a room by yourself, talking 

into a microphone to your millions of unseen listeners, or a professional golfer who while 

on the links talks to no one except his or her caddy. In both cases, you’re a professional. In 

the case of the author or radio talk show host, you can do your show wearing a t-shirt and 

cutoff shorts and still be a professional in terms of your work product and personal conduct. 

Whether you’re an author or the CEO of a multinational company, in order to stay ahead 

you need to focus on the task at hand, be constantly improving yourself, and have an 

awareness of your rank in the marketplace or on the racetrack. Being ahead is a relative 

measurement, not an absolute measurement. A racecar driver may be going two hundred 

miles an hour and leading the pack, and then while maintaining the same speed find himself 

or herself trailing behind the new leader, who has accelerated to two hundred and one miles 

per hour.  
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As a professional in business or the non-profit world, how can you stay ahead in your 

job performance? 

• Understand why you’re doing your job and why it’s important. 

• Measure your performance and benchmark it against others in your industry. 

• Commit yourself to lifelong learning. 

• Seek challenges that stretch your abilities. 

• Get the best advice you can from people who know more than you do about a subject. 

• Keep an optimal work/play balance. Don’t get burned out! 

HOW YOU INTERACT WITH OTHER PEOPLE 

The second sphere of professional activity is how you interact with other people. 

In terms of your ability to lead an organization and keep it ahead of the competition, 

how you inspire, connect with, show adaptability, and earn the respect of your stakeholders 

makes all the difference. 

This aspect of professionalism is reflected in how other people perceive you. 

In the view of your stakeholders, are you inspiring? 

Do you have moral and ethical integrity? 

Do you take pride in your personal appearance? 

Are you respectful of their opinions? 

Do you encourage excellence in others? 

Are you confident in your ability to make tough decisions? 

Do you show up on time? (Amazingly, this simple habit is very important!) 

These, and more, are qualities of professionalism that your investors, colleagues, 

vendors, and employees look for as they interact with you.  

Professionalism can be relative to the culture and the industry. Especially if your work 

takes you overseas, what may be seen as highly professional in one context could be viewed 

as offensive in another. Remember the old saying, “If you want to get long, then go along.” 

Pay attention to the cultural norms in your organization or the foreign environment you’re 

in, and follow them. By watching how others in your office behave and interact, you’ll 

learn important cues about “how we do things here.” For instance, you might observe that 

everyone dresses a certain way, they show up for meetings precisely on time, modulate 

their voices when others are on the phone, and observe certain protocols in office 

communications. These are important signals for what will be expected of you. 
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IT’S MORE THAN JUST A NICE THING TO BE 

This is a book on innovation leadership, and how you, as a leader, need to stay ahead of 

your peers, and by doing so, helping your company or non-profit stay ahead of the 

competition.  

With that in mind, let’s be clear that being professional, both in how you perform your 

appointed tasks as well as how you interact with people around you, is more than something 

nice; it leads to higher performance, better profits, and a higher market profile for your 

organization. 

Professionals are individuals who deliver consistent high-level results. It turns out that 

just like the most professional golfers, racecar drivers, artists, and ballerinas, the most 

professional leaders deliver exceptional value consistently. Research has shown that the 

Pareto principle applies to professional leadership: 80% of the money goes to the top 20% 

of the leaders in their respective marketplaces. Top performers make hundreds of times 

more money than also-rans. Best-selling authors outsell second-tier authors and so on. Pros 

are consistently the best at their jobs and are compensated accordingly, and that’s what this 

attribute is all about. 
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2. HAVE EMOTIONAL INTELLIGENCE 

Everyone knows what “intelligence” is. It means being smart and able to do complicated 

mental tasks, like read a spreadsheet, write code, or figure out how much profit will be 

made if a product makes its quarterly sales goal. 

But what is “emotional intelligence”? And what does it have to do with staying ahead? 

The term was coined in 1990 in a research paper by two psychology professors, John 

D. Mayer of University of New Hampshire and Peter Salovey of Yale. Some years later, 

Mayer defined it in Harvard Business Review this way: 

“From a scientific (rather than a popular) standpoint, emotional intelligence is the ability 

to accurately perceive your own and others’ emotions; to understand the signals that 

emotions send about relationships; and to manage your own and others’ emotions. It 

doesn’t necessarily include the qualities (like optimism, initiative, and self-confidence) that 

some popular definitions ascribe to it.” 

Eight years later, Rutgers psychologist Daniel Goleman linked the importance of 

emotional intelligence, or EQ, to business leadership.  In his 1998 article for HBR entitled, 

“What Makes a Leader,” he wrote: 

“The most effective leaders are all alike in one crucial way: they all have a high degree 

of what has come to be known as emotional intelligence. It’s not that IQ and technical skills 

are irrelevant. They do matter, but…they are the entry-level requirements for executive 

positions. My research, along with other recent studies, clearly shows that emotional 

intelligence is the sine qua non of leadership. Without it, a person can have the best training 

in the world, an incisive, analytical mind, and an endless supply of smart ideas, but he still 

won’t make a great leader.” 

Innovation leaders are all incredibly aware of their impact on others and sensitive to the 

fact that they serve a wide range of personas, and they’re willing to do the heavy work of 

being self-conscious. Emotional intelligence relates to your ability to be self-aware, 

empathetic, and sensitive to the feelings and motivations of other people. 

It requires living consciously and paying attention to the impact your actions and 

statements have on others. In order to connect, incentivize, and motivate others, you need 

to understand them to their cores. In essence, you need to feel what they feel, and by doing 

so you can open up dialogue and engagement strategies that are incredibly relevant and 

meaningful to that stakeholder’s persona. 
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EMOTIONAL INTELLIGENCE LEADS TO BETTER PERFORMANCE 

The best leaders bring people along, because—plain and simple—they care enough to 

understand the individuals they lead. But happily there’s a measurable benefit: the results 

can boost the bottom line. 

This was demonstrated with certainty by Cary Cherniss, professor of applied 

psychology at Rutgers University, in his research paper “The Business Case for Emotional 

Intelligence,” which surveyed nineteen proven case studies of leaders and employees who 

produced higher sales or other positive key performance indicators and who had above-

average emotional intelligence. For example, in the case of a manufacturing plant, after 

supervisors received training in emotional competencies, including how to listen more 

effectively and how to help employees resolve disagreements on their own, lost-time 

accidents were reduced by 50%, formal grievances were reduced from an average of 15 

per year to just three per year, and the plant exceeded productivity goals by $250,000. In 

another manufacturing plant where supervisors received similar training, production 

increased 17 percent. For a group of matched supervisors who were not trained, there was 

no such increase in production.  

Does having emotional intelligence mean that you’re a softy? That you lack the requisite 

toughness to lead in times of disruption? 

Absolutely not! If you don’t take my word for it, listen to what Jack Welch, one of the 

toughest leaders in American business, said when speaking to The Wall Street Journal: “A 

leader’s intelligence has to have a strong emotional component. He has to have high levels 

of self-awareness, maturity and self-control. She must be able to withstand the heat, handle 

setbacks, and when those lucky moments arise, enjoy success with equal parts of joy and 

humility. No doubt emotional intelligence is more rare than book smarts, but my experience 

says it is actually more important in the making of a leader. You just can’t ignore it.”  

TalentSmart studies show the link between EQ and job performance:  

• EQ alone explains 58% of a leader’s job performance. 

• 90% of top performers are high in EQ. 

• Just 20% of low performers are high in EQ.  

A study published in the Journal of Organizational Behavior in November 2014 showed 

individuals who displayed emotional intelligence were more likely to bring home a bigger 

paycheck than their emotionally stunted colleagues. 
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DO YOU HAVE TO BE BORN WITH EMOTIONAL INTELLIGENCE? 

No! It’s a skill that can be learned like any other. 

