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GENERAL DESCRIPTION OF BOOK

Killing “Sacred Cows” is a necessary step in making an organization ready for change.  The book discusses what sacred cows are, how to recognize them in various organizational settings, and how to deal with them.  

Both authors are PhDs in the areas of human performance and the psychology of change.

BY THE NUMBERS

Chapter 1: Cows and Gatekeepers

Definition: Sacred Cow: An outmoded belief, assumption, practice, policy, system, or strategy, generally invisible, that inhibits change and prevents responsiveness to new opportunities.

The authors assert that many sacred cows exist in every organization -- obsolete ideas that no longer work in the current climate, that trample creativity and innovation, while costing money and time.  They acknowledge that long-held practices (the sacred cows) are useful in a stable environment, but argue that today’s environment is anything but stable, and will not be stable anytime in the foreseeable future.  Therefore, their basic premise is that sacred cows need identified, cut out of the herd, and put out to pasture.

Change fails because – while strategies are good in theory and on paper – during the implementation phase, people impacts are often neglected or missed entirely.  The authors quote McKinsey as saying that a majority of companies report less than a 5% change from reengineering efforts.  They say that, when it comes to change, terminology changes, but the effects don’t.  Why?  Because “[p]eople are the gatekeepers of change” (emphasis original).  Stating that cultural change has no constituency, the authors assert the people part of change is critical, and that it is most often overlooked and undervalued.

So how do we make people change-ready?


Create an attitude that is:



- Open and receptive to new ideas



- Excited rather than anxious about change



- Challenged, not threatened, by transitions



- Committed to change as an ongoing process


Take actions to:



- Anticipate and initiate change



- Challenge the status quo



- Create instead of react to change



- Lead rather than follow 

The authors cite 5 steps to helping yourself – and others – become change-ready:


- Round up your sacred cows


- Develop a change-ready environment


- Turn resistance into readiness


- Motivate people to change


- Develop the 7 personal change-ready habits

Chapter 2: The Paper Cow

Discusses the 1980’s concept of the paperless office – didn’t happen, did it?  In fact, the amount of paper went up more than 50% between 1983 and 1996.  Most people get up to 90 hours of info to read each 40-hour work week.  Most of that gets trashed without reading.  What criteria should one use to sort the mail?  Several suggestions are made.

Red Time/Green Time.  Red time includes mandatory “housekeeping” functions: required reading, required reporting, etc.  Green time is the stuff that adds value (makes money).  Reduce red time, increase green time.

How do you determine a paper cow?  Ask if anyone remembers why [this report, …] is done.  Ask if anyone reads it.  Ask if it contributes to (efficiency, profitability, …).  Does it get generated more often than really needed?  Does it contain unessential information?  If a process (e.g., purchase approval), does it have too long a chop/approval chain?  Does the routing list seem endless?  Does it take longer to request than to do?

If it doesn’t


- add value to the customer


- increase productivity


- improve morale

It’s a paper cow.

Chapter 3: The Meeting Cow

The authors assert that meetings have “become the practical alternative to work.”  Managers spend 40 – 60% of their time in meetings, and often report that their only “productive time” is after 5:00 pm.  A variation of the meeting cow is the “colossal conference” cow.  They describe these as “the more information the better.  People are stuck in their seats from 8 a.m. to a least 5 p.m. …  After cocktails and dinner, another speaker… And that’s just the first day.  Ten hours later it starts all over again … By the end, participants’ eyes are glazed and their minds numb from all the information, most of which goes in one ear and out the other.”

There is a candid discussion about the pitfall of striving for consensus: it takes forever (emphasis original).  However, there is no suggestion regarding a better approach (if there is one).  In my opinion, they copped out here.

The authors assert that the best approach to the meeting cow is to shorten the time allotted to meetings.  Cut scheduled times in half.  Make sure everyone is prepared and focussed on the subject.  Start on time and finish on time.  All good suggestions.

