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The Milkshake Moment







Chapter 1

It Was a Dark and
Stormy Night

The story you’re about to read is true. Of course every-
thing you will read in this book is true, but this story is
particularly true because it happened to me. A few years
ago I traveled to Baltimore, Maryland, for a speaking

engagement.

Anyone who travels for business knows that it is
hardly glamorous. After 9/11, however, it became even
more frustrating, and it keeps getting worse. I don’t think
I'd be overstating it to say that business travel today is hor-
rific: irretrievably lost luggage, annoying security searches,
perpetually oversold flights, infuriating rental car policies,
frazzled counter staff . . . T think you get the picture.

Despite all the traumas of travel, I decided a few
years ago to always keep a smile on my face. The way I
look at it: if the business travel industry gets the best of
me, they win and I lose. I just can’t allow that to happen.



I keep a smile on my face by keeping my eye on a
prize. My prize at the end of every business travel day is
a vanilla milkshake . . . a thick, gooey, luscious, indulgent
vanilla milkshake. 'm talking a hand-dipped, old-fashioned,
malt-shoppy kind of milkshake. I don’t just like 'em; I love
'em. Both my career and my mental well-being literally
depend on them. The image of that milkshake is the pro-
verbial dangling carrot that gets me through even the worst

travel day.

It had been a particularly difficult day of planes,
trains, and automobiles. I was to arrive at the Baltimore/
Washington International (BWI) Airport at 7:00 p.m. for
dinner with my clients at 8:00 p.m. Unfortunately, T arrived
at midnight. In other words, there was nothing out of the

ordinary so far.

I grabbed my bags and stood in a long taxicab line
to take the 20-minute ride to Baltimore’s beautiful Inner
Harbor. T was cold, wet, tired, and hungry, but smiling,
because I was going to get that vanilla milkshake. Pulling
up to the hotel at this late hour, the thought occurred to
me, “At least there won’t be a long line to check in.” But
once inside I realized I wasn’t the only one having a dif-
ficult travel day. Apparently the entire Eastern seaboard
was similarly inconvenienced, and it appeared most of
those travelers were also staying at my hotel. T faced a
30-minute wait just to check in. Keep your eye on the

prize, Steve . . . keep your eye on the prize.
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The thought of that milkshake was still working its
magic. T could almost taste it. Everyone else in the lobby

must have been wondering why I was smiling.

Eventually it was my turn and T was given one of
those plastic magnetic keys for room #809. I put one bag
on each shoulder, trudged over to the elevator banks,
pushed the button for the eighth floor, and found my
room. After deciphering the electronic door handle sche-
matic, T repeatedly swiped my plastic key—but to no
avail. It didn’t work. The room remained locked. So close,

yet so far.

As any business traveler knows, getting a plastic key
that actually works is always an iffy proposition at best.
In my own personal experience, the incidence of hotel
key failure is directly proportional to the cumulative road
hassles of that given day. Rehoisting my bags, 1 shuffled
back down to the lobby.

Keep your eye on the prize, Steve . . . keep your eye on

the prize. See your milkshake. Be your milkshake.

I returned to the front desk and got in line with the
other people holding faulty room keys. I was still the only

one smiling.

I returned to room #809 with my second key and

this time it worked. Yes/I didn’t even put the bags down.
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I hurried straight to the phone and immediately hit the
button for room service. As soon as I heard the ring on
the other end, my mouth began to water. The moment

had arrived. It was time to claim my prize.

“Good evening, Mr. Little, this is Stuart in room ser-
vice. How may I help you?” Stuart’s voice brimmed with
enthusiasm. He was so chipper, filled with the idealism of
youth. Quite the eager beaver for one o’clock in the morn-
ing. Yet he sounded quite polite and well trained. At this
point in the transaction, I was relatively encouraged . . .

at this point, anyway.

“Stuart, I'd like a vanilla milkshake, please,” I said. A
seemingly simple request, right? Well, not quite.

“'m sorry, Mr. Little, but we don’t have milkshakes,”

Stuart replied regretfully.

I was crushed. In that instant, my smile flickered.

Quickly T regrouped.

“All right, Stuart, let me ask you this: Do you have

any vanilla ice cream?”

“Yes, of course!” he responded with renewed
enthusiasm.

“Okay, Stuart, I'd like a full bowl of vanilla ice cream.”
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“Yes sir, right away, sir! Is there anything else T can

do to serve you?” Stuart asked.

“Yeah . . . do you have any milk?”

“Yes, we have milk!” he replied confidently.

“All right, Stuart, here’s what T would like you to
do. Please send up a tray with a full bowl of vanilla ice
cream, half a glass of milk, and a long spoon. Could you

do that for me, please?”
“Certainly, right away, sir,” Stuart responded triumphantly.

I hung up the phone and a few minutes later there
was a knock. Sure enough, at my door there was a tray
with a full bowl of vanilla ice cream, half a glass of
milk, and a long spoon—everything needed to make a
vanilla milkshake. But of course they didn’t have vanilla
milkshakes.

Now let me ask you an important question. Is Stuart

stupid?






Chapter 2
Half Empty or Half Full?

Seriously, is Stuart stupid? It’s a legitimate question. Certainly

an argument could be made for Stuart’s stupidity.

However, for all T knew, Stuart could just as easily
have been a certified genius. After all, he did manage to
pull together precisely what I ordered, down to the half

glass of milk (a somewhat unusual request).

Frankly, Stuart’s IQ is beside the point. For the pur-
poses of this book, let’s assume Stuart is not stupid. It’s

the system that’s stupid.

Stuart’s behavior is not unique. Like the vast major-
ity of employees everywhere, Stuart wanted to do a good
job. To this day, he probably still thinks he did.

In Chapter 1 I promised to tell you the full truth, and
here it is: out of the 100 or so hotel rooms I stay in every
year, I run this experiment approximately half the time.
It's not every night, as some hotels don’t offer room serv-

ice, while others specifically offer milkshakes. I conduct
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this experiment only when a milkshake is not on the
room service menu. More often than not, they do have all
the ingredients to make me happy. Yet I usually end up
with the same full bowl of ice cream, half a glass of milk,

and a long spoon (some assembly required).

Why does this keep happening? Why can’t individuals
like Stuart deliver Milkshake Moments? I've had plenty of
time to ponder that question now that I've received over
200 do-it-yourself vanilla milkshakes from America’s lead-
ing business hotels. Let’s take a look at some of the under-

lying causes that lead to these systemic breakdowns.

Stuart is standing at a point-of-sale screen popping in
orders with his company-issued plastic access key. For all
intents and purposes, his key is as dysfunctional as my
original room key. If his screen doesn’t say “milkshake,”
then a milkshake simply does not exist, and the most
magical key in the world can’t make one appear. The sup-
posedly foolproof system is designed to ensure that Stuart
can’t make the organization appear foolish. Yet even a
casual observer can see that the system has pushed the
organization well beyond foolish. It is now sitting squarely
in the land of lost opportunity. How’s that for irony?

Think about this. I represent the mother lode for the

business travel industry. Remember, 1 stay in over 100

hotel rooms a year and I'm not exactly price sensitive.
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Stuart could have charged me $25 for that milkshake and
I would have been happy to pay it.

I actually feel sorry for the major business hotel chains.
In an effort to standardize their systems, they've taken indi-
vidual judgment out of the equation. They spend billions
of dollars in marketing to get people like me through their
doors and billions more in staff training to make my kind
happy. Yet they continually blow it, due in some part to
a stupid point-of-sale system. But that’s just the tip of the

proverbial iceberg. It goes much deeper than that.

Let me ask you this: Do you think there was a blender
in the kitchen? No, it was in the bar. And as anyone who
has ever worked in the hospitality industry knows, the
bar staff and the kitchen staff don’t always play nicely
together. For them, sharing is often a challenge. T want
“food and beverage,” and they’re offering me “food” and
“beverage.” They're like the Hatfields and McCoys, two
warring factions that have been doing battle for so long
they have forgotten what they’re fighting about. In fact,
many times they’re not even working for the hotel: The
two functions have been outsourced to competing organi-

zations. Now, that’s a stupid system.
Legend has it that Stuart arrived on the front lines

at the height of the Great Blender Wars of 2004. He got

caught in the crossfire and is still a little skittish about
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approaching enemy lines. Maybe his commanding officer
warned him to avoid the minefield of “special orders.”
Undoubtedly, his trenchmates have convinced him that

keeping his head down is the only way to survive.

Any time there is a breakdown like this, the root
causes go well beyond the obvious limitations of a
third-party point-of-sale system or the internal politics
of blender access. Despite my feelings to the contrary
that fateful night, Stuart’s inability to deliver a Milkshake
Moment is not the end of the world. It is, however, symp-

tomatic of a much broader organizational malaise.