When American Express Finance undertook emotional intelligence training of their 

financial advisers, sales performance increased by 18 percent. 

Coca-Cola saw division leaders who developed EQ competencies outperform their 

targets by more than 15 percent.  

It’s true that some people are just naturally more acerbic, or introverted, or narcissistic, 

or insecure, while others possess natural composure, positivity, and people skills. But no 

human behavior is unchangeable, and training is effective. Various research studies suggest 

that the most coachable element of emotional intelligence is in the area of interpersonal 

skills, with average short-term improvements of 50 percent. And one agreeable fact is that 

EQ tends to improve with age, even without formal interventions. In other words, what 

your parents told you was right: with age, most people mature.  

Research also shows that the benefits of training in EQ extend beyond the workplace, 

producing higher levels of happiness, mental and physical health, improved social and 

marital relationships, and decrease levels of the stress hormone cortisol. 

There’s no better way to stay ahead than by taking steps to improve both your own 

emotional intelligence and that of your employees. But remember, half the battle is simply 

being open to the idea of coaching. Studies show that evaluating the coachability levels of 

potential subjects at the start of the sessions can increase the effectiveness of coaching. 

As the old psychologist’s joke goes, “How many psychologists does it take to change a 

light bulb? Just one—as long as the light bulb wants to change.” 
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3. FOLLOW THE INNOVATION LEADERSHIP MODEL 

The key to successful leadership is to make sure that you are inspiring, connecting, 

adapting, and earning the respect of all you serve. Innovation leaders do all of these 

extremely well. 

This may seem like a lot to accomplish! 

It is, and doing it all takes focus.  

There are three kinds of focus that you need to master to stay ahead. They are personal 

focus, group focus, and market focus. 

PERSONAL FOCUS 

As an innovation leader who stays ahead, you need to focus on your own performance 

and the goals you have set for yourself. Inward focus means thinking clearly, coming up 

with your own solutions, and taking action without distracting interruptions or outside 

influence. Trusting in your own decisions creates a sense of confidence that shows through 

to others, giving them a reason to have faith in your leadership. Being able to focus on 

yourself, and within yourself, will give you a sense of tranquility in every other area of life 

as well. 

In our age of rapid change and massive disruption, it’s getting more difficult to stay 

focused. According to a 2015 study from Microsoft, the average human has an eight-second 

attention span—shorter than that of a goldfish, which averages a whopping nine seconds. 

Attention span was defined as “the amount of concentrated time on a task without 

becoming distracted.” Microsoft found that since the year 2000 (or about when the era of 

mobile communications began) the average attention span fell from 12 seconds to eight 

seconds. That number has declined over the years due to our digital connectedness and the 

fact that the brain is always looking for what’s new. 

 “Heavy multi-screeners find it difficult to filter out irrelevant stimuli—they’re more 

easily distracted by multiple streams of media,” the report read.  

“The true scarce commodity” of the near future, added Satya Nadella, the chief 

executive officer of Microsoft, will be “human attention.” 

Historically, we’ve thought of being focused as simply reducing distractions and 

mentally concentrating on a problem. Recent neuroscience research demonstrates it is more 

than simply keeping your mind on the problem. It involves your entire body, from your 
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heart rate to the hormones that flood into your bloodstream during moments of stress. We 

admire the image of the cool sheriff in Western movies who stares down the bad guys and 

stays focused on his job while a bunch of guns are pointed at him, or the pro football 

quarterback who calmly surveys the field and throws a long pass while a group of huge 

defensive players are trying to flatten him. For these leaders, maintaining personal focus is 

a job for the entire body, not just the brain. 

To stay focused and ahead during times of rapid change and massive disruption, 

consciously monitor what you’re thinking about. Be aware of your thoughts and physical 

responses without being judgmental. Strive to stay cool and calm even when events—

external or internal—conspire to rattle you. And if you get into a hormone-surging “fight 

or flight” mode, take time to slow down and let your body return to its baseline level of 

relaxation. 

And you may also want to introduce deliberate distractions—not to destroy your train 

of thought but to allow your brain to hit the reset button. There’s increasing evidence to 

suggest that due to natural variations in our cycle of alertness, we can concentrate for no 

longer than 90 minutes before needing a 15-minute break. Other studies have found that 

even a micro-break of a few seconds will work, provided it is a total distraction—in the 

studies, people did a few seconds of mental arithmetic, so you may have to do something 

more engaging than staring out of the window. 

And guess what? Having a short attention span can benefit people who lead dynamic 

organizations because they’re required to be adept at sequential multitasking. This does not 

mean trying to do several things at once, but rather doing unrelated things or making 

decisions one after the other, in succession. The typical leader will spend anywhere from a 

few seconds to an hour focusing on a particular problem and making a decision before 

moving on to the next problem. Rendering one decision after another in quick succession 

requires sharp focus and the ability to quickly analyze a package of information, ask 

pertinent questions, and make the call. This is in contrast to, for example, someone working 

on an assembly line or a phone bank who spends eight hours a day doing the same task 

over and over again. 

No matter how you do it, your ability to focus inwardly, keep your mind free of 

distractions, and deftly handle the succession of problems thrown your way is key to 

staying ahead. 
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GROUP FOCUS 

Having mastered the art and science of focusing inward, you need to do the same in 

your relationships with the people around you. As a leader, you’re responsible for the 

performance and well being of those who work with you and for you. By focusing your 

attention on your employees and their overall happiness within your organization, you 

vastly increase the potential to grow your business. 

The benefits are apparent in a simple chain of causes and effects:  

Business owners put their positive focus on their employees.  

The employees then put their positive focus on the customers.  

The customers then keep their positive focus on the company and its products or 

services.  

The company can then focus on pleasing investors, giving pay raises, and hiring more 

people. 

The organization stays ahead and everyone is happy. 

The direct benefits of keeping your focus on your employees and stakeholders include: 

• Increased productivity. Happy, highly engaged employees are more productive. 

According to Gallup, engaged employees outperform disengaged employees by 21 percent. 

This sounds like a lowball figure, but a 21 percent increase is nothing to sneeze at. When 

you pay attention to your employees, they feel a greater connection with the company. 

They’re more likely to believe their work is important, and therefore they’ll work harder. 

• Better staff retention. High turnover has a disruptive effect on your business and 

services, and adds an additional expense in terms of recruiting, onboarding and training 

new employees. You also pay for the lost opportunity costs until their roles are filled. 

According to a Hay Group study, highly engaged employees are 87 percent less likely to 

leave your company than disengaged employees.  

• Fewer sick days. The Centers for Disease Control and Prevention (CDC) reports that 

productivity losses linked to sick days and absenteeism cost employers $225.8 billion 

annually in the United States, or $1,685 per employee. Sick days cause disruption to your 

operations and can put an additional burden on engaged staff. Compared to 

disengaged employees, highly engaged employees have fewer absence days—an average 

of 3.5 days each. Promoting safe and healthy work practices boosts profitability and 

productivity among employers of all sizes. 
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•  Lower stress. As Rebecca Maxon wrote in FDU magazine, three out of every four 

American workers describe their work as stressful, and occupational stress has been 

defined as a “global epidemic” by the United Nations’ International Labor Organization. 

The economic consequences are significant. Workplace stress costs U.S. employers an 

estimated $200 billion per year in absenteeism, lower productivity, staff turnover, workers’ 

compensation, medical insurance and other stress-related expenses.  

As an innovation leader, you can lower the stress felt by your employees by focusing 

on them as individuals and ensuring that you’re inspiring them, connecting to them, helping 

them adapt to change, and respecting them. Not only are engaged teams more productive, 

they are also less stressed and stressful to other employees. And that's a scenario that helps 

create a much healthier working environment. 

• Enhanced organizational brand. Your staff function as brand ambassadors for your 

organization, and what they say about you has a direct impact on your reputation. 