Chapter 4: The Speed Cow

The chapter begins with a reminder about the White Rabbit in Alice in Wonderland – remember him, the one running about madly, screaming “I’m late, I’m late for a very important date?”  They assert that many of us are like that.  Always in a hurry, moving too fast to think clearly, and making mistakes in our haste.  They cite one study where 90% of the respondents felt caught in this speed trap.  They note the hidden costs of stress, including lost time and health-related problems, as well as the real costs in medical bills and waste/rework.  They quote one study saying the cost is to US industry is $100 billion per year.  They also note that stress is residual; a person doesn’t become stress-free at 1700.  It carries over to the home life, where there are also associated costs, both dollars and personally.

The ironic part of all this is – we’re racing along to increase productivity and profits.  But what really happens?  Both go down, along with quality of work.  Quality of service also goes down.  Finally, creativity goes down, along with innovation.

The authors’ suggestions for combating the speed cow include:


- Reduce your effort to “a passionate 90%” (v. a panicked 110%)



> Cut the number of [____] by 10% from your current




> E.g., reduce the number of items on your To Do list by 10%


- Schedule time just for thinking (emphasis original)



> Learning requires time to think; make this time available



> “Complex thinking requires the luxury of time”

Chapter 5: The Expert Cow

The general advice is to beware of experts.  The premise is that experts got to be such because of experience in the past.  Such experience may not be as valuable in today’s world.  In the worst case, such experience may blind the “expert” to new/innovative possibilities.  The authors note the value of the “beginner’s mind.”  By this they mean someone who has no preconceived biases, who looks at the [problem/issue] from the viewpoint of it being completely new.  Other authors have used this metaphor as well.  They note that a beginner’s mind is not necessarily limited to outsiders/beginners; every one of us can train ourselves to develop this skill/viewpoint.  A key tactic is to ask “the stupid questions”(ones that beginners would ask).  Then, listen to the answers you get.

Chapter 6: The Cash Cow

The concept behind this chapter is that most (all?) companies milk their cash cows for so long that other companies come out with new products that don’t just gobble up market share, they displace the original companies’ cash cows altogether.  In other words, new products put the old cash-cow companies out of business.

Some of the dangers identified include:


- Cash cows breed complacency – of products and in people


- Cash cows fit niches – for a while



> but niches become ruts, which turn into graves

The authors suggest that a broader self-view is available to niche marketers, and that this broader perspective leads to larger markets, more profits, …

Chapter 7: The Competitive Cow

Within the limits of the law, morality, and ethics, don’t play by the conventional rules.  Tilt the playing field in your favor to get a competitive edge.  Examples of changing the rules of the game are cited (e.g., skin-tight downhill ski racing suits v. loose jackets).  Sam Walton’s rule #10 is cited: Break the Rules.

Chapter 8: The Customer Cow

“In a competitive marketplace, customers are not only kings, they’re dictators.  They don’t want to choose from what you have to offer.  They want to tell you what they want, when they want it, how they want it, and at what price they want it.  And they expect to get it, from you or from someone else… And you’d better smile when you give it to them.”

Satisfying the customer isn’t rocket science and it certainly isn’t innovative.  It’s been a hallmark of successful business throughout the ages.  The customer comes first.  “Satisfying” the customer is just business as usual.  The goal is to “delight” or “surprise” customers by giving them more than they expect.

Market research often is counter-productive.  Results have little applicability in a rapidly-changing environment.  Focus groups can be biased by an especially strong or persuasive person.  The authors advise executives to trust their hunches as much as their market research.  

Another key concept is being close to the customer: having representatives at their locations, walking their walk.  One case is cited, however, where the reps were so technically oriented that they couldn’t communicate effectively with the customers.  In this case, the reps were given training in “how to make presentations, develop listening skills, and communicate …”

End of chapter bullets:


- Don’t follow customers; lead them


- Don’t satisfy customers; surprise them


- Don’t be market-driven; be a market driver

Chapter 9: The Low Price Cow

Customers want more than just “inexpensive.”  They want “value”: the right features, good service, convenience, and quality.  Value is defined as “the whole experience.”  The authors quote a realtor: “it’s not about price, it’s about relationships.”  Why?  There’s always someone who will sell cheaper.  Sell value.