This milkshake story is not just another example of
bad customer service. It’s much more than that. This is a
larger tale of lost opportunity. Invariably, the root cause
can be traced back to factors that are much more funda-
mental. Peel back the bureaucratic layers of any organi-
zation and you will find a broad range of self-imposed
limitations, from antiquated hiring practices to poor work-

space design to short-term financial myopia.
Here’s another way to look at it.

Imagine, if you will, a championship football game
that has come down to its final seconds. Your team,
behind by two points, has managed to move the ball
into field goal range. With the clock stopped, out trots
your team’s rookie field goal kicker, Shanky Wydewright.
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A hush falls upon the 80,000 in attendance as millions
more watch anxiously at home. The moment of truth has
arrived. Everything hinges on this one kick. If Shanky
makes it, your team scores three points and walks away
with the championship trophy. If he misses it, your season
comes to a sudden and heartbreaking end. Come on,
Shanky! Shan-ky! Shan-ky!

Be he hero or goat, the headlines the following day
will pin the victory or defeat on the narrow shoulders of
Shanky Wydewright (“Wydewright Delivers Delight” or
“Fans Cranky Over Bungling Shanky™).

Like Stuart, our kicker Shanky is just the visible mani-
festation of a much larger organizational undertaking. Any
coach will tell you that winning or losing a game is about
much more than a single kick. An infinite number of vari-

ables leads a team to this moment.

How well did they draft offensive linemen four years
ago? Did the newly hired strength training coach make a
difference in this year’s team stamina? Did two second-
quarter penalties keep your team from having a larger
halftime lead? How many season tickets did the front
office sell? Did increased attendance lead to increased
enthusiasm? Did that increased enthusiasm subsequently
contribute to one extra victory in the regular season,
thereby guaranteeing home field advantage in the play-
offs? Did home field advantage ensure that you're playing

13



inside a dome in December, taking weather conditions

out of Shanky’s equation?

In either instance, be it Shanky or Stuart, the outcome
largely depends on position. For Shanky, if the team can
get the ball down to the 15-yard line, his success is pretty
much a given. Put Shanky at midfield and his chances of
splitting the uprights are very unlikely. In Stuart’s case,
organizational shackles keep him out of position. He is so
far removed from the organizational purpose that he can
no longer see the ultimate goal. In order for an organi-
zation to truly succeed, the Stuarts of the world need to
believe that they are in a position to deliver Milkshake

Moments.

Consider your organization. When are you saying no
when it would be much better and just as easy to say
yes? Are you really putting people in the best position to
grow? Do your current policies, procedures, and systems

enable you to truly deliver?

So what is a Milkshake Moment? It’s certainly not a
full bowl of ice cream, half a glass of milk, and a long
spoon. Instead, a Milkshake Moment is a brave individual
action, be it big or small, that furthers the cause of growth
in an organization. Milkshake Moments materialize when
individuals understand the organization’s true purpose,
honestly believe it is their job to fulfill it, and are given

the tools and the freedom to make it happen. When a
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would-be growth leader managing deep within the bow-
els of a stagnating organization has the guts to stand
up and say, “This idea is contrary to everything we say
we believe,” that’s a Milkshake Moment. When a think-
ing person is given the freedom to seize an opportunity
afforded by change, that's a Milkshake Moment. When a
small business owner consciously puts purpose before
profit, that’s a Milkshake Moment. When the executive
director of a nonprofit foundation challenges the sta-
tus quo views of her tenured board members, that’s a
Milkshake Moment.

This book is about that precise, critical point in time
when members of twenty-first-century organizations real-
ize they are allowed to do the right thing—to serve the
interests of others in order to grow the organization—
instead of following arcane, arbitrary rules, processes, and
procedures that actually hinder growth. Only when we
remove our own self-imposed barriers can we seize new
opportunities in structured settings. A Milkshake Moment
can only be realized when growth leaders clearly com-
municate an organization’s true purpose and grant indi-
viduals permission to do whatever can be done ethically

to achieve it.

15






Chapter 3

This Is Not a Customer
Service Book

I know you’re not stupid. How do I know? First of all,
you're reading a book, which puts you ahead of most
people. According to my publisher, only 20 percent of busi-
ness books purchased are actually read. The rest of them
just sit there looking impressive up on a bookshelf. T also
know you’re smart because you bought this particular

book, which is a testament to your astute judgment.

And while your intellect may be superior to that of
your nonreading peers, the vast majority of them aren’t
stupid, either. T know it may be hard to believe that
assistant manager Bill Blowhard isn’t intellectually chal-
lenged, but it’s usually only his actions that are stupid.
Sure, plenty of organizations have a dunce or two on the
payroll. However, when most people behave stupidly in
an organization, it usually has little to do with their innate
intelligence. Somehow, organizations filled with relatively

smart people do a whole lot of really stupid things.
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The biggest obstacle to Milkshake Moments lies in
the very nature of organizations and the systems they
build and embrace. While supposedly setting their
sights on innovative growth initiatives, they are con-
tinually shooting themselves in the foot. I work with
a wide variety of organizations interested in growth:
Fortune 500 companies, small closely held businesses,
nonprofit fund-raisers, and local chambers of com-
merce. Invariably, they all gravitate at some point
toward the same growth-stifling behaviors. To para-
phrase cartoon strip character Pogo, “We have met the

enemy and it is us.”

A smart system can work with a little stupidity, but a
stupid system can’t work with even a lot of smarts.

So what does it take to break the cycle of stupid-
ity and mix more milkshakes? In this book I discuss the
five primary ingredients you need to make Milkshake

Moments possible:

Foster “grow” versus status quo
Put purpose before profit
Solve the “people problem” problem

Insource crucial judgment

RAEER A

Care for customers
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I also offer specific ways you can “mix it up” at the
end of each chapter. You'll find a few “extra toppings” at
the end of each section.

Breaking cycles starts with the deliberate actions of a
dedicated growth leader. 'm assuming that’s you. I don’t
know if you are a company president, a county com-
missioner, or a newly hired management trainee. What I
do know is that growth is rarely accidental. Real growth
occurs only when true leaders actually lead, clearing
obstacles, illuminating weaknesses, championing changes,
and seizing opportunities. If you want to grow, it is
incumbent upon you to smash the obstacles to growth. If
you want to be perceived as a true leader, start behaving
like a cop on the stupidity beat.

I have met literally thousands of would-be growth
leaders, and T can honestly tell you that most are merely
managers. Their actions are small and incremental in
nature, aimed at perpetuating the status quo. Managers

and growth are rarely in the same meeting.

My first book was called The 7 Irrefutable Rules of
Small Business Growth (John Wiley & Sons, 2005). It was
written for the business owner looking to take his or her
group to the next level. But upon its release, a funny
thing began to happen. Big companies started to see that

my rules applied to them as well. So did nonprofits and
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faith-based institutions. They all helped me see that the
issues surrounding growth are much the same across all
organizations. Eventually, I came to understand that these

rules can be applied across all human endeavors.

Of course not all organizations want to grow, but the
ones that don’t want to are the exceptions. Most are try-
ing to grow something, on some level. Very few organi-
zations are winding themselves down on purpose. I have
yet to see a mission statement that seeks to maximize
stakeholder dissatisfaction, thereby retarding revenue and
moving closer to short-term irrelevance and long-term

extinction.

In my first book I defined growth by top-line and
bottom-line increases. That's how you keep score in the
game called business. Naturally, growth can mean much
more than increased sales or revenue. For a trade asso-
ciation, growth may be defined as increased member-
ship or stronger legislative impact. For a charity, it could
vary from enhanced awareness to greater donations for
research. The common point is this: Real organizational
growth isn’t a project. It isn’t the preferred outcome of
a few ad hoc task force meetings. Real growth serves a
worthy purpose beyond the mere perpetuation of the

organization itself.

This book is about that precise moment, that critical

instant in time, when twenty-first-century “organization
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person” realizes they are allowed to do the right thing,

despite all evidence to the contrary.

Only when organizations get out of their own way
can they achieve real, sustainable growth. Only when we
remove our own self-imposed barriers can individuals

seize new opportunities in an organizational setting.

In effect, this book is a call to arms. Regardless of
who you are, what you do, or where you do it, it is up
to you to be personally invested in your organization’s
growth. I regularly talk with “managers” who lament, “I
agree with everything you said today, Steve. The problem
isn't me—it’s the idiots who work above/below/beside
me that just don’t get it.” If after reading this book you
are still certain that it is the other people in your organi-

zation who are truly hopeless, then you need to quit.

That’s right. T mean you should literally quit doing
what you're doing and go find a place where you can
flourish. Life is way too short to waste your time and
effort in a stagnating environment. 'm willing to bet
you’ll come to realize instead that it’s not those around
you who are the problem. It’s actually the inherent nature
of organizations that is your true nemesis. It takes guts to
lead others away from the status quo. Growth requires
persevering, creative, even courageous individuals who

aren’t afraid to mix it up.
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Section 2
Foster “Grow” versus
Status Quo




Why are so many organizations seemingly incapable of

delivering Milkshake Moments?