Employees who are happy and speak well about your company, either informally or by 

posting on Facebook or Glassdoor, enhance your organization’s reputation and 

attractiveness to both potential employees and prospective customers. 

• Increased customer satisfaction. Richard Branson said, “Clients do not come first. 

Employees come first. If you take care of your employees, they will take care of the 

clients.” No truer words were ever spoken. Your employees will treat your customers 

exactly the same way as you treat them. If you follow the Innovation Leadership Model 

and inspire, connect with, adapt to, and show respect for your employees, they’ll do the 

same for their customers. If you want happier and more satisfied customers, you need to 

cultivate satisfied and engaged teams. 

And remember—this does not mean having a mere “open door” policy. Few employees 

are ever going to just drop into your intimidating office to say “hi.” You need to get out 

and get around. In the old days it was called management by wandering around. It’s still 

true today. 

• Higher profits. While your efforts at engagement and making connections with your 

employees and stakeholders makes people feel good, which could be reason enough, they 

will also please your investors or stockholders by producing higher profits (or if you’re a 

nonprofit, helping the organization fulfill its mission). A 2008 study by Towers Perrin 

revealed that over a twelve-month period, organizations with engaged employees saw an 
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increase in operating income of 19 percent, compared to decrease of 33 percent in 

companies with disengaged employees. A 51 percent gap in profitability between 

companies with engaged staff and those with disengaged staff is significant! 

Focusing on your employees and ensuring that they are highly engaged shouldn’t just 

be an empty slogan. It should be an active part of your strategy, because engagement 

produces multiple benefits that in turn help drive customer satisfaction, growth, and 

profits—the goals of every company. 

MARKET FOCUS 

Your organization—including you, your employees, and your stakeholders—exists in a 

marketplace that provides both opportunities and threats. 

The opportunities come in the form of your existing customers, new markets for your 

goods or services, and sources for your supply chain. Without the external world, its needs, 

and its wealth, your organization would not exist. Without a doubt, the mission of your 

organization specifies that the organization is striving to effect some change in the world 

or in your community: to feed people, or help them communicate, or entertain them. 

The threats come in the form of competitors, technological and cultural disruption, 

government regulators, climate events, human criminals—the list is long. Threats can be 

positive, in the sense that they spur you to innovate and stay ahead, or they can be 

dangerous, and even threaten your existence. 

 Opportunities and threats both need to be subjects of your focus. 

As an externally focused leader, you’re driven by all of the outside forces pushing 

against the organization. You are concerned with whether or not your customers are happy, 

what the toughest competitor is doing, and how the economy is performing. 

Some leaders have had an almost spooky ability to focus on the market and sense what 

customers want even before they know they want it. Steve Jobs said, “Some people say, 

‘Give customers what they want.’ But that’s not my approach. Our job is to figure out what 

they’re going to want before they do. I think Henry Ford once said, ‘If I’d asked customers 

what they wanted, they would have told me, “A faster horse!”’ People don’t know what 

they want until you show it to them. That’s why I never rely on market research. Our task 

is to read things that are not yet on the page.” 

That’s not to say that you should abandon market research, because when used correctly 

it’s extremely powerful. The consumer products giant Procter & Gamble—which since 
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1837 has consistently stayed ahead—uses market research both relentlessly and wisely. 

They began in the 1920s when the company realized that most of its customers were 

housewives, and in order to make them happy they had to know exactly how and why their 

products were being used. Under the direction of D. Paul Smelser, a Johns Hopkins 

University graduate with a Ph.D. in economics who to the other executives at Procter & 

Gamble was known as “Doc” Smelser, Procter & Gamble recruited customers and 

shadowed them as they did their everyday chores. The information gained through these 

field research studies was used to improve the company’s existing products and to inform 

the development of their new products.  

The P&G approach is based not on conjecture or wishful thinking but on actual evidence 

of real-life consumer behavior. It’s gained by a keen focus on the market and what it wants. 
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4. SHOW EMPATHY 

Empathy is the ability to experience and relate to the thoughts, emotions, or experience 

of others. Empathy is one step beyond sympathy, which is being able to understand and 

support others with compassion or sensitivity. It means being willing to put someone else’s 

interests above your own, with the result of creating increased good for the entire 

community. 

True empathy translates into taking actions that demonstrate that you, as a leader, are 

more interested in supporting your employees than lording over them. It’s a form of servant 

leadership. 

For example, the US Marine Corps is known for being so extraordinarily tight-knit that 

Marines willingly trust each other with their very lives. One secret of Marine Corps 

leadership is very simple: “Officers eat last.” It’s true. Go into any Marine Corps mess hall 

and watch the Marines line up for their chow. The most junior Marines eat first, followed 

by the rest in ascending rank order, with the leaders eating last. This practice isn’t set down 

in official regulations; the Marines just do it because of the way they view the 

responsibilities of leadership. Leaders don’t eat until everyone else on their team does. 

They sacrifice personal interests and self-serving actions to support the team. 

Officers eat last is a philosophy of leadership; practiced literally and figuratively, it 

encompasses everything. 

In a typical corporate environment, the idea that the senior leaders defer their own 

benefits to the junior ranks is, to be charitable, highly uncommon. But it’s an essential 

element of Marine Corps leadership, which has two goals: 1) Accomplish the mission; 2) 

Attend to the welfare of your Marines. 

 “Leaders with empathy,” wrote Daniel Goleman, “do more than sympathize with 

people around them: they use their knowledge to improve their companies in subtle, but 

important ways.” This doesn’t mean they agree with everyone’s opinions or they try to 

please everybody. Rather, they “thoughtfully consider employees’ feelings—along with 

other factors—in the process of making intelligent decisions.” 

And as General Colin Powell said: “The day soldiers stop bringing you their problems 

is the day you have stopped leading them. They have either lost confidence that you can 

help or concluded you do not care. Either case is a failure of leadership.” 
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5. TAKE RESPONSIBILITY 

Nothing destroys employee morale more quickly than a leader who ducks personal 

responsibility. 

On the flip side, nothing builds employee morale more effectively than when they see a 

leader who takes ownership of his or her decisions. 

In the world today, there is no leadership position more exalted and more powerful than 

president of the United States. Serving as president is a high-stakes job, and it’s 

understandable that for political reasons presidents are often reluctant to take personal 

responsibility for mistakes made by the vast federal bureaucracy. But sometimes presidents 

step up and own their mistakes—and by doing so, they restore respect and forge a closer 

connection with their constituents. 

• Ronald Reagan and Iran-Contra. On March 4, 1987, President Reagan addressed 

the American people from the Oval Office about the Iran-Contra scandal and took 

responsibility for his administration's participation. He said: “The power of the presidency 

is often thought to reside within this Oval Office. Yet it doesn’t rest here; it rests in you, 

the American people, and in your trust. Your trust is what gives a president his powers of 

leadership and his personal strength, and it's what I want to talk to you about this 

evening…. First, let me say I take full responsibility for my own actions and for those of 

my administration…. No excuses. It was a mistake.” Political observers on both sides of 

the aisle hailed his candor, and polls showed a renewed respect for both President Reagan 

and the office he held.  

• Barack Obama and the Affordable Care Act. On November 6, 2013, President 

Obama apologized to those Americans who were losing their health insurance despite his 

repeated promises that they wouldn’t. It was considered an unusual act of ownership for a 

president who had been criticized for misleading the public. 

“I am sorry that they, you know, are finding themselves in this situation, based on 

assurances they got from me,” Obama said in an interview with NBC News. “We’ve got 

to work hard to make sure that they know we hear them and that we’re going to do 

everything we can to deal with folks who find themselves in a tough position as a 

consequence of this.” 

This came at a time when, according to a daily tracking poll by Gallup, the president’s 

approval rating had dipped below 40 percent for the first time in two years. A lesser leader 
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might have “doubled down” and insisted that he was right, but the better course was to 

“fess up” and take ownership of the mistake.  