Chapter 10: The Quick-Reactor Cow

Reacting – even quickly – doesn’t work.  It’s a sacred cow belief that quick response to change is possible.  Experience shows that rapid responders are trapped in a catch-up game.  The only effective response in a rapidly-changing environment is to anticipate the coming change and take actions to be in position when the change arrives.  Be proactive, not reactive.

The authors specifically discuss why listening to the customer, while necessary, is not sufficient.  They cite many products that customers never envisioned; the producers had to imagine them and create them in anticipation that they would be well-received.  They cite the value of “educated guesses” and “pre-viewing” (imagining the future by examining demographic, sociographic, and psychographic customer trends; emerging social and cultural directions; and advances in technology).

A technique called “Let Your Fingers Do the Walking” is given as one method to get people thinking creatively about the future (p. 88).  In cases where the future may be so different from today’s reality that people tend to reject it outright, advice is given to work towards that future incrementally to overcome the resistance factor.

“Move before the wave; change before you have to.”

Chapter 11: The No-Mistakes Cow

This chapter is exactly what one would expect: it cites the negatives associated with a “no-mistakes” working environment.  Risk aversion, loss of creativity and innovation, lower morale, reduced productivity, cover-ups, high turnover, stress, …

They discuss positive thinking (mentally previewing positive outcomes); creating an environment where failure – for the right reasons – is considered a part of the learning process; increasing failure rates to generate more attempts; stopping long enough to analyze failures and learn from them; and the value of persistence.

Chapter 12: The Downsizing Cow

By now, we’re all aware of the seemingly never-ending rounds of downsizing.  The authors discuss why downsizing – once the product only of bad economic times – is part of today’s business strategy.  They also discuss why downsizing often is exactly the wrong thing to do:


- Leaner doesn’t necessarily mean greener (but maybe does mean meaner)



> Survivors severely negatively impacted




- Guilt feelings (like airplane crash survivors)




- High stress; increased workload; burn out; turnover




- Reduced morale; lowered productivity; creativity goes to zero

Cut the cows (fat) before you cut the muscle (people).

Downsizing cuts morale, motivation, innovation.

Chapter 13: The Techno Cow

Given our fascination with and reliance on technological advances, some think that technology is the silver bullet that can solve any problem.  The authors say that’s not so.  Some problems are not amenable to technology solutions.  Others suffer from flawed implementation.  And technological advances on the administrative side have not produced corresponding increases in productivity.  They cite one MIT/Sloan study that shows productivity in the USA actually went down (nearly 50%) in the 40 years between the 1950s and 1980s.  But it’s different in the 90s and the new millenium, right?  Maybe, but the jury’s not in yet.

We can now operate remotely, with a virtual office.  That’s a plus.  But the downside is disconnection from other people, loss of the nuances of interpersonal communication, and reduction in “team” feelings.  A lot of communication and learning occurs through simply talking with colleagues; this is lost and ways to compensate are required.  The value of “in the halls” networking and communication during conferences and meetings is critical.  Videoconferencing is examined as an alternative to personal contact – and found lacking.  It stifles creativity and the type of give and take that occur in face to face meetings.  Better than nothing, but not good enough for brainstorming, developing innovative strategies, products, or services.

Videoconferencing also is examined as a substitute for travel, reducing time and costs.  The authors state that studies show the opposite occurs.  The technology lets people meet each other remotely; such meetings then are followed up with face to face meetings to build the relationship.  Travel costs actually go up, not down, because the technology lets more people meet more people.

Bumper sticker: high-tech needs high touch.