For one, organizations tend to breed managers, not
leaders. But managers are not what we need in these
constantly changing times. Simply managing to meet
the status quo will not help foster growth in the future.
Sustainable growth requires the guidance of a true
leader who looks to the future, grabs opportunities, and

unleashes everyone’s full potential.

Too often, managers within organizations keep mak-
ing the same stupid mistakes. Like alcoholics following
in the family footsteps, they tend to keep managing the
same way they were managed, despite having firsthand
evidence it doesn’t really work. Most of their systems
are set up to perpetuate existing processes, regardless of
their effectiveness. People don’t like change at all, and
if they must change, then it becomes a manager’s job
to over think the transformation and make it even more

complicated.

Why are we our own worst enemies? Why do even
the most successful organizations manage to screw up
regularly? Why is it so hard to get even the basics right in
the organizations of today?

To find some answers, we've got to look at where we

are and take a step back in time to see how we got here.
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Chapter 4

A Brief History of Organizations
and Man(agement)

Let’'s face it: On the whole, we're not very good at this
thing we call “the organization.” T'll be citing some prime
examples of organizational shortcomings throughout this
book, but you already know it’s true without me even try-
ing. We all know it. We see it all the time in our work-
places, schools, governments, softball leagues, and the like.

Why are so many organizations so frustratingly ineffectual?

The best reason, 1 suppose, is that the concept itself
is so new that we haven’t had time to master it. While we
are all certainly hardwired to be social beings, apparently
our genetic code doesn’t provide us a natural predisposi-
tion for building and maintaining complex hierarchies (as

opposed to the instincts of bees and ants).
I don’t know your religious beliefs, and I'm not here to

step on them, but recently I heard an anthropologist speak

at a business conference who said that most experts in
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the scientific community now believe that modern human
beings, or Homo sapiens, have been roaming this planet
for some 200,000 years, give or take a few millennia. (If
your number is different, let’s just agree we've been here a
long time.) For the vast majority of our time on this planet
we were hunter-gatherers, with no real need for organi-
zations beyond the specific small, nomadic tribe we were

trying to feed and protect.

Eventually, somebody wandering in the Fertile Crescent
had a true Milkshake Moment and exclaimed, “Hey, every-
body, we don’t have to keep moving around all the time!
This darn crescent is so darn fertile, we can grow and
herd everything we need right here!” Thus was born
the agricultural revolution, which just happened a mere
10,000 years ago. What were we thinking for the previous
190,000 years? I guess we weren't.

By some 6,000 years ago, we were getting so good
at the agriculture thing we had time to build rudimentary
hierarchies to help preserve it. New organizational insti-
tutions were created, including governments, religions,
armies, and tax collectors. A couple thousand years later
we saw the growth of the first true empires across the
globe. Inevitably, these empires became bulky and inef-
ficient. Like organizations today, they were pretty good
at self-preservation, but they tended to stifle innovation.

Milkshake Moments were few and far between.
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The indomitable power of the individual prevailed, how-
ever, and eventually, two giant Milkshake Moments rescued
us from these dark ages. The navigational compass gave us
the ability to explore new places and then return safely
home to tell others about them. The printing press came
shortly thereafter. Shared wisdom led to the Renaissance,
which led to the Age of Reason and the Enlightenment.

In 1776, wild-eyed revolutionaries like Thomas Jefferson
and Ben Franklin shook up the world with one of his-
tory’s most profound Milkshake Moments. Their declara-
tion made the audacious claim that “all men are created
equal.” The philosophical debates that led to their fight for
independence focused on the power of organizations—in
this period usually governments—versus the rights of the

individual.

The nineteenth century ushered in the need for an
entirely new look at organizations. The Scientific method
made mass production possible. To meet the needs of this

industrial revolution, today’s modern manager was created.

By the first half of the twentieth century, industrial-
era organizations had difficulty discerning between man
and machine. In the name of efficiency, detached manag-
ers often quashed the potential power of the individual.
Mines got mined, railroads got built, and steel got forged,

but often with a high human toll.
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By the 1950s, bestsellers like The Man in the Gray
Flannel Suit and The Organization Man suggested that

all was not well in America’s organizational hierarchies.

Academics also started to recognize the importance
of the individual in organizational endeavors. Led by
Peter Drucker, the father of modern management, busi-
ness schools began to acknowledge that people weren’t
machines after all. Drucker had more than his fair share of
Milkshake Moments while defining the role of the mod-
ern manager in an information age. He even came to dis-
like the terms management and manager, saying, “Most of
what we call management consists of making it difficult for
people to get their work done.” In other words, Drucker
believed that modern managers actually prevented Milkshake

Moments from ever occurring.

The past 50 years of organizational thinking have seen
a seemingly endless series of management trends and fads,
most trying to resolve this inherent conflict: Organizations
are focused on the perpetuation of the organization itself,
whereas individuals are usually concerned with their own
self-zinterest. This relatively new paradox creates tension
between the forces of the organization and the will of the
individual. Tension creates energy that can be used for
both creation and destruction. Today, it is clear that any
organization is made more powerful by harnessing the

potential power of its individuals. By allowing individuals
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to create Milkshake Moments, growth leaders are putting

everyone in a position to win.

So what'’s the point of this short history of (man)agement?
It's simply this: It has taken us eons to get to this point, but
we now know what works. We know which fundamental
practices lead to organizational growth. We also know what
doesn’t work. There are plenty of organizations that know
the difference, thereby realizing real growth. There simply
should be more like them, and that is the point of 7he
Milkshake Moment.

Remember, for 190,000 years we didn’'t have any
organizations at all. The modern organization has been
around for only a few hundred years. Indeed the very
word organization itself didn’t have today’s definition in
many English dictionaries until after World War II. If you
consider the long history of people walking around on

this planet, the type of organization we’re familiar with is

very, very young.

Mix It Up!
Approach the latest management fads and fashions cau-
tiously. They often create more growth barriers than growth

opportunities.
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Chapter 5
Toddlers and Trust

If aliens came to visit our planet today, they might eas-
ily assume that toddlers are pretty stupid. Toddlers can’t
feed themselves well, have little in the way of spoken
language skills, and exhibit a wanton disregard for sharp
table corners. Indeed, they don’t have the sense to avoid
obvious environmental dangers such as hot stoves and
big brothers. When provoked, they just sit on the floor
and cry. Therefore, aliens could easily surmise that tod-

dlers are inferior. But we know better.

Many businesses, government institutions, school sys-
tems, and associations are very much like toddlers, full
of potential and promise. They are not inherently stupid,
it's just that the concept of an organization is so new to
this world that many are not able to fully fend for them-
selves. To reach their full potential, toddlers need true
parenting, not just caretaking. Likewise, in order to grow,
organizations need true leadership, not simply manage-
ment. Individuals in organizations yearn for leaders they

can trust and, in turn, follow.
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In my first book I described the seven specific areas
in which growth entrepreneurs should concentrate their
time, money, and overall effort. It’s within these seven
areas that proven entrepreneurial leaders look to find the

innovations and evolutions that foster sustained growth.

What I've come to learn is that growth leaders are dis-
tinctive not only in their actions, but also in their attributes.
These specific attributes are more like personality traits than
true management skills, and they ultimately build TRUST:

Timely
Realistic
Unscripted
Sensitive

Transparent

Timely—Every day I deal with people who say they
want to grow their company, community, or association.
And I know they truly mean it. Often one of the key fac-
tors that impede their progress, however, is how they
choose to allocate their time and that of others. When
I look at how they actually spend their time, I find that
they revert back to their default setting—what they know
best. They fill their days working on the tasks they are
most comfortable completing.

In contrast, successful leaders devote the majority of

their time to those areas that truly need it. They make
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timely decisions as often as decisions are needed—no

more and no less.

Time is not something to be filled with activity for
activity’s sake. Leaders understand the nature of time
and are skilled at prioritizing it to make an impact. They
understand that being timely does not come from Day-
Timers, longer hours, or an increasing workload. For
some, this prowess is innate. For others it is a skill that
must be honed through experience. Yet make no mistake
about it; it is impossible to lead a growth charge without

mastering the importance of time.

Most managers simply get up and do what they want
to do. Growth leaders get up and do what needs to
be done.

Realistic—Many joke that reality is overrated. It cer-
tainly is easier to don our rose-colored glasses and see
only what we want to see. What distinguishes growth
leaders is their unrelenting focus on what really is and
what truly can be. While positive thinking has its place,

delusions are dangerous.

“Our product is the best.” “Our team is superior.” “Our
customers love us.” “Our cause is more important than

any other.” Really? Let's can the empty slogans, take down
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the banners, and throw away the T-shirts. Today, it takes
a pragmatic realist to separate the true picture from the

conventional groupthink.

