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FACULTY COMMENTS

The research on leadership storylines 1s will done. It represents a systematic effort
at working with original data and incorporating into the framework developed by Harvard
psychologist, Howard Gardner, mn LEADING MINDS(HarperCollins, 1995). Gardner’s
framework posits that successful leaders, lead through stories. The each have a
fundamental storyline that embodies their values and aspirations and that these stories
provide the means through which they are personally motivated and the means to
motivate followers to live out the story.

Ms. Berger has worked with onginal interview material on leaders in various
organizations, both corporations and public sector. The stories have been analyzed according
to 1)who I am--the ideas, values and aspirations that made the leader, 2)who we zare, the
leaders description of he orgamzation and 3)where we are going, the aspiration story.

Ms. Berger has done an excellent job of in depth analyses of William Pollard, the
Chairman of ServiceMaster, Father William Cunningham and Eleanor Josaitis the founders
of FocusHope, and Gary Wendt the CEO of GE Capital.

In addition, the paper organizes data on a dozen additional leaders.

This represents more than sufficient material for an excellent independent study
research paper.

oel Tichy
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As part of alarger research project whose purpose was to define leadership as the
key to awinning organization, | was subjected to alarge pool of interview subjects and
their respective life stories. At first, | had been inclined to quickly breeze right over this
part, discounting it as no more than segue into the "real stuff. However, as the months
went on, | found that my eyes lingered on this beginning "segue”. It was during this part
of the discourse that | was gaining some real insight into the subject sitting before me.
Sure, their definition of what constituted aleader was important, as were their latest and
greatest incentive plans within the organization. What really brought it all together,
though, was each individual's personal stories, or what | will refer to here on out as their
"storylines’  Thisiswhere we found that the real content lie. What had shaped their
points of view on leadership to date, and what had made them the leaders they had each
become. Who from their individual pasts had made the biggest mark and what lessons
were they still applying in their businesses today. Throughout the course of the interviews,
we found that the early backgrounds and experiences of each individual had shaped not
only who they had become as a business |eader, but what their businesses as awhole had
become as well. Furthermore, these stories seemed to play a significant role in shaping the
leader's vision for the future and in many cases, had been most successful in developing
leaders throughout the organization. Not only do past stories provide afoundation for
their person today, but perhaps more importantly they provide aprimary means of
engaging and developing others. In Harvard professor Howard Gardner's book, Leading

Minds: An Anatomy of L eadership, he writes that the most powerful stories are what he




cals "identity stories’. These alow followers to define themselves through association
with the leader. "Typically, these identity stories have their roots in the personal
experiences of the leader in the course of his own development. But it is characteristic of
the effective leader that his stories can be transplanted to alarger canvas - they that make
sense not only to members of his family and close circle, but to increasingly large entities,
including institutions..."

That is why so much has been invested in delving deep into each |eader's personal
stories to dig out the lessons they have learned from their pasts and are till applying today.
Aspsychologist, Gail Sheehy, wrote in her book, "Each of us tells our own personal life
story to ourselves, every day. The'mind chatter' that rushes through our brains at two
hundred words per minute when we're not concentrating on something else becomes the
story we are living. | should have done this, or I'll never get over that. Themindis
formed to an astonishing degree by the act of inventing and censoring ourselves. We create
our own plot line. And that plot line soon turns into a saf-fulfilling prophecy.
Psychologists have found that the ways people tell their stories becomes so habitual that
they finaly become recipes for structuring experience itself, for laying down roots into
memory and finally for guiding their lives." For the purposes of these piece, we will focus
on the roots and lives of four dynamic individuals, incorporated into three specific
"storylines". The subjects as you will find them in this piece are Gary Wendt of GE
Capital, Bill Pollard of ServiceMaster, and Father William Cunningham and Eleanor

Josaitis of Focus: Hope.



Caseexample#1: Gary Wendt, GE Capital

1) Who!l Am-

Gary Wendt, CEO of GE Capital, grew up in a small farming community in

Wisconsin, where work was 'just what you did'. Starting from the time that he wasjust
10 years old and mowing lawns, to the time he was 16 and picking peas for the summer,
Gary Wendt learned the true meaning of the work ethic. "If you were going to be part of
the social structure, you worked." Coming from the tiny town of Rio, not only were
peopl e given the chance to do everything, they also didn't have much of achoice but to do
everything.