Chapter 14: The Team Cow

Today, the team approach is omnipresent.  Has it become a sacred cow?  The authors say “yes and no.”  Teams are high performance, but also high maintenance.  Sometimes, they’re overused.   Sometimes they’re not even the best approach.  The authors identify 5 types of teams (p. 121) and their applications:


- Problem solving: address a specific problem, then disband


- Work: perform the actual work


- Virtual: physically disconnected, work by telecomms


- Quality Circles: meet intermittently to air problems and upgrade procedures


- Management: coordinate management functions

Even if teaming is a good approach, sometimes players are not team-oriented.  Teams also have other, structural, difficulties.  Individual initiative can be stifled.  One group or a clique can dominate decisions, demotivating members.  Other often-seen problems with teams include: poor support ($$, people, time, …); lack of focus or objective; and small teams operating in a vacuum, without connection to or knowledge of other teams’ impact on them and their impact on other teams; personality problems; and language/cultures.

The authors cite some rules for creating team synergy and getting more out of a team (p. 125):


- Treat everyone with respect


- Value everyone’s contribution


- Build understanding


- Target the ideas, not the person


- Managers should model behavior (see more in Ch. 17)


- Confront non-contributors and obstructionists, but without blame or hostility

Teams have a life cycle.  These authors use different terms from others, but the concepts are the same.  The five phases of teams are [their term (what others have termed them)]:


- Orientation (Forming): coming together; finding out about each other; jumping in


- Conflict (Storming): power struggles, testing leaders, frustration, independent operators


- Harmony (Norming): group begins to come together, realizes common goals, …


- Maturity (Performing): work truly focussed on achieving the objective; cohesive


- Dotage (Mourning): job is done; time to disband

This last phase is where the authors state that some teams may become sacred cows.  Teams build strong bonds; there is a natural tendency to want to keep the team together, even after its mission is accomplished and there is no need for its continued existence.  At that point, it has become a sacred cow, and should be “pasture-ized.”

Bumper stickers:


- Throwing a group of people into a room doesn’t make them a team


- Don’t’ use teams for jobs that individuals can do better (faster, cheaper, …)


- Build bridges between teams

Chapter 15: The Work-Till-You-Drop Cow

18 hour days are a great success strategy, “if your idea of success in not to have a personal life and to burn out in five years” [emphasis original].  Americans are working more and enjoying it less.  We have nearly adopted the Japanese model of 12 hour days at the office, followed by additional hours of work a home.  The authors discuss this phenomenon, the reasons behind it, and the impact it is having on our personal lives, energy, creativity, and psychology – all negative.  They discuss the value – indeed, the necessity – of getting away, not just for a long weekend, but for long enough to renew oneself.  They say “[w]hen you’re working marathon days, you need significant downtime.  All the research shows that the key to handling stress is the recovery period that follows it.  Without extended relaxation, the body breaks down.  Do something that is as far from work as possible.  Go to a place that hasn’t got any phones or faxes.  Stay out of touch … get your mind off the office by doing something completely different …”

Bumper sticker: Overwork doesn’t work.

Chapter 16: Cow Hunting

Cow Hunting definition: being continuously on the lookout for outmoded beliefs and practices. 

The authors state that it is important to have an organization in which everyone is a cow hunter.  They then identify different ways to motivate the cow hunters, citing examples from their work in the business world.  Some key concepts include:


- Make cow hunting fun


- Hunt individually and in “posses” (groups/teams), with diverse membership


- Use your customers as cow hunters and posse members


- Complaints often are the clue needed to identify sacred cows; listen to them



> (e.g., it takes so long to do this report and no one even reads it)



> p. 146 gives a technique to encourage people to “complain”


- Keeping a daily log of everything you do [emphasis original].  Then ask yourself:



> Why am I doing this?



> Does it add value to the product or to the customer?



> Does it improve quality, service, productivity, or communication?



> Does it increase motivation or morale?

> Does it encourage innovation or speed up decision-making?

If the answer isn’t yes to at least 4 of the above, it might moo.

> What if it didn’t exist at all?

> Is it already being done by someone else? 


- Can someone else do it better, faster, easier, cheaper, …?

> How and when did this practice originate and who started it?