Facing reality isn’t merely a good idea; it’s an imper-
ative. Your organization is depending on someone to
challenge the organization’s most closely held beliefs
today. Why couldn’t that be a leader like you? Too often,
closely held beliefs are kept on our shelves long past
their expiration dates. Growth leaders seek only the truth

and welcome any and all reality checks.

Unscripted—Today our world is filled with skep-
tics. People are simply jaded, and why shouldn’t they
be? Over the past 50 years we've lived through disgraced
presidents, dubious armed conflicts, pilfered pensions,
and “new and improved” products that are clearly nei-
ther new nor improved. We live in a world where much
of what comes at us from organizations is spin, propa-
ganda, and distorted half-truths. It should be obvious
to any twenty-first-century leader that many people are
reluctant to believe anything. Everyone’s bullshit detector

has become finely calibrated.

What we long for is authenticity. We want leaders who
speak plainly and from the heart, not from talking points.
We want bosses who reject corporate mumbo jumbo. We
want professionals who don’t cloak themselves in a blan-
ket of CYA-speak.
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In order to lead, it is critical to master the art of authen-
ticity. Reject the tired clichés, lose the latest buzzwords, and

say what you mean and mean what you say.

Sensitive—This is a loaded term. While it has many
definitions, here I mean perceptive. Sensitive leaders
are acutely aware of their surroundings and are keenly
observant. They have an intuitive knack for understand-
ing the motivations of others. They are able to feel the
barely perceptible winds of change long before the actual
storm. They have the uncanny ability to gain insight from

seemingly disparate data.

How well do you read others in complex social situ-
ations? How much do you trust your gut feelings? How
well do you handle displays of emotion in yourself and
others? How easily do you move from perception to

action?

Most growth leaders are naturals at these types of
skills. Others need to regularly extricate themselves from
day-to-day activities to work on them. Either way, being
sensitive is an attribute that gives leaders another arrow

in their organizational growth quiver.

Transparent—It’'s human nature not to trust those
who attempt to hide things from us. For instance, when
an organization gets into trouble and spirals downward

because of a public relations crisis, it nearly always has
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something to do with not being transparent. Most of the
great corporate and political scandals of the modern age
have had more to do with cover-ups than with the origi-

nal act of wrongdoing itself.

In contrast, people and organizations that are trans-
parent in their actions are the ones that consistently grow
and come out ahead in the long run. Those who are
forthcoming with information—good and bad—can more

effectively lead a team to accomplish great things.

An organization itself can and should be transpar-
ent, but to be so it needs leaders who are transparent in
their actions. An active beehive hanging in a tree looks to
me as ominous as the Death Star in a Star Wars movie.
I definitely don’t trust it. But have you ever seen a cross
section of a beehive? By placing it behind glass we can
see the fascinating inner workings of an efficient organi-
zation. Somehow, knowing what each of those busy bees

is up to puts my mind at ease.

Employees, customers, vendors, and shareholders
know what to expect from transparent leaders. Fostering
transparency takes commitment and confidence. It can
be tempting to hide problems, but the transparent leader
knows that the truth eventually slips out anyway—and
often looks worse than it did originally. As an ancient
Eastern adage says, “Three things cannot be hidden for-

ever: the sun, the moon, and the truth.”
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Mix It Up!
Project authenticity to gain TRUST. Tap into the power
of individuals and understand that they are more wary of
leaders than ever before. The only logical response is for

you to get real to earn their TRUST.
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Chapter 6

Some Shocking Behavior

Philip Zimbardo and his buddy Stanley Milgram were
undoubtedly laughing one spring day in 1950. The high
school seniors at James Monroe High School in the
Bronx, New York, were nearing graduation. Zimbardo
had spent the previous year as a shunned outsider at
North Hollywood High School. (He later learned that
there had been a rumor he was from a mafia family.) This
year, however, he had been chosen “Jimmy Monroe”—the
student body’s pick as the most popular kid in the class.

Zimbardo and Milgram found it laughable that a kid
could transform from one extreme to another in such
a short time. They both reached the conclusion that

Zimbardo had not changed. The situation had changed.

Situational psychology would play a major role in
both boys’ lives. Milgram, the son of Jewish immigrants
escaping persecution in Europe, conducted one of the
twentieth century’s most famous psychological experi-

ments. In an effort to better understand the “we were just
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following orders” defense of Nazi war criminals, Milgram
set out to measure the willingness of average people to
perform acts that conflicted with their own personal con-
sciences. His friend Zimbardo, also a second-generation
immigrant, later conducted an equally famous experi-
ment studying the effects of obedience and authority.
The Milgram experiment and Zimbardo’s Stanford prison
experiment can arguably be described as the most influ-
ential, controversial, and well-known research into the

nature of behavior in an organizational setting.

Milgram’s experiment was rather simple. Subjects
were led to believe that they were participating in a study
on how people learn. Little did they know that they were
the ones actually being studied—everyone else involved
in the experiment was part of a ruse. Each participant
was asked to administer an ever-increasing electrical
shock to another “volunteer learner” as punishment for
answering questions incorrectly. No actual shocks were
administered, but test subjects believed that they were. (The
“learners” were actors who feigned increasing levels of

pain with every jolt.)

Participants were told that the shocks they administered
started at a relatively low 15 volts. Many test subjects would
hesitate to continue upon reaching 135 volts. However,
once assured that they would not be held responsible for
their actions and that the officials would take care of the

learners’ medical needs, all continued with their zapping
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behavior. Incredibly, 65 percent of experiment subjects
delivered the ultimate 450-volt shock, despite seeing and
hearing the excruciating pain they were inflicting. Not one
refused to administer shocks before reaching the 300-volt
level, even though they were provided with a chart that
showed this level being just short of causing “extreme

intensity shock.”

These were randomly selected, regular guys. Despite
expressing empathy for their victims, they would con-
tinue to inflict harm simply because a perceived authority
figure in a lab coat was asking them politely to “Please
continue.” They were free to leave the experiment at any
time, but they didn’t.

Future variations on the experiments proved that vari-
ables such as gender, locale, and even the inference that
the learner had “a heart problem” didn’t significantly alter the
outcome of the original findings. Dr. Thomas Blass, a pro-
fessor in the University of Maryland system, has studied
every subsequent attempt to replicate Milgram’s shock-
ing experiment. He found that throughout the world 61 to
66 percent of people are full-voltage shockers, very close
to the statistical range of the original experiment. When
test subjects were allowed to give verbal commands to
someone else, as opposed to actually physically throwing
the switch themselves—in other words, when they took
on the role of a manager—willingness to administer the

full 450 volts of juice increased to over 90 percent!
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Yikes! Talk about pointless and stupid behavior. Yet
a growth leader cannot ignore this strong tendency for
people to blindly conform to even the most destructive
practices. Despite people’s professed ethical convictions,
authority figures will always find it very easy to pull the
strings of their subjugated puppets.

Ten years after the original study, Milgram’s old
friend Zimbardo conducted an equally simple and pro-
found experiment at Stanford University. Seventy-five
young men responded to a newspaper ad offering money
to take part in a two-week “prison simulation.” This list
was whittled down to 24 by Zimbardo’s team, based on

who was deemed to be the most “mentally healthy.”

The experiment began to unravel after only two days
and was forced to shut down after six. Both guards and
prisoners quickly assumed the worst aspects of their arbi-
trarily assigned roles. Guards became increasingly sadis-
tic, while prisoners quickly showed signs of despair and

hopelessness.

When placed in even a mock prison environment,
these seemingly well-adjusted participants quickly exhib-
ited extreme behavior. We’re talking about some pretty
crazy stuff here: prisoner revolts, hunger strikes, use of
pain as punishment, revoked paroles, solitary confine-
ment, and physical humiliation. Don’t forget, these were

supposedly the most mentally healthy ones!
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Even Zimbardo, who had appointed himself prison
warden, fell victim to the role identity crisis. On day four,
upon hearing of a rumored prison break, he tried (albeit
unsuccessfully) to move the experiment from a Stanford
basement to a local jail. Luckily, these actual prison offi-

cials weren't part of the deteriorating experiment.

It took an outside observer to bring the fiasco to an
end. Zimbardo’s graduate student girlfriend and future
wife stopped by to conduct subject interviews. Repulsed
by the overall conditions, she immediately recognized the
inhumane nature of the experiment. She eventually con-

vinced Zimbardo to shut it down.

At some level the test subjects always knew that this
was just a simulation, yet they apparently couldn’t stop
themselves from behaving in wholly inappropriate man-
ners. Remember, this was all staged and supposedly con-
trolled. Imagine what’s possible in the uncontrolled world

we live in.

It's easy to dismiss these experiments as mere aca-
demic anecdotes. You may be saying to yourself, “Okay,
they're interesting, but what do they have to do with
delivering Milkshake Moments? What possible relevance

do these experiments have for me today?”