I mean we literally would be on the basketball team and during haf time we would

put on a suit and play in the pep band. Y es, wewould do that. And you would play

on the team when you were a sophomore and then you'd play in the pep band, and
then you'd dress for the A-Team in case they needed ..., that's the way it was.

After leaving high school, his 6-year legacy as President of his class, and the
farming community of Rio, Wendt walked away having learned the true value of hard
work and leadership. The work ethic came to him at avery early age, in asocial
environment that said: "That'sjust the way we do things here, folks. And it was
understood that work meant success. The only way you could possibly get success was
work." To Wendt, this all seemed perfectly normal, because he knew no aternative.
According to him, "it seemed like everybody knew | was going to be president or that |
wanted to be president.” So, with definitive leadership skills under his belt and aclear

understanding of the work ethic, Wendt went on to undergraduate school.

Once again in college, he assumed many leadership roles, including that of aleader
of the dorm and president of the association, among other things. From there, he attended
Harvard Business School and upon graduation decided to go to work for a persistent
entrepreneur in Houston, Texas. It was at this point that some of his best educational
lessons were learned. Getting ready to go work for areal estate firm in Boston, Wendt
happened to encounter an ad on the bulletin board reading | 'm going to build a dome city



in Houston and would like some people from the Harvard Business School to come down
and help me with the financia aspects and other things." Intrigued by the writing on the
wall, Wendt decided it was worth atelephone call and gave Harlan, the businessman, a

ring.

And he proceeded to just give me the biggest Texas drawl he could and tell me what
agreat man hewas. He said, '‘Boy, I'm gonna make you a millionaire you come and
work for me. 1've made alot of people before and I'll make you." And it was just
funny. And so after | hung up | wrote him a nice letter and said | don't think I'm
realy ready for this. A week later I'm ditting at the desk of the guy who I'm going
to go to work for, we're negotiating our little deal to see whether 1'd get Saturdays
off or not, and this guy calls me. This guy finds me somehow out there. And he
goes through his whole spiel again and he says, '‘Boy, I'll tell you what 1'm going to
do, | need one of you Harvard Business School boys down here, tell you what I'll
do, you come down and work for me, I'll give you abrand new Cadillac car.'

And so Wendt agreed to give this guy a shot. Showing up on his first morning of
work, ready to rebuild his company, he finds an anxious Harlan saying, 'Boy, before you
gonna be able to do anything for me, you gonna have to prove to meyou can sell. You go
out there and you start selling lots." With little choice or desire to do so and no price list

to speak of, Wendt set out to prove to Harlan that he could indeed sell.

After aweek, what we call a mullet came along, nice fellow, he and his wife out on
Sunday afternoon, and so | show them these lots and he says, 'How much is the
price? | didn't have any idea what | was supposed to ask, so | said, Thirty-seven
fifty each." And he thought about it alittle bit and he said, 'I'll take two." ...[Then,
Harlan] went to the other salesmen, of course, and told them they better raise their
prices because | was getting more money than anybody else. Anyway, | sold more
lots than anybody at a higher price for a month and Harlan came in and said, 'Okay,
you're in charge, now." Then he left and went to Arkansas and bought a bank and
left me in charge of this little subdivision...

Having gained some of his best insight in the scope of his career, Harlan provided
Wendt with some truly invaluable experiences. According to Wendt, "alesson that not
many peoplein acompany like General Electric ever had the experience to learn [was]
that businessis [all about] negotiating price between two parties." The second lesson he
took away from his work with Harlan dealt with small businessissues. Says Wendt,

"What | learned there with running my own small business, was how to meet apayroll.”



Taking this and other similar lessons with him, Wendt moved forward in his career to

work for areal estate investment trust company and eventually on to GE.

Asit was, GE was looking for someone to straighten out some of the bad real
estate loans they had made, with investments along the coast of Floridain condo units. At
the time, GE Capital was behaving like al other real estate lenders and merely wanted out
of this problem portfolio. Having been completely unfamiliar with the large business
culture of getting signatures on apage for approval, Wendt went ahead and acted on his
small business mentality "that you just had to do things." Fortunately for him, GE was
entirely embarrassed at the poor loans they had made and did not devote much time to
talking about it That in mind, Wendt took what he knew of the small business culture and

decided to make some pretty mgor changes for the company.