Sometimes a sacred cow isn’t all fat.  E.g., that report really is required, but maybe not monthly.  Cut it back to once a quarter.  In some cases, the sacred cow is someone else’s pet bovine; sometimes that person is the boss.  Then what do you do?  The authors suggest treating the boss as a customer, and developing a sales pitch that addresses the customer’s concerns.  See also Chapters 8 and 17.

Bumper sticker: creating a [cow-hunting] mentality is the first step to achieving a Change-Ready organization.

Chapter 17: Building the Change-Ready Environment

You’ve got to prepare the soil when you’re planting seeds [of change].  Unfortunately many organizations don’t do the spade work, or they attempt to do it after the change is announced.  “Getting the buy-in to change after you’ve introduced it is working bass ackward” [emphasis original].  

Today’s managers understand that whatever products and services their companies may produce, they’re essentially in the people business.  The authors cite examples of this business practice as well as examples of those who don’t adhere to it.  They then go on to discuss the human values behind good working relationships: trust and caring.  They assert that both are required if the environment is to be change-ready.

Trust.  Along with believability, trust is the foundation of leadership.  It is a two-way street.  It can’t be bought; it has to be built brick by brick over time.  And not with words or platitudes, but with concrete, visible actions.  Trust includes honesty, integrity, and openness.  Trust is delicate; one misstep can set it back irrevocably.  The authors identify trust busters and trust builders:


TRUST BUSTER



TRUST BUILDER

- Talking without walking


- Walk the talk; model the message


- Not telling the truth



- Openness and honesty; communication


- Copping credit, esp. the boss

- Sharing credit with the team; “We”


- Gossip




- Keeping private matters private

Caring.  A soft concept that many in the business word have trouble accepting.  But note that employees don’t cooperate if they don’t feel cared about.  If the organization is a caring one, employees will be more willing to embrace change.  Also note that employees who feel cared about have high productivity rates, are happier, use less sick leave, are more highly motivated to make suggestions, etc.  Caring makes good business sense.  Caring does not mean coddling, catering to every whim, appeasing people, treating them with kid gloves, never criticizing their work, or not expecting them to perform to high levels.  What it does mean is that if you’re going to ask them to adapt to organizations needs, the organization should make every attempt to adjust to their needs.

Caring relationships are characterized by respect, empathy, and acknowledgement.

Respect.  Treating people as human beings with needs, aspirations, and fears.  It is not all-smiles management.  If work is done incorrectly, you have to step in.  But criticize behavior, coach the person.  Be demanding of performance and supportive of the person.

Empathy.  Not sympathy.  Walking a mile in someone else’s shoes.  Understanding their situation and needs.  Empathy is the “ability to think and feel into another person’s experience.”  Empathy leads one to attempt to understand another’s point of view first.  The authors give a short course in empathy on pages 181 and 182.

Acknowledgement.  “If you want people to work hard for you, you’ve got to care about them, and there is no surer way to undermine that caring than failing to acknowledge their efforts.”  The authors assert that this isn’t the once-a-year performance review feedback on their efforts, but daily awareness of what they’re working on, providing positive reinforcement and feedback, giving them credit to superiors, etc.

Thought: People don’t care how much you know until they know how much you care.

Bumper sticker: Offer respect, understanding, and acknowledgement and you’ll foster incredible loyalty, enough to propel you through incremental or transformational organizational change.

Chapter 18: Turning Resistance into Readiness

No one likes change.  Change creates fear.  Change means more effort and requires overcoming inertia.  Rewards and threats may compel short-term compliance, but are half-measures, not likely to lead to fundamental acceptance of change.  Understanding resistance is the first step in transforming it into a catalyst for change.

Resistance is individualized, personal.  System wide solutions to resistance are rarely successful.  Different people resist change for different reasons.  A natural reaction is to think of all the reasons why something won’t work.  The authors call this firehosing, as opposed to honest differences of opinion.  The difference -- firehosing shuts off communication, while honest differences open a dialogue that focuses on issues/problems.  They identify a number of typical firehosing statements to watch out for (p. 192).  