In the spring of 2007, advanced placement high
school freshmen in Waxahachie, Texas, took part in
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a three-week learning simulation designed to better
understand intolerance during the Holocaust. Students
were randomly assigned roles as “Germans” and “Jews.”
Allegedly, the “German” students hit, spat upon, and
publicly degraded the “Jewish” students. A learning expe-
rience meant to teach the “ills of discrimination” degen-
erated back into patterns eerily reminiscent of the dark

period they were studying.

Here’s another recent variation that’s even more dis-
turbing. David Stuart, a 37-year-old Floridian, was arrested
for a series of prank calls. Over a 10-year period starting
in 1994, Mr. Stuart (no relation to our would-be milkshake
maker) placed dozens of calls to fast-food restaurants, prod-
ding managers to interrogate young female employees.
By pretending to be a police officer, he was able to per-
suade store managers and other employees to conduct
ludicrously inappropriate acts involving these vulnerable
young women. His calls led to strip searches, physical
beatings, and sexual abuse of the so-called suspects, with
70 documented cases occurring from Juneau, Alaska, to

Hinsdale, Georgia.

Here’s the crazy thing: Mr. Stuart was never physi-
cally in any of these locations. He was simply a supposed
authority figure on the other end of a phone line. Experts
commenting on this perpetrator’s actions noted that he
likely targeted fast-food outlets because they tend to have

rigid, highly structured cultures that embrace uniformity.
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These managers knew exactly how long french fries were
to stay in the fryer and how many times restrooms were to
be inspected in a given day. But there was nothing in their
employee manual that would prepare them for an author-

itative voice demanding employee strip searches.

Then of course there are the recent events at the
Abu Ghraib prison in Iraq. While we may never know
who was ultimately responsible for the guards’ egregious
errors in judgment, the shocking pictures alone tell an all-

too-familiar tale.

The Milgram and Zimbardo experiments, as well as
these more recent examples, point to an important com-
monality in human behavior. The drive for organiza-
tional conformity can cause almost anyone to lose their
moral compass and ability to think rationally. Yet rational
thinking is one of the key ingredients of any Milkshake
Moment. Before his death in 1984, Stanley Milgram him-
self said, “When an individual merges . . . into an organi-
zational structure, a new creature replaces autonomous
man, unhindered by the limitations of individual morality,
freed of human inhibition, mindful only of the sanctions
of authority.”

Obviously the sadistic behavior of the shockers and
the guards is disturbing. But equally troubling is the
sheeplike mentality of the victims. Whatever one’s role,

we all must understand that the power of conformity can
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create limitless havoc within any organizational setting.

Mindless conformity certainly doesn’t lead to growth.

As a growth leader, it is incumbent upon you to
keep a constant vigil with regard to these phenomena.
Are there sadist-like managers in your organization? Do
you know how many within the ranks of your work-
force feel hopelessly powerless? Are you able to take a
stand against both the “guards” and the “prisoners” you
encounter and say, “Hey, your behavior isn’t helping us
get where we want to go”? What happens to someone in
your organization who questions the detached voice of
authority? Will you refuse to throw the switch when your

conscience sounds an alarm?

The absurdity of human conformity can truly be a puz-

zle. Human behavior often leads to head-shaking incredulity.

In researching these two experiments, I was often
reminded of how it feels when I get invited into the inner
sanctum of many organizations. It frequently seems as if
I've stumbled into the middle of a lunatic cult. I haven’t
been there long enough to drink their conformity Kool-
Aid, and therefore their words and deeds strike me as,
well, laughable—sad, frightening, and counterproductive,

but nevertheless laughable.

Speaking of laughable, do you think Milgram and
Zimbardo would laugh to learn that the fast-food targeting
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David Stuart was a former Florida corrections officer? While
there is nothing funny about his depravity, my guess is that
knowing Mr. Stuart had been a former prison guard would

not shock either one of them.

Mix It Up!
Keep your eyes open for blind conformity. Neither shock-
ers or shockees can deliver Milkshake Moments. It's the
individuals who have the courage to speak out against

the status quo who foster growth.
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Chapter 7

Lessons from the Cubicle Farm

Movies have the power to fundamentally impact our
views on almost any aspect of life. For instance, Animal
House forever changed how people perceive fraternities.
To this day, golfers still quote lines from Caddyshack. No
matter how much my parents wax nostalgic about their
teen years, Grease and American Graffiti are how I've
come to view the 1950s. A few years ago the owner of
a Turkish travel agency told me that the movie Midnight
Express—the story of a young American drug smuggler
locked up in a horrific Turkish prison—still shows up as
a prevalent reason why Americans say they would be less

than likely to ever visit Turkey.

Despite all having been released more than 25 years
ago, these movies have had a tremendous impact on our
collective psyches. Movies create perceptions, and per-

ceptions become realities.

At the close of the millennium, another movie came

out that is already having an equally profound impact
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upon your reality (whether you know it now or not).
The movie Office Space has come to define the modern
workplace.

Young software engineer Peter Gibbons works for
Initech, a generic high-tech company that could be based
in any suburban office park in the United States. Peter
hates his job almost as much as his co-workers do. From
the Indian-American Samir Nagheenanajar, who com-
plains that nobody ever pronounces his name properly,
to the middle-aged mumbler Milton, who was laid off
years ago but was never informed, these hapless souls

struggle to survive in a hierarchical hell.

Peter’s greatest source of frustration is the boss
Lumbergh, a passive-aggressive, white-collar middle man-
ager who mindlessly speaks at Peter, not with him. The
plot thickens with the introduction of two outside con-
sultants known as “The Bobs,” brought in to rightsize
Initech. For Peter and his associates, this means that their

jobs are clearly in jeopardy.

Office Space featured Jennifer Aniston, star of TV
megahit Friends, and was directed by Mike Judge, who
had previously scored big with animated TV comedies
Beavis and Butt-Head and King of the Hill. Despite all
this momentum, the movie barely made a blip at the
box office, narrowly recouping its modest $10 million
budget.
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But this was the little comedy that could. Thanks to
snowballing word of mouth and relentless TV airings,
it took on a life of its own. It eventually sold over six
million copies on video and is still going strong. Office
Space's impact on today’s work culture is enormous. The
term 7PS report has become synonymous with mindless
paperwork in offices everywhere. “Going Office Space’
on something is now a popular term referring to the
lead characters’ ceremonious destruction of a constantly
malfunctioning copy machine. The real-world company
Swingline had not sold a red stapler (a prominent plot
device in the movie) for years, but the company reintro-
duced the color as the movie’s popularity grew and red

stapler demand spiked.

In hindsight, it's easy now to see why Office Space
became what Entertainment Weekly has called a “stealth
blockbuster.” It has hit a nerve with today’s young work-
force. The movie was purposely shot in a style that con-
veyed a soul-sucking, dehumanizing environment. The
overall feel of the film is a combination of two other
25+-year-old classics—2001: A Space Odyssey and One
Flew over the Cuckoo’s Nest. While at one level Office
Space works as a standard farce, themes of alienation
and helplessness can be found in all three films. Even
the antiseptic space is part of the story: The lighting
is artificial, and so is the overall environment. As each
movie unfolds, the characters behave increasingly more

like rats trapped in a cage.
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The villain in these films isn’t a ranting, raving tyrant.
Instead, it is the infuriatingly calm and seemingly rational
voice of reason that pushes our protagonists to the edge.
The inauthentic, superficial Lumbergh uses the same lilt-
ing, condescending tone as Space Odyssey's HAL the com-
puter and Cuckoo’s Nest's Nurse Ratchett. For all three,
their forced politeness and banal banter are far more
frustrating than the more commonly portrayed scream-
ing, red-faced boss. Lumbergh arrogantly ignores what
his employees are telling him and just keeps repeat-
ing his mantras: “Yeahhhh . . . did you see the memo on
this?” and “Yeahhhh, I'm also going to need you to go

ahead and come in on Saturday.”

From the moment Peter enters Initech’s cubicle farm,
it is eerily similar to an insane asylum or a soulless space-
ship guided by a talking computer. Peter is no longer a
person. He is an automaton that cranks out meaning-
less TPS reports. All of the work and the processes por-
trayed involve mind-numbing details. Whenever he tries
to explain himself to superiors, he is met with a canned

response straight from Mismanagement 301.

People laugh at Office Space because it's only slightly
more ludicrous than what they see around them. And it’s
not just offices. People who work in warehouses, con-
struction sites, and retail shops can all relate to the famil-

iar themes. If you are a leader who hasn’t watched this
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movie, I suggest you do it soon. It is a funny movie, but
you'll also come to better understand how many people,
especially younger workers, feel about supervisors and

work in general.