PASS THE CREDIT AND TAKE THE BLAME 

There’s a saying that “true leaders pass the credit and take the blame.”  

What exactly does this mean? 

It means that staying ahead requires confidence, both in yourself and in your people. 

Think about it: What type of leader would seek to claim credit for every success while 

avoiding responsibility for mistakes? It would be leader who works in a toxic 

environment—a dog-eat-dog organization where everyone is afraid of being stabbed in 

the back by a colleague. Mistakes are used to punish, while successes are given exaggerated 

rewards.  

If you’re a middle-level employee at such an organization, you owe it to yourself to get 

out as soon as you can. You cannot change it: the poison is trickling down from the 

executive suite. 

If you’re the leader of such an organization, then shame on you for not fixing it! A 

company’s culture starts at the top. Employees model the behavior they see at the top. If 

you’re the leader of a company with a toxic culture, then you need to start transforming it 

now. 

In a culture of trust and confidence, the leader has enough confidence be magnanimous 

and celebrate the successes of others. In turn, he or she will earn the respect of the 

employees. 
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JETBLUE’S WINTER OF DISCONTENT 

One leader who stepped up and took the blame was David Neeleman, chairman of Jet 

Blue, who wrote a letter of apology to passengers stranded by the air carrier during the 

chaos of a winter storm in 2006. A brutal ice storm had roared up the East Coast, leading 

to 1,000 canceled flights in five days. The problems were exacerbated by flimsy reservation 

and communications systems that left passengers, pilots, and flight attendants sitting in the 

dark.  

“Words cannot express how truly sorry we are for the anxiety, frustration and 

inconvenience that you…experienced…This is especially saddening because JetBlue was 

founded on the premise of bringing humanity back to air travel, and making the experience 

of flying happier and easier for everyone who chooses to fly with us. We know we failed 

to deliver…” 

A second and equally important part of the company’s apology strategy was the 

inclusion of the JetBlue Airways Customer Bill of Rights, which satisfied two key 

requirements of a sincere business apology—a tangible expression of a commitment to 

change and some form of compensation or restitution for the damage caused.  

Neeleman said he knew he had to deliver on his promises. “I can flap my lips all I want,” 

he said. “Talk is cheap. Watch us.” 

You might say this was a contrived strategy designed to turn a disaster into a brilliant 

marketing opportunity. Maybe, maybe not. What mattered was that it was real. And there 

was absolutely nothing wrong that because it captured the best aspects of market 

capitalism. 

SET THE BEST EXAMPLE  

Employees have a natural fear of making mistakes if the consequence is to be called out 

and embarrassed in public, or even faced with job loss. A leader who assumes the blame 

while passing the credit sends a strong message that mistakes are a part of life, and that 

mistakes are opportunity to learn and grow.  

As an innovation leader, you want your employees to feel comfortable delivering bad 

news to you. You want them to own their mistakes and get help to fix them. By inspiring 

those beneath you, your employees will emulate your best traits, which will include 

assuming the blame for themselves. 
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When a project is late because an employee goofed on a schedule or failed to deliver a 

component, you want to know about it. Unless the employee reports his or her own mistake, 

it’s likely that you’ll never know the reason for the delay. 

 Setting a good example will help your organization stay ahead.  

Researchers Fiona Lee, Christopher Peterson, and Larissa Tiedens put a number on 

leadership candor when they analyzed the annual financial reports of fourteen companies 

over the course of twenty years. In their report “Mea Culpa: Predicting Stock Prices From 

Organizational Attributions,” they looked at each CEO’s annual “letter to stockholders” to 

determine whether he or she showed evidence of either taking responsibility or blaming 

financial trouble on an external cause such as the economic environment. They gauged the 

level of personal responsibility by identifying key excuse phrases like “the dollar was 

particularly weak” or “it was one of the worst winters on record.” 

Taking financial data into account, their research revealed those companies whose 

leaders took responsibility for poor performances were more resilient. They found the share 

value of these open-book companies improved by an average of 19 percent, while the 

companies of those leaders who blamed external factors improved by only 14 percent. 

Not a big difference? In a billion-dollar company, a difference of five percent is $50 

million. That’s a lot! 

Leaders who take responsibility for their companies’ shortcomings send an important 

signal to all of their stakeholders, including investors. They’re saying that when they see a 

bad situation, they do everything in their power to remedy it. Meanwhile, those leaders 

who blame environment factors give the impression that they’re at the mercy of these same 

external factors and don’t have control over their organizations. Seen from that perspective, 

it’s easy to understand why investors get squeamish and run from companies—and their 

leaders—who don’t take responsibility for subpar performance. 
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6. TAKE THE LONG VIEW 

What’s the difference between a manager and a leader? 

There are many, but one of the most important is that managers are paid to take the 

short-range view, while leaders are paid to take the long-range view. 

Managers are concerned with the speed of today’s production run, or how many calls 

the sales staff makes in a week, or the current conversion rate of a marketing campaign. 

These are important indicators, because an organization succeeds by doing countless small 

things over and over again and adding value each time. A good manager is worth every 

penny they’re paid, because they make sure the organization makes its daily, weekly, and 

monthly goals—and stays ahead. 

 Leaders, while supervising and supporting managers, have the critically important 

responsibility of charting the course for the future. They get people to understand and 

believe in the organization’s vision and to work with them to achieve the organization’s 

goals. They focus on allocating resources to create value, saying to their subordinates, “I’d 

like you to work on A while handle B.” Action-based-leadership is demonstrated through 

leading people by example and enabling them in their role. 

 

Speaking of the differences between leaders and managers, it’s become a common 

axiom to say, “The main difference between leaders and managers is that leaders have 

people follow them while managers have people who work for them.” To be honest, this 

seems more like a facile business-book slogan that a real nugget of truth. In most 

organizations, the leader directs a team of managers. The leader signs the paychecks of his 

or her managers. Make no mistake: the managers work for the leader. (And in publicly 

held companies, the leader, in turn, works for the board of directors, who can fire the leader 
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if they choose.) What truly separates leaders from managers are their job descriptions. They 

have different areas of responsibility. Both are vitally important to the ability of the 

organization to stay ahead. 

My point is that nearly everyone in your organization is both a leader and an employee. 

This is the whole point of employee empowerment—the idea that every employee needs to 

have some of the qualities of a leader. No one in your organization should be relegated to 

“just following orders.” That’s a sure-fire recipe for falling behind. 

THE AGILE STRATEGIC PLAN 

As an innovation leader, you might face what appears to be a contradiction: 

1. Your organization needs a long-range strategic plan. You cannot survive without 

looking ahead two or five years and charting your course. 

2. In today’s environment of rapid change and massive disruption, any long-range plan 

you make is likely to be shredded by the marketplace. One thing agile has taught us about 

trying to plan everything is that overplanning usually doesn’t work. 

Somehow, you must create a strategic plan that’s both durable and flexible. This is 

especially true in planning major capital investments—things like leasing warehouses and 

building factories. In January 2018, Toyota and Mazda announced a joint plan to built a 

massive new factory in Huntsville, Alabama. The venture, which would cost $1.6 billion 

and create 4,000 jobs, is scheduled to open in 2021—fully three years after the 

announcement, which itself had capped several years of scouting and pre-planning. 

Toyota’s chief executive, Akio Toyoda, said he was confident that the plant would be a 

“built-in-America success story.” 

The two Japanese companies said the plant would be capable of making 300,000 cars a 

year. Analysts warned that car sales in the United States are leveling off, putting into doubt 

the rationale for factory expansion. Bob Carter, executive vice president for vehicle sales 

for Toyota Motor North America, dismissed concerns about the new plant’s prospects. “A 

plant is a fifty-year investment,” he said. “You can’t make plant-investment decisions 

based on the business cycle.” 