And so | just did things. ...you go along the Florida turnpike between West Padm
Beach, Florida, and Homestead and get off at any exit and we'd have one condo
project there, at least one condo project. And we had like a thousand units that
were unfinished and unsold .... And so did every other bank and financia institution.
But the banks and the other financial institutions either didn't have the money or
never thought about going in and putting more money into the weak market. Well, |
got the idea that maybe if we, that first of al, a haf-finished condo unit was worth
zero, you might as well get the damn things done and they might be worth
something someday. So | went ahead and finished al the units and lo and behold by
the middle of 1976, the market came back and we were the only ones to have
anything for sale. Everything else was bombed out buildings and we had al these
very nice units, flags were flying out in front and everything. So we sold dl
thousand unitsin 1976 and took orders for another thousand units.

Not having even crossed his mind that mgor business decisions like the ones he
made should be cleared with aboss, Wendt considers that first year at GE as his defining
moment. From that point on, Wendt clearly began to fedl like an entrepreneur, who for

thefirst timein his career, had money at his disposal.



2) WhoWeAre

Ashis career at GE Capital plotted its course, Wendt's personal life lessons began
to play outinits development Driven by his deep respect for both small businesses and
the small business mentality, Wendt was able to turn GE Capital into an organization
consisting of 26 smaller business units. With growth as their top priority, GE Capital
actively involves their employees in the search for new and profitable opportunities.
Wendt inspires his employees to seize growth opportunities by fueling excitement within
the business around being able to become a 'ball' on the chart. Currently, the company
has about four or five potential units that are growing with the end hope and goal of
staking their claim on the organizational chart. GE Capital rewards every new addition to
the 'series of balls' with a big award, which ultimately aids in fulfilling their larger goals to

be number one or number two in each of their individual business units.

Reflecting on his own personal experiences, Wendt constantly seeks to create and
recreate the small business mentality within his company. Back in the 1970s, he found
that he was able to make extremely good use of his entrepreneurial mind, and uses this
example to inspire the same actionsin his employees. In fact, he talks about how one
particular story told throughout the organization reminds the employees at GE Capital that
they are to act as a manager of financia assets, and not just a financia institution. Having
participated with severa other companiesin aloan that defaulted for the Houston
Astrodome and its baseball team, the financiers continued for about 18 months to send
money to keep the Astrodome open. Then one day, Wendt decided that something more
drastic needed to be done.

... we had to move on this. We couldn't sit still. And so | made an offer to dl the
other ingtitutions to buy them out at 30 cents on the dollar. Not surprisingly, all sx
banks said: Yes. Ford Motor said: No, we won't do that, but we'll go with you in
partner. So, we and Ford ended up in a very complex transaction, actualy buying
out the Hoffines family [the original owner] and everything, and taking over a lease
on the Astrodome; ownership of the Houston Astros Baseball Team, which I'll
never have more fun in my life, ever, playing around with that; an amusement park:



a Six Flagstype amusement park, four hotels and bunch of land, and anyway,
whatever; and | sat down a guy who we made Chief Operating Officer and we ran
that sucker for two years. Didn't know anything at al about how to run a baseball
team, but weranit. And, at the end of two years, we got back al our money, every
penny, and every penny of interest that we had in it. And our only mistake was we
sold it too soon. Should have kept it.  You know what | sold the Houston Astros
for in 1978? Eleven million dollars. Then it sold for $165 million two years ago....
Now, the leadership part was getting in there, and then the other part was in actually
taking control and applying business logic to what was arecreational thing. 1t was
amazing to us. we had a good genera manager; he was honest with us. We said:
What kind of a baseball team have you got? He said: Not a good one. And the first
year we were a free agency and believe me, Reg Jones was not going to let us pay
more for a center fielder than .... Did you see the proxy statement for GE back
then? "Left-handed, power hitting, first baseman for one million two hundred
thousand"? So, we couldn't do that, and we knew we were going to have a bad ball
team, and they actually went from fourth to fifth place in the standings during the
four years that we owned them, but we had the largest increase in attendance in
major league baseball. And we did it by marketing entertainment and not baseball.
We switched our strategy from advertising the players and talking about the great
team we were going to have, to advertisng on Saturday morning television, and if
you came to the game you got abat. We were the first ones to do that promotional
stuff....