Types of resistance/resistors and techniques for dealing with each:


- Heel-draggers.  Oppose quietly, through non-cooperation.  Nod yes, do “no.”



> Use gripe session to get resistance into the open


- Saboteurs.  Silent, but aggressive; create obstacles; can wreak havoc with plans



> Flush them out by giving them permission to criticize and vent


- Fence Riders.  Cautious, take a long time making up their minds



> Blitz them with convincing, persuasive information


- Ostriches.  Ignore the change; actively choose to be uninformed



> Inform them very specifically, one to one


- Dissenters.  Honest differences (see above)



> Incorporate their best ideas; let them know you value their inputs


- Antagonists.  Vocal, loud, and annoying.  Unwilling to compromise or negotiate



> Ignore them.  Withdraw energy from them.  Don’t allow them a soapbox.



> If the above fail, cut them loose

The four resistance drivers are:


- Fear.  First and foremost


- Feeling Powerless


- Inertia


- Self-interest

Fear.  The most common cause of resistance and the most powerful [emphasis original].  Affects everyone.  Is natural and normal.  Usually prevents us from peak performance (even when we say that we “perform well under pressure”).  Is self-fulfilling and self-reinforcing.  Occurs in a cycle.  Breaking the cycle is possible.

The Fear Cycle:


- Imagined consequences: usually worst-case scenario


- Distorted perception: usually related to the imagined worst case scenario


- Body signals: usually unaware.  Include tenseness, tight muscles, butterflies, …


- Panic or Procrastination: two primary responses to fear


- Fears are realized: by self-fulfillment and self-reinforcement

How to stop the cycle?  Two ways are discussed, including techniques to accomplish both:


- Use reality checks: what is the worst that could happen & quantify its likelihood


- Building confidence: cut the change into bite-size chunks, & take “doable actions”

Other confidence builders include remembering past successes, framing things positively, learning from past mistakes and moving forward (by reviewing, rethinking, and rehearsing). 

Thought: if all the things we thought were life and death really were, there’d be a lot more dead bodies lying around.

Feeling Powerless.  People don’t resist change as much as they resist being changed [emphasis not original].  This section discusses the concept of inclusion (TQL language might call it the “stakeholder” relationship).  Also discussed are the differences between a change imposed (e.g., from the top) and one that employees are part of.  No new news here.  What is new is that the authors give advice on how to deal with the feeling of powerlessness.  Their advice: realize that confusion and shock are typical first responses to change, and that everyone needs time to adjust.  Employees should be provided a way to express their natural disappointment and sense of loss, to help them move into an acceptance phase.

Inertia.  Most human beings prefer to live in the comfort of what we know.  Especially in today’s world – whether personal or business – so many changes are occuring so rapidly that we are burned out on change.  When everything’s in flux, people are even more reluctant to surrender the stable and unknown – inertia is multiplied.  The workforce also has become jaded about change, with the expected result of increased resistance to it.  How to address this inertia?  The authors advise:


- Use concrete & dramatic demos to correct distortions & shrink the task down to size


- Leaders should point out not only the changes, but what will stay the same


- Get people involved in quick, doable tasks; build successes, thus confidence


- Use humor (RLB note: where appropriate.  Be careful, especially in military env.)


- If – & only if – all the above fail, create a crisis to get people out of their comfort zones

What’s In It For Me?  The self-interest driver.  “The truth is that when change is introduced, people will automatically respond to it from their own narrow self-interests.  If those interests aren’t addressed, resistance will follow.”  This isn’t news, either.  Everyone will perform their own cost/benefit analysis from their own perspective, and base their actions on that analysis.  The authors relate this to Maslow’s hierarchy of needs, with a bottom line assessment that states “if a person’s job is threatened or pay is cut, team spirit and loyalty go out the window.  It’s every man or woman for him or herself.”

How should this situation be addressed?  The authors state that leaders should understand what drives each employee – as an individual -- then explain to them the benefits as it pertains to their own perceived needs.  The employee then should visualize the benefits and opportunities that accrue from the change.