For an entire generation, this movie and the newer,
similarly themed TV series The Office are their reality.
(At the time of writing this book, the latest season of The
Office was the best-selling DVD on Amazon.) This is what
my teenage son expects to encounter when he goes to
work in an organization: a place where your individuality
gets subverted, your drive gets deflated, your co-workers
are backstabbing loons, and you report to a boss who
cares only about pointless policies and procedures. This
kind of work environment is perceived as the coal mine
of the modern age; instead of black lung disease you get

black soul disease.

The tagline for this movie was a very simple one:
“Work Sucks.” That's today’s stark perception, and there-
fore reality, in many organizations. Don’t let yours be one
of them. Managers are telling today’s workers to “think

outside the box” and yet keep sticking them in cubicles.

I'm not calling for the literal plowing under of the
cubicle farm. Instead, T am suggesting that growth leaders
always find innovative ways to help individuals see that

what they do really matters.
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Mix It Up!
Focus on creating an environment where human beings
can thrive. Systems can, at best, only deliver efficiency. You

need engaged human beings to deliver Milkshake Moments.
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Chapter 8
The Managed

People in supervisory roles should be leaders. “Should be”
is the operative phrase here, because in most situations,
managers aren’t really leaders—rather, they're functionar-
ies, operatives, utilitarian taskmasters. Whenever I interact
with another human being in any type of transaction, it is
obvious to me who is being managed and who is being

led. Consider the tale of two eateries.

I recently went to a nice Italian restaurant in a major
metropolitan area in Middle America. My party of five
walked in the front door, approached the hostess stand,
and immediately noticed two things. The restaurant was
full and the hostess was missing. This was my gathering,
and I felt responsible for securing a table as quickly as
possible. The full dining room was to my right. The bar’s
completely empty seating area was immediately to my
left. T made an executive decision to direct my group to

the unoccupied tables.
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However, we encountered a slight snag. All the tables
were set for four, and we were five. Naturally, T saw a
simple solution anyone would have no doubt seen as
well: “Let’s just push these two adjoining tables together.”
That's when all the trouble started.

“Sir! Sir! Sir! You can’t do that, Sir!” Wow. One logi-
cal maneuver and I was hit with a barrage of “Sir bombs”
from the assistant bar manager. “Sir” can be a polite
word, of course, but we all recognized that in this con-
text her use of the word “Sir” was actually internal code

for “Jerkface.” (“Ma’am” bombs deliver a similar payload.)

When I came into the restaurant I think T was Mr.
Little, but she let me know very quickly that T was in fact
now a sir. Clearly I was being reprimanded in front of my
entire party. I didn’t have a chance to explain or apolo-
gize. “Sir” bombs were exploding all around me. She pro-
ceeded to expound on “You can’t do that, Sir!” in more

detail. The obvious question is, of course, why not?

Why can’t T do that? T'll admit T don’t know for sure,
but I have a pretty good guess. It was a management

rule, and rules can’t be broken.

This rule probably came about in a staff meeting.
The irritable general manager was in a finger-pointing
mood. Who, he needed to know, was responsible for the

table being overturned by the drunken, boisterous party
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of 16 rugby hooligans the weekend before? He probably
admonished the entire staff with a blanket warning of
“Don’t let these customers push you around. If they try to

move the tables, just tell them they can’t do it.”

Suddenly, any employee who allows a customer to
reconfigure predetermined seating designs is a wimp
and “not a team player.” It’s an “us versus them” mental-
ity, and you can’t let “them” (i.e., customers) push you

around.

Eventually we got the tables all worked out and
the food got rave reviews from my party. Yet the dam-
age had been done. For me, the “sir” bomb shrapnel
stung throughout the meal. It didn’t matter how good the
food was; I already had a bad taste in my mouth. I have
returned to this city many times, but T will always steer

clear of this particular restaurant.

Clearly this assistant manager was just that, a manager.
She had been taught that adhering to internal rules is more
important than finding a way to make customers feel wel-

come. It’s as if the restaurant’s mission statement reads:

It is our goal here at Don’s Little Ttaly to create and
maintain a perfectly balanced system of symmetrical
table placement within a geometrical grid. We strive to
be the industry leader in symmetrical table placement.
We will empower our employees to manage any situ-
ation that threatens proper table configuration.
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Mix It Up!
Remember that a manager’s mission should never solely
focus on the internal. More often than not, Milkshake

Moments can only be judged by the external world.
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Chapter 9
The Led

Let’'s contrast this frontline interaction from the past
chapter with another recent experience I had in a differ-
ent major metropolitan area in Middle America. This story
begins with me arriving early for a particularly important
dinner meeting. I walked in and immediately saw a din-
ing room to my left and a bar with a seating area to my
right. T explained to the hostess that I was early, and she
suggested I wait at the bar until my party arrived.

The hostess escorted me into the bar area and told
the other gathered employees, “This gentleman is early
for his reservation, and it’s his first time here. Please
make him feel welcome.” That’s when Beatrice went into

full-on service mode.

“Hi, my name is Beatrice. Welcome to Sam’s Steak

House! What’s your name?”

“Steve Little,” T quickly replied.
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“Would you prefer ‘Steve’ or ‘Mr. Little’?” she then asked.

“Steve is fine,” I answered.

“Okay, Steve, it’s a pleasure to meet you. You're going

to love it here. Can I start you off with a cold beverage?”

One beer and one orange juice later, I had come to
observe how Beatrice, despite having a title of bar man-
ager, was also a gifted growth leader. The bar was pretty
full, and people were regularly leaving the area either to
grab a table or to head home. As they left, every patron
departed with a personalized good-bye from Beatrice.
“Thanks for coming, Harold. See you next time! Enjoy
your dinner, Maria and Heather! Happy anniversary, Mr. and

Mrs. Ramsey!”

“What a great place,” I thought. It obviously attracted
a steady stream of regulars. Friends were regaling one
another with tall tales. The big game was on the big-
screen TV. Everyone was smiling and laughing. Thanks
to ringmaster Beatrice, we all sensed that we were part of
her big show. It was just a regular weeknight, but, thanks
to Beatrice, it felt like a party.

As my prearranged meeting time grew closer, I asked

Beatrice for the tab. While she was punching the reg-

ister, I asked her how she could remember so many of
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her regulars’ names. She replied, “What makes you think

they’re regulars?”

“T just assumed you already knew all these people,”

I said. “You all seem so familiar with each other.”

“Actually, I've never met any of these people before

tonight,” she said.

I was both flabbergasted and intrigued. Questions
started pouring out of me. “You mean to tell me that you
know everyone’s name in this bar? How do you do it?
I can’t even remember my own name sometimes. Why do
you do it? What’s his name? And her name? What's in a
Harvey Wallbanger? What did the Ramseys have to drink?

What is the home team’s record so far this season?”

Amazingly, Beatrice had the right answer for all my
inquiries. Eventually T was seated with my party, but
I couldn’t stop thinking about this incredible bar manager.
Twice during dinner I got up and posed more questions.
When I left, T gave her my card and asked her to e-mail
me. Hers was a story that needed telling.

It came as no surprise to me to learn that Beatrice was
no ordinary barkeep. A few years prior to my encounter
with her, Beatrice had caught the eye of corporate man-

agement in the chain. She became an “opener,” traveling
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the country training new bar staff whenever the growing

chain opened a new location.

Beatrice enjoyed both the work and the travel for a
time, but eventually came to realize she really missed the
camaraderie of working with one group of staffers every
day and actually serving the public. Beatrice asked those
above if she could return to a bar manager’s position, and
it appears everybody has won. It was better for me, it was

better for the growing chain, and it was better for Beatrice.

Beatrice’s leaders recognized that she would be a
greater asset to the organization doing what she wanted
to do. A lesser group of managers might have forced
her to stay in the corporate training position. But Beatrice

is being led, not managed.

Our assistant bar manager at the Italian restaurant
and Beatrice the barkeep at the steak house have essen-
tially the same job. The difference is, Beatrice isn’t afraid
of those above her and she doesn’t view me as the poten-
tial enemy. The two have the same job, but completely

different attitudes and therefore results.

Beatrice gladly made me a milkshake for dessert that
night. (It was on the menu and I couldn’t resist.) I'm also
willing to bet that if she had caught me rearranging her
tables, she would have thanked me for helping her as

opposed to reprimanding me for customer insubordination.
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Mix It Up!
Find growth-oriented individuals who want to be led
and lead them. Managers hire and try to control; leaders

inspire around a goal.

Extra Toppings

Accept that tension is inherent in any organization

Homeostasis is defined as “a state of psychological equi-
librium obtained when tension or drive has been reduced
or eliminated.” Too many trendy management techniques
seek to eliminate the creative tension that is necessary for

growth.

Recognize that the information age rewards thinking

Perhaps there was a time when all that mattered was effi-
ciency. In today’s world, ideas garner the most value.
True leaders know that idea generation is rarely efficient,
and growth initiatives are fueled by the random flow of

human innovation.