Telling and retelling this story throughout GE Capital has been extremely helpful in
reminding employees all the way down the organization to think hard about taking
advantage of every position they find themselvesin. Infact, it has even redefined the
business for them. AsWendt reiterates, "the idea of managing problems and managing
assets and not being afinancial ingtitution, but being an operator of financial assets, came

from the Houston Astrodome situation. Everybody could seeit.”

The Astros could have proved to be avery costly investment for them, but they
were able to turn the tables and use what they had to create a success. Since then, this
story has guided many decisions similarly, causing them to think more like a manager of
problems, rather than abank. For instance, where an ordinary financial institution would
calculate the worth of a bad loan and sell it off, GE Capital would look at a bad loan and
operate it for awhile, making the best of the situation at hand.



3) WhereWe Are Going-

GE Capital isajunkie. It's got to have growth. And the message from Wendt
isn't that the organization should wean itself from this addiction or that it should seek help

at the nearest methadone treatment center. Wendt seems to be prescribing an overdose.

If you ask Wendt what GE is going to do differently heislikely to respond "We're
going to do alot more of what we've been doing.” At arecent small meeting of GE
Capital leaders that we attended, Wendt revealed where he wants GE Capital to go. "l
think by the year 2000, we can be making $5B in net income." That'sright, the"B"
stands for Big Ones. $5 Billion, and thisis just a division of GE.

Wendt's description of how to get there is a continuation of his belief in small
business and in individuals who take charge. The message that GE Capital continuesto
send to their customersis one that originated both within Wendt's personal life and within
earlier development of the company. Through the execution of small business maneuvers
and challenging situations such as the Houston Astros, GE Capital's message today has

evolved to promise that "our business is helping yours."

In order to live out that vision, and simultaneously grow to $5B in net income, GE
Capital is going to need twice as many leaders as it currently has. With people and money
as its primary resources, filling in the people portion of the equation has become their
magjor focus. Because of their excellent past performance and affiliation with GE, the
money aspect for GE Capital is not where the problem lies. With its 26 business units
currently in place, GE Capital has roughly 500 people in leadership positions around the
world. SaysLarry Toole, President of HR at GE Capital, "Trying to keep thosejobs filled
with the most talented people in the world is the issue. We need a constant stream of
developed people.” GE Capital's 20% growth, coupled with anominal 10% turnover
rate, generates the need for approximately 30% more leaders every year. Thisiswhat
feeds Wendt's constant cry for small business leaders at all levels.



Originating in his small business background with Harlan, Wendt learned to be
fond of and abig believer in small business. Today, he has perpetuated this fondness
through GE Capital's organizational structure as awhole series of small businesses
connected in someway. Building on lessonslearned early on in his career, Wendt is
continually looking for more entrepreneurial minds and leaders. Today, he uses his existing
26 business heads to help him both further push on new growth opportunities and groom

others to assume these same positions.



Case example#2: Bill Pollard, ServiceM aster

1) Whol Am-

Bill Pollard, Chairman of ServiceMaster, characterizes his life-shaping experiences
into a series of three segments. The first of these segments happens to begin with his
career as alawyer, fresh out of Northwestern Law School. After trying out work in abig
Chicago law firm, Pollard and afriend decided that building their own smaller firm might
suit them better. Slaving away at making his firm a success, Pollard found himself

confronted with amgjor turning point in his career.

...a 33-, 34-years old my wife found me out cold in the bathroom at 4:00 in the
morning. And really what was happening to me was the law was becoming ajealous
mistress in my life and that was really what was developing. And | had a bleeding
ulcer, very serious bleeding ulcer. So | went through... some serious surgery, forced
to take some time out, forced to take some time to reflect. And aso reflecting not
only what | was doing on a spiritual side of my life, was | contributing to the God |
said | believed in, but was | contributing to the family which | was trying to support.

The onset of his health condition forced Pollard to take a step back and reevaluate
hislife plans. In doing so, he came to the realization that he needed to pour some more of
his time into two things that were very important to him. Making a new place in hislife
for both hisreligion and his family, Pollard recovered from his ulcer and moved into phase

two of his career path.

At this time, Pollard was coincidentally approached by the president of one of his
clients, who happened to work for the religioudly-affiliated Wheaton College. Taking his
health into consideration, and realizing that a job in the academic community might leave
more time for family and religion, he decided to give academiaawhirl. Not too far into
thejob, Pollard found that he had too much of amanager in him to handle the bureaucratic
academic life. He wanted to change opinions, motivate faculty, and institute incentive
compensation at the school. Discovering that he was "spoiling his leadership” at the

College, he once again reevaluated and thought he might give law one more try.



| looked at some of my failures in relating to the academic community, from a
management point and said that clearly this is not where | should be, this is not
where I'm going to be most productive. And | was set to go back to the practice of
law.