Want longer-range planning? Talk to the people at Boeing. In June 2017 the world was 

given a peek at Boeing’s plans for a new small twin-aisle aircraft. Boeing released the first 

image of its new “middle-market airplane” at the Paris Air Show, six years after the 787 

Dreamliner first went into service after a decade in development. Industry leaders have 
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started calling the new plane the 797, continuing the series that began sixty years ago with 

the 707. Boeing believes there could be a market for more than 4,000 such aircraft over 20 

years, starting in 2025 when the first 797 would be delivered to airlines. 

The year 2025! Can you imagine planning that far ahead? The people at Boeing can—

because they have to. Their arch-rivals across the Atlantic, Airbus, are doing the same.  

Each is determined to stay ahead of the other. 

Contrast this with the level of long-range planning appropriate for the industry that 

invented the agile methodology—software design and implementation, where your long-

term goals are often no more than two weeks in the future. It’s like comparing the life 

cycles of an elephant to a fruit fly. 

To find a balance between long-range planning and software-industry agile 

methodology, let’s look at how the world’s largest software developer and retailer 

approaches strategic planning.  

Based in Redmond, Washington, Microsoft Corporation takes in nearly $90 billion in 

revenue each year and employs 124,000 people. For a company of that size, strategic 

planning is a necessity. With Satya Nadella assuming the position of CEO in 2014, a year 

later the company’s 10-K filing revealed the broad strokes of its strategic plan.  

This is the first part of the company’s vision statement: 

 

Microsoft is a technology company whose mission is to empower every 

person and every organization on the planet to achieve more. Our strategy 

is to build best-in-class platforms and productivity services for a mobile-

first, cloud-first world. 

 

Then: 

 

The ambitions that drive us 

To carry out our strategy, our research and development efforts focus on 

three interconnected ambitions: 

• Reinvent productivity and business processes. 

• Build the intelligent cloud platform. 

• Create more personal computing. 
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Notice the three action verbs used in the statement above: “reinvent,” “build,” and 

“create.” All suggest change and growth.  

The company appears to be deemphasizing the importance of Windows, as though the 

operating system’s purpose is to be a vassal in service of Microsoft’s other businesses. This 

may reflect the company’s latest financial trends: Declining device sales and growing cloud 

revenue. They’re looking ahead into the future, and trying to anticipate the course of change 

and the likelihood of disruption. 

No matter where your organization lies on the spectrum between major car manufacturer 

and software designer, strategic planning is a constant game of making decisions based on 

incomplete information. The goal of strategic thinking, or the thought process for deciding 

which markets to compete in and how, is about trying to assimilate floods of information 

and make decisions that ensure the company's survival. 

Your job as a leader is to find the delicate balance between long-range strategic planning 

and the necessity of leveraging change and disruption as they occur and turning them to 

your advantage. 

7. INNOVATE 

What does it mean to innovate? 

Many leaders find the idea intimidating. Innovation often conjures up visions of 

incredible new inventions, breakthrough technologies, and mind-blowing devices that 

change the world as we know it. 

There’s certainly nothing wrong with incredible new inventions, but inventing things 

may not be the business you’re in. 

You may be in a service business, like overnight package delivery. 

Or in a long-established industry, like providing lumber for construction.   

Even if you’re not running to the Patent Office every day, one thing is absolutely true: 

As a leader in your organization, you can innovate. 

It doesn’t matter if you’re in the sand and gravel business: You can innovate. 

And what’s more, you must innovate and stay ahead of your competition. 
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You can do it because innovation doesn’t happen only in the R&D lab. You can make 

innovation happen at every level of your organization, from the loading dock to human 

resources to marketing, and right up to the C-suite. 

Here are some examples. 

SUPPLY CHAIN 

In the twentieth century, a job in logistics was probably pretty boring. You made sure 

the parts or raw materials from the supplier got loaded on the truck or railcar and delivered 

to the factory’s warehouse. Then you made sure the finished goods got loaded on the truck 

and delivered to the distributor’s warehouse. At the end of the day you went out for a beer. 

How times have changed! 

Today, supply chain logistics drives value creation. As a functional area, it’s just as 

competitive as sales or marketing. Why? Because every loss of time, quality, or materials 

at any point on the supply chain represents a loss of value that must be made up 

downstream. If a shipment of parts is late, it can cause a ripple effect of wasted labor while 

forcing the downstream functions to work faster to make up the lost time. The same 

consequences apply for missing or damaged or incorrect materials. 

In contrast, a flawless supply chain allows for greater downstream value creation. 

If you’re not pursuing supply chain innovation, you risk falling behind. 

Supply chain innovations are being deployed at a faster rate than ever. Are you up to 

speed on these emerging innovations? 

Robotic forklifts. Intra-Logistics with Integrated Automatic Deployment (LIAD) is 

developing autonomous forklift trucks that can operate safely and efficiently in warehouses 

alongside human co-workers. 

Exoskeletons support warehouse workers. Distributors can reduce back injuries and 

speed object handling by outfitting workers with special external braces. Developed by 

Dutch firm Laevo, the braces provide support using a spring system acting as a 

counterweight. 

Self-sailing electric cargo ship. Kongsberg Maritime has teamed up with fertilizer 

company Yara International to build the container ship Yara Birkeland, designed to haul 

fertilizers between three ports in southern Norway. Remote operation will start sometime 

in 2019 and by 2020 the ship will be fully autonomous, saving 40,000 truck journeys per 

year.  
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Blockchain technology used to increase pharmaceutical supply chain security. The 

Drug Quality and Security Act (DQSA), enacted by Congress in 2013, outlines steps to 

build an interoperable electronic system to identify and trace certain prescription drugs as 

they are distributed in the United States. The MediLedger Project has been launched to 

help prevent counterfeit medicines from entering the supply chain. The system utilizes 

blockchain technology to track and trace prescription medicines.  

There are many more! Will all of them be useful to you and your organization? Of 

course not. But just one innovation that benefits your company could mean the difference 

between falling behind and staying ahead. 

HUMAN RESOURCES 

To stay ahead in employee engagement and productivity, you need to be informed about 

changes in best practices and make sure that your organization is doing all it can do to 

recruit and retain the very best people. 

Employee engagement means higher productivity and profits. Research by Gallup in 

2012 found that publicly traded companies with 9.3 or more engaged employees for every 

disengaged employee had 147 percent higher earnings per share than their competitors. 

Meanwhile, companies with little engagement—2.6 engaged employees for every 

disengaged employee—had two percent less earnings per share than competitors. 

Here are just a few emerging innovations in human resources. 

Fedex People-Service-Profit. Staff at the overnight delivery company have always 

been encouraged to offer solutions, and their feedback is regularly requested. The Survey 

Feedback Action program is an annual survey where employees provide feedback on 

management policies. 

Google People Analytics. The basic premise is that accurate “people management” 

decisions are the most important and impactful decisions that a firm can make. A company 

simply can’t produce leading business results unless managers are making accurate people 

management decisions. For example, People Analytics retention algorithm is a 

mathematical algorithm that proactively predicts which employees are most likely to 

become a retention problem, and spur managers to intervene early with personal contact. 

Zappos Cash to Quit. The shoe and accessories retailer Zappos believes that great harm 

comes from hiring the wrong people. So during the initial training of a new employee, 

Zappos offers to pay them for time spent training plus one month’s salary—and all they 
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have to do is to quit. Roughly three percent take the offer, while the truly engaged new 

employees stay and thrive.  

Amazon—the new owner of Zappos—has started its own Pay to Quit program. Once a 

year, Amazon’s employees get an offer for $2,000 to quit, with annual increases of $1,000 

each year after that, with a maximum of $5,000. 