Finally, the authors advise all to consider the cost of not changing.

Chapter 19: Motivating People to Change

Overcoming resistance is about neutralizing negativity.  Motivation is about lighting a fire in people.  It’s about presenting a powerful rationale for immediate action and giving clear responsibility to people for its execution.  There are four keys to lighting this fire:


- Urgency


- Inspiration


- Ownership


- Rewards and Recognition

Urgency.  People must have a reason to do things differently.  You have to show people that there’s a timely and important reason for any change.  Sometimes “the numbers” create urgency (“if sales keep up at this level, we’re out of business in 60 days”).  When the numbers aren’t as compelling, the leader must interpret the available information with an eye towards the consequences of business as usual.  They also state that “crying wolf” won’t work often, since people will become “cynical about the leader whose redial button is stuck on 911.”

Formal leaders (those in authority positions) “may not be trusted or respected.  Natural leaders are.”  The authors state that natural leaders can/should be used to facilitate change.

Inspiration.  Urgency lights the fire, but it will die out quickly if not stoked.  Urgency without inspiration creates anxiety and panic.  Inspiration elevates the spirit and provides direction.  It gives people the courage to take risks, challenge old rules, chase dreams, and never give up.  It fuels curiosity, persistence, and resourcefulness.  Enthusiasm goes hand in hand with inspiration.  It differentiates “good” performance from “outstanding” performance.  The authors provide advice for creating enthusiasm, including:


- Put the project in larger context, one with higher meaning and purpose


- Lift people’s expectations


- Define what they may be and what they can do [emphasis original]


- Above all, speak to people’s potential, not their past performance


- Challenge them



> With something that makes sense, and is in their best interest or personal desires


- Leaders should walk the talk (as stated earlier)



> They’re role models, whether desired or not.  People watch their actions.


- Leaders should exhibit substance (not just style)

In the area of leadership (personal) style, the authors say: “People want their leaders to be exceptional.  So pick the area in which you already excel and become as good as you can be … Being the best you can inspires others to do the same.”

Ownership.  Those who have had USN TQL/TQM training will find this concept essentially the same as “stakeholder.”  The authors state: “Barring profit sharing, the best way to create ownership is by giving employees as much control over their destinies as possible.”  

“Empowerment” is discussed, with the authors saying that many managers talk this talk, but don’t walk the walk.  Examples are given, with predictable results: cynicism, low morale, low productivity, etc.  The examples include second-guessing subordinates, looking over employees shoulders, checking and rechecking their work, giving “advice” all along the way, demanding frequent updates, etc.  They say “Nothing is more de-motivating than being told you have authority to make choices and decisions and then having that power undermined by an anxious or distrusting boss.”

Good hand-offs include clear and realistic expectations, responsibility, and accountability.  Understanding how the three go together is fairly obvious.  Key points made include:


- Use the repeat-back technique to ensure the task is clearly defined up front


- Recognize that responsibility usually brings out the best in people; they rise to it


- Accountability gives responsibility meaning; it is required, not optional.

Rewards and Recognition.  Rewards aren’t as simple as they seem.  “While very effective for producing temporary compliance, they are strikingly ineffective at producing lasting change in attitudes and behavior (Alfie Kohn).”  Having quoted that, the authors identify two types of rewards, extrinsic and intrinsic.  Extrinsic rewards are incentives like money, gifts, titles, etc.  (the topic of the quote above).  Intrinsic rewards are the “intangibles”: recognition, fairness, flexibility, creativity, meaningfulness, and freedom.  The authors assert that “these internal factors have more impact on change readiness than traditional extrinsic rewards do” [emphasis not original].

Rewards should be Personal, Immediate, and Public (PIP).  Personal means tailored to the things that drive the individual.  Immediate is obvious.  Public also is obvious.  The authors acknowledge that some think that public rewards create envy and back-biting, and there is some truth to this viewpoint.  However, they say the advantages far outweigh the disadvantages of such a system.  More important, they say, is to match the rewards to the behavior desired.  If espousing team play, make sure there are team awards.  They also recommend rewarding “good tries” to promote risk-taking. 