However, towards the end of his tenure there, the College received a gift of an
operating coal company, which marked a turning point in phase three of Pollard's career.
The gift of the company to the college came at the time of the auto market when the price
of coal was going from $7/ton to $100/ton. Unfortunately, because it was not clear as to
what provisions would be made for the trustees of the company and the owner's wife, the
College became heavily caught up in legal matters. Before he knew it, Pollard found
himself in the middle of all the discord, trying to protect the college's interest by getting
the company sold. Having witnessed his gratifying work on the coal company disaster,
two of Wheaton College's board members approached Pollard and invited him to consider
acareer at ServiceMaster. These men happened to be Ken Hansen and Ken Wessner, who
were then chairman and CEO of ServiceMaster, respectively. Mentioning the potential
opening for CEO in the future, Pollard became increasingly intrigued by the offering, and

began to press Hansen about the promised position.

...that's an episode where he got up and walked off in the middle of the interview
and just kind of walked away. ... and | thought the whole thing was over. But then
he called me and said, "Y ou know, here's what | was doing. If you're coming here
just for a position, you're not going to be successful at Service Master. If you're
coming here to serve and contribute and that's what we're al about here, then
you're going to have afine, so, that kind of shook me up...

After that incident, Pollard took time to focus on what ServiceMaster was
about as an organization and for the first timein his life, began to think in their sort of
terms, rather than all for himself. Getting beyond the focus on his own career longevity,
Pollard decided that like ServiceMaster, he too was ready to begin providing service to

others.
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2) WhoWeAre-

A perfect complement to his early struggle for a spiritual and work balance,
Pollard found his niche in his new role at ServiceMaster. Reflective of his own importance
for both religion and family, as repeatedly seenin his personal history, are ServiceMaster's
corporate objectives and attitudes today. Prominently displayed in all the company's
offices and in its annual reports, the first of these corporate objectivesis to "To honor
Godin al wedo." In fact, the company nameis merely a shortened vision of "Serviceto
the Master.” In addition, avisit to corporate headquarters would find portraits of
founders Lillian and Marion Wade, Jean and Kenneth Hansen, and Norma and Kenneth
Wessner in the lobby, perpetuating the value of family partnership to success. Because the
emphasis on family and religion are clearly articulated in the daily agenda of the company,
employees, like Pollard, tend to self-select into ServiceMaster. One lifetime employee
stated:

When people come in for an interview and see quotations from the Bible and our
objectives on the wall, and when they talk to us and see how we try to implement
our corporate objectives in a day-to-day manner, they either warm up to the way we
do things or they are immediately turned off.

Pollard tells a story often within ServiceMaster about the company's evolution that
nicely incorporates these two ideals central to his beliefs. By repeating the story of how
founder Marion Wade and his wife originated the business, Pollard is able to recreate for
his employees the notion of afamily-oriented culture, that ties in the equal importance of

religious beliefs.

Our first business was something we don't even do today and that's moth proofing,
which again gets into the whole importance of change. But, as he [Marion Wade]
was doing moth proofing, he identified that more and more people had wall to wall
carpeting in their homes - this was in the late thirties, early forties - somebody had
to figure out how to clean that carpet. And if he could figure out how to clean that
carpet he'd have two services he could deliver when he went to the home. And then
how did he do that? Well, then he got chemists from Northwestern who were his
friends, they talked chemistry, they came and experimented in his basement in the
washtubs on different products, and they developed a product that would crystallize
around the dirt particle to be vacuumed up. So he had his product now, so then



what was he going to do: was he going to be in the product business or was he
going to be in the service business? He had a big decision to make and his focus
was on service because service involved people and he wanted to relate to people.
And this got into why he was in business, because he had avision. He had avision
of mission cause he believed were important; created in God's image with value and
worth. And he wanted to relate his faith in how he treated people and so that's
relative to the service side. So you get the whole story of the roots and how we got
started, plus interjecting the importance of change and of aways being in the sdlling
mode, aways identifying opportunities. And the last point is ownership. And, you
know, he owned the whole thing. But he had a practice of, as soon as we were
incorporated, of selling stock to the employees even though there wasn't any officid
system for that He'd loan them the money and they'd buy the stock from him. And
he used to go over through the whole company and sell stock that way. And today
over 20% of Service Master is owned by employees. And then we talked about the
importance of stock ownership and participating in the results. All that comes in
from kind of just summarizing the founder. And so | often use the founder story. |
have different stories about Hansen and Western and so forth, but that founder story
isagood one. Itbringsitallin.