Rolls-Royce Motor Cars Apprentice Program. No, it’s not a TV reality show, it’s the 

real thing. In 2006, the venerable British maker of luxury cars—now owned by BMW—

launched its apprenticeship program, providing young adults between the ages of sixteen 

and twenty-four the opportunity to train with the highly skilled members of the carmaker’s 

workforce. The apprenticeships can last for up to four years and involve extensive work 

under the keen supervision of master craftsmen, many with decades of experience. 

Other human resource innovations include: 

• Interviewing via video. It’s more common than ever for an employee to reside in a 

different state, or even country, than the corporate office. Used thoughtfully and correctly, 

interviewing over video had potential to be a perfect marriage of technological 

sophistication and expense reduction. 

• Mandated time off. Many employees are afraid to take vacations, which leads to 

burnout and loss of productivity. Companies staying ahead understand that recharging on 

vacation is integral to employee focus and productivity, and require that employees 

disconnect during vacations. 

• Workplace time flexibility. This is a reflection of how a company values not just the 

physical hours worked but the overall contribution of an employee. 

• Snooze on company time! According to a study from the Journal of Sleep, employee 

fatigue costs American companies over $60 billion annually in lost productivity. Napping 

has been shown to improve concentration and productivity, and helps reduce anxiety. The 

Huffington Post, Google, Capital One, Ben & Jerry’s, and many others are now reported 

to provide nap rooms to their employees. 

What can you do in your company to better inspire, connect with, adapt to, and earn the 

respect of today’s changing workforce? You should treat your employees as well as you 

do your best customers! If you do, your business will always be on top. 

As Richard Branson wrote, “Your employees are your company’s real competitive 

advantage. They’re the ones making the magic happen—so long as their needs are being 
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met.” When employees know that leaders truly care about them as individuals—and not 

just about what they can get out of them—they go the extra mile, say positive things about 

the company, and are less likely to be lured away by a competitor. 

MARKETING 

In the past twenty years the process of reaching your customers and interacting with 

them has undergone a massive change, and it’s still changing. Before the digital revolution, 

connecting with potential customers was a hit-or-miss proposition. By sending advertising 

messages to crudely defined demographic groups, you’d either build up sales leads or hope 

that you reached your target audience and they would respond by walking through the door 

of your store. 

Today it’s possible for any company, large or small, to form individual bonds with 

customers, and much more precisely deliver what each customer craves. This is the goal of 

big retailers like Amazon, but it can also be the goal of a trendy startup or a local mom-

and-pop store. 

Here are some recent innovations in marketing. How many can you leverage to stay 

ahead? 

• Nike’s customer service Twitter account. We all know that Twitter is a powerful 

platform for sending out messages. But sportswear manufacturer Nike created a separate 

Twitter account—@NikeSupport—solely for customer support, which means fast-

response customer interaction. The language used by the Nike customer support staff is 

casual and non-corporate. 

Having a separate account for customer support helps Nike be accessible to its 

customers without burdening its own Twitter content on @Nike or @NikeStore with fast 

answers to specific questions about people’s orders or accounts.  

• Whole Foods blog. The food retailer’s website features a wealth of information about 

a wide range of topics, from what it means to be vegan to making a better cheeseburger. 

By positioning itself as an educational resource, Whole Foods makes its lifestyle and 

products more inclusive. Proactive language (“I want to learn/do/both” as a search option 

in its navigation bar) makes you feel like you have an active role in the experience. 

Does Whole Foods want you to buy from them? Of course they do! But they want you 

to trust them and look to them as an educational resource. 
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• Share a Coke. Is there any product closer to being a commodity than Coca-Cola? But 

the venerable soft drink maker sets its product apart by offering personalized Coke bottles. 

For $5 you can order a bottle of Coke with your name printed on the label. You can also 

choose from prefab custom labels, such as the names and numbers of NASCAR drivers. 

So if you crave drinking an ice-cold Coke from a bottle with your name on it, it can be in 

your refrigerator virtually overnight. 

• Farmers Insurance Inner Circle. Is there any product or service more boring to 

consumers than insurance? Farmers Insurance has set out to change this perception with a 

super customer-friendly resource that provides visitors with a wide variety of educational 

articles about things like how to prevent identity theft, taking care of your car and your 

house, or what you need to know if you’re going through a divorce. 

With this resource, Farmers Insurance establishes itself as an expert in a totally 

approachable way. And of course if you have questions, the chat feature is standing by to 

convert you from a visitor to a customer. 

8. PRACTICE HUMILITY 

Since ancient times, the merits of humility in a leader have been extolled by people who 

know a thing or two about leadership. 

As the Chinese philosopher Lao Tzu wrote 1,500 years ago, “I have three precious 

things which I hold fast and prize. The first is gentleness; the second frugality; the third is 

humility, which keeps me from putting myself before others. Be gentle and you can be 

bold; be frugal and you can be liberal; avoid putting yourself before others and you can 

become a leader among men.” 

But what does it mean to practice humility? 

It does not mean being indecisive. 

It does not mean having false modesty, or deferring important decisions to others, or 

avoiding the responsibilities of leadership. 

It means placing the highest value on doing the best thing for the organization. Or as 

Ezra Taft Benson, 13th president of The Church of Jesus Christ of Latter-day Saints, wrote, 

“Pride is concerned with who is right. Humility is concerned with what is right.” 

It’s tempting to admire and even strive to emulate the “hero” leader whom we see in the 

movies. But in reality, humility pays. As a leadership approach, you’re much more likely 
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to keep your team ahead with quiet, persuasive leadership than by strutting around like 

General Patton. 

In their study “Inclusive Leadership: The View From Six Countries,” researchers 

Jeanine Prime and Elizabeth R. Salib interviewed a total of 1,512 employees from six 

different countries—Australia, China (Shanghai), Germany, India, Mexico, and the United 

States. They found that while research suggests that we most readily associate leadership 

competence with attributes like charisma, self-promotion, speaking up first, and speaking 

longest, in fact humility was one of the most significant indicators, after empowerment, of 

altruistic leadership. Qualities like “standing back,” humility, and self-sacrifice can go a 

long way in making leaders more inclusive and effective.  

And as J. Andrew Morris and others revealed in “Bringing humility to leadership: 

Antecedents and consequences of leader humility,” effective leadership tends to operate as 

a contingency theory—an organizational approach that claims that there is no single best 

way to organize a corporation, lead a company, or make decisions. Instead, the optimal 

course of action is contingent (dependent) upon the internal and external situation. They 

wrote, “The romanticized notion of celebrity CEOs that has been lionized in the popular 

business press has its place in the leadership pantheon, but, like any other approach to 

leadership, has limitations in its application…. This apparent obsession with the 

charismatic appeal of individual leaders stands in contrast with a small but growing call for 

humility in leadership.” Sustained functioning that keeps the organization ahead is more 

likely to be the result of the celebrity’s antithesis: a leader possessing a blend of humility 

and strong personal will. 

HUMILITY + INNER STRENGTH = STAYING AHEAD 

You’ve probably heard of “Level 5 Leadership.” The concept was created by business 

consultant Jim Collins, who first described it in a 2001 Harvard Business Review article 

and then published it in his best selling book, Good to Great. 

It emerged during a study that began in 1996, when Collins was researching what makes 

a great company. From a group of 1,435 companies he chose eleven outstanding ones. 

These eleven companies were all headed by what Collins dubbed “Level 5 Leaders.” While 

leaders in Levels 1 through 4 had valuable competencies, at was at Level 5 that they all 

came together in one package. 
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He found that these leaders show humility and they don’t seek success for their own 

glory. Instead, success is a pragmatic necessity to ensure the team and organization will 

thrive. Level 5 leaders are happy to share credit for success, and they’re willing to accept 

blame for setbacks. Collins also noted that on a personal level they may even appear to be 

socially shy, but are invariably fearless when making decisions, especially ones that most 

other people consider risky. 