Don’t waste your time managing the cash cow
It should be relatively easy to hire milkers for what works
today. It's a growth leader’s job to raise the calves with

the most potential for tomorrow.
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Section 3
Put Purpose Before
Profit




Milkshake Moments are most likely to occur when growth
leaders concentrate their time, money, and effort on culti-

vating a strong sense of purpose.

Some recent studies and surveys have shown that
approximately two-thirds of American employees don’t
see a connection between what they do and how it fits
into the overall purpose of the organization. In my obser-
vations, this percentage sounds rather low. That is to say,
at least 80 percent of the employees I encounter appear
to have no idea how their job fits into a grander sense of

the organization’s purpose.

To gauge the role purpose plays into your organiza-

tion, ask yourself these questions:

¢ Whom is your organization trying to serve?

* Do the people in the organization understand whom

you are trying to serve?

*  What is your organization trying to accomplish over

the long term?

*  What unique strengths does your organization pos-

sess and value?
*  What gets you out of bed in the morning?

*  What gets your people out of bed in the morning?
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While all of these questions are important, it’s the
last one that holds the most interest for me. People care
about what gets them out of bed in the morning. Animals
don’t care and machines don’t care. Computers don’t
care. People do. Instilling people with a sense of purpose
starts with growth leaders. Growth leaders set the sense
of purpose for their organization and then allow it to
permeate throughout. To be perceived as a champion of
growth, your job is to continually reiterate this common

purpose to those who work with and for you.

And remember, while a sense of purpose can mani-
fest itself in an organization in an infinite number of ways,
there is one consistent maxim on which you can rely:

Organizational purpose should never be about money.
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Chapter 10

It’s Never about Money

Don’t misunderstand. Money is a great way to keep score.
Money is the fuel for expansion. Money is an effective
way to benchmark and reward success. It doesn’t matter
if you’re a business, a nonprofit, a school board, or a Girl
Scout troop. It takes money to further your cause. Many
organizations, from businesses to nonprofits, often lose
sight of this irrefutable truth. The executive director of a
chamber of commerce once told me, “Nonprofit’ is our

tax status . . . it's never our goal.”

However, over the long haul, money alone won’t get
you or anyone else out of bed. If you've lost the passion
for what you do, it doesn’t matter how much you’re get-

ting paid.

You don’t have to have a lot of passion for everything you
do, but you’d better have a passion for everything you do
a lot of.
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If it's not about money, what is it about? For any
organization interested in reaching another level, estab-
lishing a unique purpose should be the starting point.
A growth leader should be able to articulate a clear and
concise statement of the organization’s true aspirations. It
must be understood by all those who share an interest,
from employees to customers and from vendors to share-

holders. Purpose always precedes profits.

Let me ask you a question. Other than someone you
know personally, who is the first person who comes to
mind when you read the word hero? Take a second, close
your eyes, and think of an individual the word conjures

up in your mind.

Now, let me ask you a couple of questions about

your hero.

First, is your hero someone known primarily for
wealth accumulation? This is a question I've asked lit-
erally thousands of organizational leaders over the past
few years. Rarely do people name a rich person as their
hero. Sure, every once in a while someone will name
Bill Gates, Warren Buffett, or Ted Turner as their hero.
However, when I dig a little deeper, the reason they are
held up as heroes is often for their reputation as philan-
thropists. Indeed, they're known for giving money away

more than for accumulating it. Heroes fascinate me.
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Mix It Up!
Measure beyond money. Ultimately, profit and loss state-

ments aren’t enough to get even accountants out of bed.
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Chapter 11
The Wizard of Westwood

While far from being a uniquely American trait, Americans
sure do love their heroes. We needed heroes at our coun-
try’s founding and we've kept seeking them out ever
since. From George Washington to Eleanor Roosevelt to
Martin Luther King Jr., the mythology surrounding our
heroes is deeply embedded in our national psyche. At its
core, our idea of a hero is the person who has honesty,
integrity, and authenticity. Our heroes transcend their

own self-interest and manage to serve a greater good.

While I've always been fascinated by the evolution
of the hero in our culture, one of my greatest frustrations
is the inability to actually meet heroic figures. I can read
their words and in some cases even hear their voices,
but so many of my heroes have left this earth. And while
I have a few heroes who are still alive, the world has just
become so crowded that it is nearly impossible to meet

any public figure, much less a true hero.
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A few years ago, however, 1 got to meet a hero of
mine. They call him the Wizard of Westwood.

The Wizard was born in southern Indiana in 1910.
A good student and an even better athlete, he helped
lead his high school basketball team to a state cham-
pionship in 1927. He continued his basketball career
at Purdue University, where he was named three times
to the All-American team. In his senior year, he led the

Boilermakers to a national championship.

After graduating from Purdue, armed with a bach-
elor’s degree in English, the newly married young
man entered Indiana State Teachers College, where he
earned a master’s degree in education. He then became
both a teacher and a coach at the high school level in
Kentucky and Indiana until, like most young men of his
time, he served in the military after the attack on Pearl
Harbor.

A few years after the war, the Wizard was invited by
Indiana State Teachers College (now called Indiana State
University) to serve as athletic director and head basket-
ball coach. His basketball team’s two-year 47 and 14 won-
lost record earned him national recognition. Soon the big
schools were courting the coach, and he eventually got
hitched with the University of California—Los Angeles at
its Westwood campus. That was when the magic started
for the Wizard.
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At UCLA, this man named John Wooden became a
basketball legend:

¢ Ten national championships.
* Twenty-three Pacific-10 championships.
* Four perfect 30-0 seasons.

* An unprecedented 88-game winning streak.

There’s no question that he was the greatest college
basketball coach in history. For many, including myself,
he was the greatest coach in American sports history,
period (with all due respect to my friends in both Green
Bay and Alabama, who recently booed this pronounce-
ment in a good-natured way). It doesn’t matter if you
know basketball—or even sports in general, for that mat-
ter. The point here is that as a young man, I grew up
with a love of the game of basketball, and Coach Wooden
embodied all that was good about the game. In a word,

he was my hero.

In March of 2005, T got to meet the Wizard.

Coach Wooden was the keynote speaker at a confer-
ence I was attending. As someone who speaks at over

100 general sessions a year, I normally stay close to the

exits when I'm not onstage. But on this day I planned to
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be front and center. Wooden was to speak at lunch, and
that morning T asked the conference director if it would
be possible for me to meet the coach. I spent a full hour
with Coach Wooden before and again after he spoke to
an audience of over 1,000 people. The experience far

exceeded my expectations.

Coach was 95 years young. While he had lost a few
steps physically (he walked with a cane and sat in a chair
onstage), he had not lost one step mentally. He was as
sharp at 95 as most of us are at 35. It was incredible to
watch this slight, soft-spoken man hold the audience in
the palm of his hand. For over an hour he engrossed me
and everyone else assembled with tales relating to one’s
underlying sense of purpose. He was the furthest thing
from a motivational speaker, yet no one could have left

there without feeling genuinely inspired.

I honestly don’t remember exactly what Coach said to
me one-on-one versus those things he said while onstage.
What I do know is that my hero left me with two lessons
I'll never forget. The first was this: He said, “I never set
out to win championships. I always knew that I wanted to
help young people achieve beyond their own expecta-
tions of themselves. Championships were a by-product of
that effort.”

I later learned that of the hundreds of players the
Wizard had coached throughout his career, he has lost
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track of only a handful. Ask him about some of his
favorites and they’re always the unheralded players who
went on to accomplish great things in their lives. Coach
was a coach in the greatest sense of the word. He cared
about his kids first, and his kids have never stopped car-
ing about him. It's an amazing experience when your

heroes live up to your expectations of them.

The second lesson I learned that day I'm going to
save for later. Just know that my hero never disappoints,

and his lessons are worth waiting for.

Mix It Up!
Focus on a worthy purpose. It is the only way you will

consistently win in the game of growth.
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Chapter 12

Profit Pushers

For most of my life I've been involved in music. I sang
in bands, I managed bands, I financed bands, and I have
seen more bands than I care to remember. While never
my real job, it has always been about as strong an avo-
cation as one can imagine. Somehow, like an addictive

drug, it was something I just couldn’t give up.

Call it a midlife crisis or a case of Peter Pan syn-
drome, but somehow I found myself once again fronting

rock bands from the mid-1990s until just a few years ago.

It will probably come as no shock to you that illicit
drugs are a part of the rock and roll world. In my youth,
I made a deal with myself that the music would be more
important to me than the party. I chose to abstain, but

the substances were always around me.
I couldn’t help but notice the changes in these sub-

stances over the years. In my youth, “drugs” were mys-

terious concoctions packaged in little clear plastic bags
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and in aluminum foil that had been folded one too many
times. By the 1990s these types of street drugs were no
longer in vogue. Everywhere I looked, 1 saw prescription
bottles and branded tablets. The new high had become
legitimately manufactured substances used in an illegiti-

mate way.