Not only does this anecdote told time and time again throughout the company,

bring home the importance of religion and family at ServiceMaster, but it also capitalizes

on the company's extreme focus on aways identifying new and innovative opportunities.

It has turned ServiceMaster into the hearty portfolio of companies that it is today.

Learning to assess the true conditions of the market early on, ayounger ServiceMaster

that was largely involved in providing management services, became increasingly aware of

the need to expand into a more consumer-oriented market.

...[our move into] the whole consumer services side was based upon what we sense
was happening out there and that was the increasing two wage-earner home, that
there would be more and more discretionary buying of services around the home
that the market could maximize, we wanted to be dominant in each one of the
service units and bring a single source, which we're doing, as part of the services.
And so Terminix gave us the lead. But we also got a maid service high position
after that, our relationship with getting into the lawn care business and we started
the lawn care business...

Also highlighted in the founders story above is ServiceMaster's huge priority on

employee ownership today. This and other stories told within the organization help to

paint aclearer picture to all of their employees as to ServiceMaster's good-natured

16



intentions as a company. People development and the ability to participate in the results

together are some of the most central ideas at ServiceMaster to date. Infact, the

company's second corporate objective, "To help people develop”, is explicitly stated by

Pollard to be an end objective of the business, while their third and fourth, "To pursue

excellence" and "To grow profitably"”, are merely means objectives. A second story that

tiesin these same ideals is an account of apersonal experience of Pollard's, once hejoined

the company.

Service Master was supporting a project where we paid for the materials to bring
water from the mountains to the K... Indian villages. And this was so that the
women wouldn't have to spend six to eight hours a day with water pots on their
heads going to the source of the water and bringing it back to the village. This was
so that they could actually pipe it. And we provided for the piping and the
engineering. And, lo and behold, the village could have a spigot coming right out
there and they could turn on the faucet and there's the water, the water would be
there. That was the project. Not a very complicated project. But in this whole
process, we helped the Indians form a public utility so that could assess themselves
for the maintenance. We provided the initid capital for the maintenance. And, as
we were going through al of this, | said. 1'm going to go there and see what
happened. | want to spend a week with them. | want to understand how they redly
implemented this organization, how they enforced it and how they worked together
and see theresults.” Well, | guess that whole process, as | went to listened to them
and as they participated, it kind of, it brought back, as | came back, it brought back
a more fundamental appreciation for me in the whole process of participation and
ownership of this firm and ideas. And you know | saw this being done in this very
rural, primitive state. | saw the magnitude of what was being accomplished and the
pride of the thing that was accomplished. So that as | saw that principle at work in
anew and totally different environment, it came back to me and it help me to say,
Okay, let's reevaluate, where are we now on some of our encouraging participation

and, as aresult, ownership in some of the ideas around here.
For Pollard, the ideas and values of the business have aways had a dependent

relationship, as seen in hisrecount of the Akitu Indians story. Their linkage has caused

Pollard to constantly be on the lookout for ways to renew ideas through ServiceMaster's

values.
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3) WhereWe Are Going-

Stemming from ServiceMaster's fourth corporate objective, "To grow profitably”,
came a strategically set long-term goal to double their customer base every five years,
known as "2 X 5" within the company. First metin 1994, this goal continues to challenge
ServiceMaster to deliver the high quality service to their increasingly large customer base.
In 1985, Pollard reported, "Because this company is dedicated to both the development of
the individual and our ministry to an increasing number of people, growth is an imperative.
But given the size we have achieved, unless we find new ways of managing growth that
are compatible with our basic objectives, we cannot achieve the goals we've set for
ourselves." Strangely enough, this statement is still the overarching plan as to how
ServiceMaster will continue to grow.