The sacred cow of rewards is to treat everyone the same, when they’re different.  It’s important to treat everyone with fairness, not treat them the same.  The essence of good coaching is to maximize the talents of each individual, not make them all “the same.”  The authors quote an unnamed (for obvious reasons) NFL coach regarding motivating different players: “Some guys … you gotta kick their butt; some guys you gotta kiss their butt; some you gotta wipe their butt.  They key is knowing which is which.” They go on to say “Blunt or brilliant, raw or rare, the coach knew something fundamental: Different players require different handling.”

Chapter 20: Developing Change-Ready Traits

What traits do Change-Ready people have and are they teachable?  The authors assert that the traits are both knowable and teachable.  A short instrument for determining one’s own change-readiness is provided on pages 277-278.  The pages that follow discuss optimum scores and the negatives associated with scores below and above optimum.  An extremely simplistic summary is provided here; it is recommended that the reader consult the chapter for a full understanding.

Resourcefulness.  Resourceful people are effective at making the most of any situation and using whatever resources are available to develop plans and contingencies.  They have a real talent for finding new ways to solve problems.  

Optimism.  Optimism is highly-correlated with change readiness.  It is an abiding faith in the future and a belief that things usually work out for the best.  Very high scorers may lack critical thinking skills; very low scorers may be resistant to change.

Adventurousness.  The inclination to take risks and a desire to pursue the unknown.  These people love a challenge and shun the comfort zone.  Routine bores them.  They hate repetition, and are always looking for new ways to do things.  They’re great innovators, pathfinders, and scouts.  Very high scores may indicate a tendency towards recklessness.

Drive.  “One factor that constantly emerges in psychological tests of greatness is drive … That’s the single greatest predictor of all.  How passionately is the person going after a particular goal? …”  Very high scores, however, may indicate bullheadedness, obsession, and burnout-prone.

Adaptability.  Includes flexibility and resilience.  These people bounce back quickly and move on.  Nimble and fast on their feet.  High scores indicate a lack of commitment or stick-to-it-ness.

Confidence.  The authors note two different types of confidence.  First is situational confidence (I know I can do this [particular thing]).  The second is self-confidence (I can handle whatever comes down the pike).  Optimum scorers believe that they can make any situation work for them.  They’re also unafraid of failing, regarding it as a learning experience.  If scores are too high, the person may be a cocky know-it-all, who doesn’t receive feedback well.

Tolerance for Ambiguity.  Usually in short supply, especially among bottom-liners.  Without a healthy dose of this trait, the authors state that change is not only tough, it’s scary.  On the other hand, too much tolerance indicates possible difficulty finishing tasks and making decisions.

The authors then go through some exercises on coaching for improvements in each of the traits.  They note the need for “balance” in change-ready people and organizations.  Finally, they note that there are times when balance can/should purposely be disturbed to accomplish specific goals.  

Chapter 21: The Change-Ready Zone

The authors state that one reason changes fail is that too many changes are implemented at once, a common malady in many companies/organizations.  They use a simple unquantified graphic (Challenges v. Resources) to show what they call the three zones: the Panic Zone, the Drone Zone, and the Change-Ready zone.  In the panic zone, the challenge far exceeds the resources (time, money, people).  In the drone zone, resources abound and the challenge is small.  In the middle (where challenges and resources vary no more than two points from each other), you’re Change-Ready.  See the graphic on pg. 301.

This chapter also notes that high-performers tend to get used up by their organizations, and suggest that leaders monitor their efforts, giving them breaks as necessary (e.g., don’t assign them one hot task after another; they’ll burn out).  The leader has to throttle the work to allow people time to recharge their batteries.

Chapter 22: Change-Ready Review

Pages 307 – 310.  Just what it says it is.  Pretty much the bumper stickers from each chapter, put in one place.