 Some people believe that leaders should know everything and never ask for help, and 

that asking for help is a sign of weakness. Nothing could be further from the truth! Learning 

how to ask for help from someone stronger in an area than you are is a sign of strength, 

and the outcome is that the entire team or organization wins, not just one individual. 

Always surround yourself with people who are outstanding in their subject areas. As 

Apple innovator Guy Kawasaki wrote, “A players recruit A+ players, while B players 

recruit C players.” And if you have access to A+ players, why wouldn’t you take full 

advantage of their skills?  

BIG EGO: A SIGN OF INSECURITY 

Leaders who march around like Napoleon are likely to suffer from massive insecurity 

and are over-compensating.  

The term “inferiority complex” was coined in the 1920s by French psychologist Alfred 

Adler, who postulated that people who feel inferior go about their days overcompensating 

through what he called “striving for superiority.” For them, success is a zero-sum game, 

meaning the only way these inwardly frightened people can feel happy is by making others 

unhappy.  

Experts now think of this striving for superiority as a feature of narcissistic personality 

disorder, a deviation from normal development that results in a person’s constant search to 

boost self-esteem. 

In 2015, University of Derby (U.K.) psychologist James Brookes undertook an 

investigation of the way insecure people feel about themselves both in terms of self-esteem 

and self-efficacy—that is, their confidence in their own ability to succeed. 

Using a sample of undergraduates, Brookes analyzed the relationships among overt and 

covert narcissism, self-esteem, and self-efficacy. His study, “The effect of overt and covert 

narcissism on self-esteem and self-efficacy beyond self-esteem,” provides clues into what 
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makes up the narcissistic personality and insight into the ways you can interpret the actions 

of narcissistic leaders or colleagues through examining their insecurities.  

WATCH FOR THESE NEGATIVE BEHAVIORS! 

Have you encountered the following behaviors in a superior? Is it possible that you’ve 

exhibited them yourself? If you want to stay ahead, make an effort to eliminate them from 

your behavioral profile: 

• The insecure leader tries to make his colleagues or employees feel insecure. 

The insecure leader thrives on a sense of disunity and even chaos among subordinates. 

He or she doesn’t want any of them to rise to a position of challenging the leader. 

(Remember, the insecure leader imagines that his or her shortcomings will be discovered 

and the result will be humiliation.) The operative strategy is not to unite the members of 

the team but to divide and conquer. Clearly, such a leader is putting his or her own 

emotional needs above the welfare of the group.  

Secure leaders welcome the expertise and achievements of subordinates, try to forge a 

unified team, and strive to elevate the organization and its stakeholders.   

• The insecure leader needs to showcase his or her accomplishments. 

The leader who is constantly bragging about their lavish lifestyle, their elite education, 

or their fantastic vacation destination is doing so to convince themselves that they really 

do have worth. This also applies to the leader who will only deliver good news at the annual 

meeting and avoids mentioning anything negative or challenging.  

Secure leaders don’t have to boast about their accomplishments, and in fact they make 

a point of celebrating the victories of their employees and stakeholders. They also are 

willing to report bad news and take responsibility when appropriate, because they know 

that doing so is in the best interest of the organization and its mission. 

• The insecure leader reminds you how hard he works for you. 

Some bosses make sure their employees know how lucky they are to be working for 

someone who built the company up from nothing, works 24/7 to keep the company afloat, 

and has no private life because of their dedication to their work. This boss makes employees 

feel guilty for actually wanting to leave at five o’clock, or take time off to care for a new 

baby, or even go on a vacation they’ve earned fairly. Their fear is that their employees 

aren’t giving 110 percent to the company, and are either lazy or ready to be disloyal.  
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Secure leaders realize that their employees need to have well-rounded lives that involve 

activities and interests that have nothing to do with the organization. There’s a happy 

medium between working very hard while on the job and then taking a break, leaving work 

behind, and coming back refreshed and with a sense of objectivity. 

• The insecure leader complains that results are never good enough. 

Leaders who score high on the inferiority scale like to broadcast what high standards 

they have, and how those standards are never met. (This has been called the “Leona 

Helmsley Syndrome,” after the notorious New York hotelier.) They proclaim their high 

standards as a way of asserting that not only are they better than everyone else, but that 

they hold themselves to a more rigorous set of self-assessment criteria. Their attitude also 

guarantees that their so-called high standards will never be met, which means they don’t 

have to celebrate anyone else’s achievements because everyone else is failing to deliver. 

Secure leaders set reasonable and achievable goals, provide their employees with the 

tools needed to meet those goals, and recognize successful completion of tasks and 

projects. Secure leaders also work closely with their managers and employees to raise 

productivity through training and the elimination of waste. They don’t browbeat or bully 

employees because they know those are ineffective ways of getting better results.  

• The insecure leader is secretive. 

An effective way of keeping subordinates off guard and unable to question the insecure 

leader’s authority is to not let them see the information underlying a decision.  

The secure leader has, as much as possible, an “open book” regarding the decision 

making process. Confident leaders don’t mind explaining the reasons behind their 

decisions because they’re not afraid of being challenged or of even being shown to be 

wrong. The secure leader is happy to lead an open discussion of an issue, hear all sides, 

and then make a well informed decision. 

To stay ahead, be humble and show true confidence not only in your own abilities but 

those of your employees! 

9. RELAX! 

Stress can kill you. 

Literally. 
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While the image of the tough-talking, high-powered boss may be appealing in the 

movies, in real life your body is a finely tuned machine. Chronic stress can wreak 

significant physical damage that can shorten your life. And if you’re dead or lying in a 

hospital bed, you’re in no position to stay ahead of anybody! 

How does stress damage you? 

When you encounter a stressful situation—whether real or perceived—your body 

quickly prepares for either “fight or flight.” This ancient response was programmed into 

our ancestors thousands of years ago, and it worked well to keep us alive. But it was 

designed as a strictly temporary measure, not a lifelong condition of existence. 

When you’re faced with a threat, stress hormones cascade into your bloodstream so that 

you can respond quickly and with strength. Your brain commands your pituitary gland to 

discharge adrenocorticotropic hormone (ACTH) into the bloodstream. The adrenal gland 

is also activated, releasing the hormone epinephrine. These chemical messengers trigger 

the production of the hormone cortisol, which increases blood pressure, blood sugar, and 

suppresses the immune system. 

There’s much more, but you get the idea. Your body chemistry changes significantly. 

Then, when the threat has passed, your hormones return to normal, and you’re back at 

your comfortable “baseline” levels. 

But what happens if the stress is chronic? If you feel threatened day after day, month 

after month? 

Long-term chronic stress and the elevated levels of these powerful emergency hormones 

cause damage to tissues in the body, leading to inflammation. You can experience 

symptoms such as headaches, a stiff neck, ulcers, and allergies. Over time, too much stress 

can accelerate the aging process, make you feel exhausted, damage your adrenal glands 

where cortisol is produced, harm your immune system, and even shrink vital brain tissue, 

resulting in problems with concentration and memory loss. 

If you’re suffering from any of these symptoms, you’re not going to be able to stay 

ahead. 

WORKING LONG HOURS CAN PUT YOU INTO AN EARLY GRAVE 

This isn’t just conjecture; there’s evidence to back it up. 

For an average of eleven years each, Dr. Marianna Virtanen, M.D., an epidemiologist 

at the Finnish Institute of Occupational Health and University College London, and her 
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colleagues followed more than 6,000 British civil servants who had no history of heart 

disease. The participants were all drawn from a larger, ongoing study known as Whitehall 

II that had begun in 1985. They tracked how many hours per day, on average, the subjects 

worked at their various jobs, and they also took blood pressure readings. 

During the study, a total of 369 people had heart attacks (some of them fatal) or were 

diagnosed with heart disease after seeking medical attention for chest pain. 