One day in the late 1990s I first heard the word
OxyContin while sitting in a club waiting to take the
stage. “OxyContin? Is that a new brand of Band-Aids?”
I wondered aloud. T soon came to learn that this synthetic

opiate was a ticking time bomb ready to explode.

Within months of having heard of the drug and learn-
ing of the tragedies left in its wake, I met the owner of
two methadone clinics in the Southeast. He explained to
me that his business was no longer there to help intra-
venous drug users: 80 percent of his clients were now
addicted to synthetic opiates, with OxyContin at the top
of the list. We now know that this phenomenon was
playing out in communities throughout the United States.
What started out as a rural Appalachian scourge quickly
moved to suburbs across the country.

What happens when an individual or organization is
in it only for the money and loses sight of the greater
purpose? Perhaps one day Michael Friedman, Howard R.
Udell, and Dr. Paul D. Goldenheim can tell us all.
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These three men are the former executives of Purdue
Pharma, maker of this highly addictive drug OxyContin,
an overprescribed painkiller that has decimated count-
less families and communities in the United States. In
2007, these three executives pleaded guilty to misleading
the public and were fined $634 million for intentionally
understating the drug’s addictive properties. (The com-
pany paid $600 million, while the executives themselves
are on the hook for the rest.) They were also sentenced

to 400 hours each of community service.

A Roanoke, Virginia, newspaper headline read,
“Hillbilly Heroin’s Pushers Escape Prison.” Perhaps one
day I'll come to understand the stupid system that allows
these guys to walk, while thousands of Americans are
locked up for years in our nation’s prisons on simple
possession charges, with no intent to be pushers. But
that's an issue for another day. Let’s get back to Purdue

Pharma.

There was big money to be made pushing these little
pills, and it was Purdue Pharma’s one-trick pony. According
to the New York Times, at one point the drug made up 90
percent of the company’s sales, with over 6.5 million pre-
scriptions written a year. By 2001, revenues stood at $1.5
billion despite mounting awareness of the problem around
the country. Executives reportedly faked scientific findings,

had their sales force lie to doctors, and repeatedly claimed
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in the media that the wonderful thing about this drug was

that patients wouldn’t get hooked on it.

Any Appalachian police officer could have told you
years before that their false claims were a joke. Back
surgery patients, after three months of taking doctor-
prescribed OxyContin, were pawning their valuables to
feed their habits. Teenagers were holding up pharma-
cies and stealing only the OxyContin, leaving the cash
and other merchandise behind. Emergency room visits
related to prescriptive painkillers tripled within six years
of the drug’s introduction. A national survey found that
975,000 people reported using OxyContin for nonmedical
use. Community officials, doctors, the media, and even
the company’s own salespeople were sounding warning

alarms about what was happening.

I'm no doctor, but it is an opiate, right”? How could
they keep denying it was addictive? How could these
guys get out of bed and look themselves in the mirror
every day?

What was Purdue Pharma’s purpose? Was it to “pro-
mote health and healing,” or was it to rake in as much
cash as possible, as quickly as possible? Unlike Enron or
WorldCom, these executives couldn’t pin the blame on
some impenetrable accounting practices or some rogue
middle managers. It was criminal obfuscation of the high-

est order. These executives knew their cash cow was
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highly addictive and continued to tell everyone exactly
the opposite. They did whatever would keep the money

rolling in.

Purdue Pharma was founded in the 1890s by well-
intentioned professionals looking to profitably produce
safe and effective pain relievers, a noble purpose by any
measure. How did the organization manage to stray so far

from its original reason for being?

Some say money is the root of all evil. I don’t know if
that’s true, but I'm sure that’s how this organization lost its
way. There was nothing inherently evil about this medical
compound. When used properly, it is a safe and effective
pain reliever. But these pushers weren’t happy with a sus-
tainable $100 million or $200 million niche drug for those
suffering from intense short-term pain. They lied for years
in order to make more money, more quickly. They didn’t
simply lose sight of their purpose; they consciously per-

verted it, and millions suffered as a result.

Mix It Up!
Always do the right thing. It’s not just an ethical impera-

tive; it’s the clearest path for sustained growth.
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Chapter 13

NoClu Motors, Inc.

There are times when bad people consciously do bad
things in organizations. More often, good people with the
best of intentions lose sight of their purpose and don’t
even realize that they are so caught up in fighting today’s
battle that they forget the overall objectives. The execu-
tives at Purdue Pharma were outright criminals. The only
thing criminal about this next story is the squandering of

a real opportunity.

For decades the United States has been the most
powerful economic force in the world. In the early 1950s,
with the rest of the world decimated by World War II, the
United States represented over half the world’s output of
goods and services. From structural steel to children’s car-
toons, the United States was the undisputed king of com-
merce. Arguably our greatest source of national pride was
the American automobile industry. By the 1970s it had
consolidated into what became known as the Big Three,
a triumvirate that ruled the domestic market until a steady

decline turned into a meltdown over the past decade.

85



Somewhere along the line the rest of the world appar-
ently retooled. The Germans, the Japanese, the Swedes,
and later even the Koreans got in on the game. Despite
our continued economic superiority, the Big Three have
come to symbolize our nation’s lack of economic invinci-
bility. Some really smart people have tried a lot of seem-
ingly smart things, yet the only big thing about the Big
Three over the past 25 years has been the size of their
decline in market share. In 1999 the Big Three had a
71 percent market share in the United States. By 2005 that
share had dropped to 58 percent, and by August 2007 less
than half of the automobiles sold in the United States were

from one of the Big Three.

America’s declining automotive industry is a pretty
touchy subject. There are undoubtedly a lot of reasons
for it, and T'll be the first to admit T am far from an expert
on it—remember I'm a growth expert. Yet based on my
recent experience with one of these Big Three compa-

nies, I have come to better understand their predicament.

Not too long ago, one of the Big Three (we’ll call
it NoClu Motors), invited me to help grow one of their
divisions. Eventually T was asked to visit the NoClu

headquarters.

Everything looked great. All the cubicles appeared to

have a logical layout and there was a quiet, steady hum
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to the place. I'm still not sure if that hum was coming
from the workforce or the fluorescent tubes overhead.
I do distinctly remember that the corporate cafeteria was

particularly well appointed.

My first day with NoClu was spent in a state-of-the-art
boardroom with a handful of director-level executives who
averaged 20+ years in the NoClu fold. T was quite proud
of the observations and recommendations I had developed
for the team. My recommendations were specific, action-
able, and well supported by both internal and external

data T had acquired.

On day one, it was clear that my ideas were being
well received. At the end of the day, I asked the team for
a few pieces of missing data, and we all agreed to recon-
vene in the same boardroom the following morning to

put our great new plan in motion.

Day two was the beginning of the end of our relation-
ship. My recommendations regarding sales force compen-
sation plans, marketing initiatives, and vertical integration
of industry-specific product features were shot down

before my first cup of coffee.
At NoClu, middle managers apparently still play the

ridiculous game of “beat the bosses to work.” I rolled in

at the previously appointed time of 9:00 a.m. believing
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that we were ready to roll up our sleeves and get some
real work done. Little did T know that a couple of hours
prior to my arrival, informal presentations had already
been given internally and “the big boys upstairs” had

already put the kibosh on our elegant new strategy.

Somehow my fearless group of gung-ho go-getters
had come down with a debilitating strain of the common
corporate virus known as theywontletus, a Latin word that
can be loosely translated as “I have a second mortgage

and a college-bound kid who needs braces.”

These same people, who just the previous day had been
invigorated by the opportunities afforded through change,
were now sneezing and coughing back at me. I heard noth-
ing but anemic excuses as to why none of these ideas could
work in practice. Nobody had the strength to stand up and
say, “We have identified a viable market. Let’s build a sys-
tem to meet it.” Instead they were stymied by a perceived
inability to shoehorn our plans for growth into their existing

structure. Besides, the higher-ups always know best.

It was so disheartening. It is not overstating it to say
that it felt as if T was talking to the leaders of a communist-
run cooperative. Ultimately, their only concern was keeping
the production monster fed. Everything was about units of

throughput, organizational hierarchy, and playing it safe.



According to NoClu’s annual report that year, its
driving purpose included complete customer satisfaction,
operational excellence, innovative design, and superior
quality, all achieved through the power of teamwork.
Ultimately, these were just words on a page. This team
had no intention whatsoever of meeting their organ-
ization’s stated purpose. By the end of day two, I had
preemptively fired myself.

How sad. A group of veteran cubicle dwellers had
actually seen the light of new opportunity. They had all
the right ingredients, but they weren’t willing to risk a
Milkshake Moment.

Mix It Up!
Identify your most optimal opportunities and then structure
your organization around them. Recognize that when an
organization begins to look for reasons why they can’t do
something, they actually start the slide toward not doing

anythin