Compared to people who worked from seven to ten hours a day, those who worked ten 

to twelve hours a day had a 56 percent increased risk of heart disease, heart attack, or death.  

These workaholics tended to sleep less than their more relaxed counterparts, and 

reported having less control over their work, having more demanding jobs, and 

experiencing more stress. They were more likely to exhibit “Type A” personality traits, 

including irritability, aggressiveness, and a “chronic, incessant struggle to achieve more 

and more in less and less time,” according to the study. 

 “If you work long hours,” said Dr. Virtanen, “the fact is that you may be exposed to 

higher stress levels and you do not have enough time to take care of your health.” And, 

doctors “should include long working hours on their list of potential risk factors” for heart 

disease. 

KAROSHI: “OVERWORK DEATH” 

In Japan, death by overwork is so common there’s a name for it: karōshi. The term was 

first coined in 1978 to refer to an increasing number of people suffering from fatal strokes 

and heart attacks attributed to overwork. During the Bubble Economy of the mid to late 

1980s, the term became common when several high-ranking business executives in their 

prime of life suddenly dropped dead without any previous sign of illness. 

In Japan’s hyper-aggressive economy, employees often work for twelve or more hours 

a day, six or seven days a week, year after year. And it’s not just the sheer numbers of 

hours but the stress of the workplace that matters. As well as physical pressure, mental 

stress from the workplace can cause karōshi. During periods of economic recession, stress 

increases as leaders demand more from their employees. 

Sources of workplace stress include: 

• All-night, late-night, and holiday work.  

• Pressure to achieve impossible goals set by the company.  
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• The shock of unexpected layoffs, as employees who have worked for a company for 

many years and see themselves as loyal to the company are suddenly told to resign because 

of the need for staff cutbacks. 

• The guilt of managers, who are often told to lay off workers and are torn between 

protecting their staff and implementing a draconian corporate restructuring policy. 

• Mandatory after-hours socializing and drinking with company colleagues. Salarymen 

are often invited to nomikai, or “drinking parties,” to build better connections between 

coworkers in the company.  

Executives in the United States—at least those working outside of the Financial District 

in Manhattan—may not face quite the same pressure, but the fact remains that if you want 

to stay ahead, you need to regularly stop and rest!  

10. KEEP LEARNING 

This is number 10 on the list, but it’s incredibly important to staying ahead year after 

year. 

The day you stop learning new things about the world and your work, you might as well 

go to bed and stay there, because you’re not going to be an innovation leader. 

Lifelong learning opens your mind, helps you find meaning in your life, helps you adapt 

to change, promotes self-fulfillment, and increases your wisdom. These alone are enough 

to paint a convincing picture.  

But here’s a benefit that will make even the most blasé reader sit up and take notice: 

more than any other single thing you can do, a dedication to lifelong learning increases 

your job security and ensures your ability to stay ahead. 

In other words, it puts money in your pocket. 

MORE EDUCATION = MORE PERSONAL INCOME 

Statistics relating the relationship between your level of formal education and your 

income are easy to find. 

The United States Bureau of Labor and Statistics (BLS) reports, “More education leads 

to better prospects for earnings and employment.” 
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According to BLS data from 2015 and published in 2016, as educational attainment 

rises, earnings increase and unemployment decreases. Workers with more education have 

higher earnings and lower rates of unemployment than those with less education. 

Here are the BLS statistics on weekly personal earnings: 

High school  $678 

Associate degree  $798 

Bachelor’s degree  $1,137 

Master’s degree  $1,341 

Professional degree $1,730 

Doctoral degree  $1,623 

But this section is about lifelong learning, not just about earning your master’s degree 

at the age of twenty-five and then shutting off your brain for the next forty years. It’s about 

learning every day, and not just in a formal classroom setting. 

 

BENEFITS OF LIFELONG LEARNING 

 The EU-financed research project “Benefits of Lifelong Learning” (BeLL), launched 

in November 2011 and wrapped up in January 2014, was aimed at empirical data-gathering 

and investigation into the subjectively perceived benefits of participants in educational 

events in the fields of general, cultural, and political continuing education. The approach 

was designed to find out how individuals, groups, organizations, and society benefit from 

continued liberal education (“liberal” meaning broad-based, not politically left of center). 

The researchers concluded, “Liberal adult education has a wide range of individual and 

social benefits. Ten benefit factors were identified during the analysis: locus of control, 

self-efficacy, sense of purpose in life, tolerance, social engagement, changes in educational 

experience, health, mental well-being, work, and family.” 

Leaders who pursue some form of lifelong learning are conditioned to learn new things, 

and are therefore less reluctant to take on new challenges in their work. They engage 
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change and disruption more readily than those who are not continually testing themselves 

against new subjects and skills.  

Here are a few bullet points that will underscore the point that innovation leaders make 

a habit of lifelong learning. 

• The world’s richest person, Jeff Bezos, is an avid reader who, interestingly, has told 

biographer Brad Stone that he learns more from reading great novels than from nonfiction 

books. 

• The world’s second-richest person, Bill Gates, read a book a week during his career. 

He also takes a yearly two-week “reading vacation.”  

• The most successful investor in history, Warren Buffett, says he invests 80% of his 

time in reading and thinking about his positions. 

• In the White House, former president Barack Obama read for an hour a day. 

• “In my whole life, I have known no wise people (over a broad subject matter area) 

who didn’t read all the time. None. Zero.” — Charlie Munger, self-made billionaire and 

Warren Buffett’s longtime business partner. 

• As Benjamin Franklin said, “An investment in knowledge pays the best interest.” 

• “The illiterate of the 21st century will not be those who cannot read and write, but 

those who cannot learn, unlearn, and relearn.” — Alvin Toffler, author of Future Shock. 

• “The only thing we could say for sure back then was that much of what the two of us 

had learned in the 20th century was wrong, and that it was time to start over.” — from How 

Google Works, by Eric Schmidt and Jonathan Rosenberg. 

• The Employee Scholar Program at United Technologies Corporation is one of the most 

comprehensive company-sponsored employee education programs in the world. UTC pays 

for tuition, academic fees, and books at approved educational institutions. Since 1996, 

more than 38,500 degrees have been earned by UTC employees in more than 60 countries. 

Lifelong learning: it’s the key to continued success and to staying ahead, both at work 

and in life! 

 

ACTION ITEMS! 

To maintain innovation leadership, you need to: 
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• Develop a keen inward focus. You need to know yourself and learn to follow the 

cues that your mind and body are giving you. It’s more than just not giving in to random 

distractions; it’s all about mastering the art of sequential multitasking—the ability to move 

from one task to the next, giving each your full attention, while giving your brain regularly 

scheduled breaks. 

• Focus on your employees and stakeholders. Without these people, you have no 

organization. They are the ones who serve and satisfy the customers who give you their 

money. They make the products and deal with suppliers. But don’t make the mistake of 

lumping your employees into misleading demographic categories like Millennial or Baby 

Boomer. Like your customers, your employees are individuals, and you need to relate to 

them without falling back on unhelpful stereotypes. 

• Know your market and business environment. Your marketplace is the source of 

both opportunities and threats. It feeds your organization, but it could just as well starve it. 

Watch for disruptive technologies or big cultural shifts, as they could wipe you out. Tap 

into new market trends that could lead to increased profits. And—unless you fancy yourself 

a consumer clairvoyant, like Steve Jobs—get to know your customers, treat their feedback 

with respect, and amaze them by giving them just what they want. 

• Keep learning! The day you stop learning new things and broadening your horizons 

is the day you begin to die. Stay alive and stay ahead by challenging yourself and exercising 

your mind. 
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THANK YOU! 

Thank you for reading this book. Leading teams to achieve great things is perhaps one 

of the greatest honors that can be bestowed upon an individual. I hope in some way these 

ideas will help you serve both your organization and the incredible teams that you lead. 

 

 

 