In the recent past, ServiceMaster's Consumer Services division has set forth a
growth objective through providing their customers with one-stop shopping and problem-
solving. By establishing a hotline that continues to unify their many services,
ServiceMaster is upholding their long-term goals of growing the business while remaining
in sync with their unchanging corporate values. Their 1-800-WE SERVE initiative has
lead to increased revenue and "increased opportunity for cross-selling and new business’,
and all because they have stayed within the realm of their strong value-based framework.

Asfar as ServiceMaster's Management Services initiative, a continued effort to
give even more to their customers has proven their pledge to "grow as we serve, while
delivering the promise of value to our customers.” By integrating many of their
management services as well, they have been able to introduce a new re-engineering type
focus into some of their hospitals and other customers. Ultimately, Management Services
intends to move each of the individual services workersinto self-managed teams where
thereis alarger emphasis on the process as awhole and ServiceMaster's overall

contribution to their client.



Perhaps it is best said in the closing of ServiceMaster's 1994 annual report where
Pollard and CEO Carlos Cantu thank those who have really made the company what it is

today.

Our vision continues to be an ever-expanding and vital market vehicle for use by God to
work in the lives of people as we serve and contribute to others. Itisthe people serving
our customers who make it happen day after day. We are indeed thankful to all them for
another great year.



Case example#3: Father Cunningham & Eleanor Josaitis, Focus: Hope

1) Who!l Am-

Father William Cunningham has risen to every single challenge ever presented to
himin his life, dways determined to walk avay awinner. He encountered the very first of
these challenges, after he watched the devastating riots of 1967 take their toll on Detroit.
Quitting hisjob as an English teacher at the Sacred Heart Seminary, Cunningham |eft to
take on the city in what most believed to be an uphill battle. After some discussion, Father
Cunningham arranged to take over as pastor of an inner-city church, where he would
attempt to tackle the racism responsible for theriots. Now heading up one of the city's
largest success stories to date, Father Cunningham has turned around the city of Detroit,
dedicating hislife to a singular challenge -- the challenge of creating a peaceful, just
society for all.

| can't keep teaching Beowulf and Shakespeare and English composition. Not as a
priest, | can't. We've got to do something about it. We've got to get involved in
what is happening here and do something about this terrible situation. Here in 1967,
| saw the church gtill way behind the pitch, anfully removed from the mgor mora
challenge of our time.

Fedling it hisresponsibility to lead the church in amore active societal role, Father
Cunningham happened upon a meeting with future co-founder Eleanor Josaitis. At the
time of their meeting, Josaitis was a suburban housewife, raising five children in Taylor,
Michigan. The two met when Father Cunningham was assigned to her parish for weekend
duty. As an avid follower of Martin Luther King, Josaitis had become fascinated with the
challenge that Dr. King had presented and like Cunningham, was ready to assume amore
activist role. What started for Josaitis as merely a picket sign march around the perimeter
of aKu Klux Klan rally, quickly became lengthy protests against the racist policies of
inner-city stores. Her need for action till not satiated, Josaitis soon entered into a

partnership with Cunningham where together they became determined to make a
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meaningful difference. Challenged by the call for peaceful integration, Josaitis and
Cunningham set out to do what no one else had been able to do before.

Cunningham's courageous attitude to tackle the seemingly .impossible did not fall
out of the sky. Growing up, rather, he had been taught by his father to treat a tough
situation as apersona challenge of sorts. This lesson learned early onin his life still drives

the organization today.

If somebody says it can't get done, that reminds me of my mother who would
aways say, 'You can't make a silk purse out of a sow's ear, son." And every time
my dad would hear that, he would pull me into the library and say, ‘Listen, let me
tell you something: The only way you're ever gonna make a silk purse, is out of a
sow's ear." And from that time forward, every time we confronted disaster, we
looked at it to say, Now somewhere in this pile of maneuver is aracehorse, and we
went after it.

It was this very lesson that helped Father Cunningham pull together his first
attempt at breaking down racial barriers. Throwing aparty for both blacks and whitesin
downtown Detroit, there was not a person who did not see a potential riot breakout in the
making. Nevertheless, on hisvery own father's advice, herose to the challenge... and
succeeded. Had it not been for this early emotional experience and his inability to watch
from the wayside, Focus: Hope would never have taken off. A miraculous result of two
down-to-earth individuals, Focus: Hope has perpetuated Cunningham's need to prove the

impossible.

2) WhoWeAre

The storyline for Focus: Hope builds on the stories of personal courage and
determination of Josaitis and Cunningham. It's a story where actions speak louder than
words. Onein which the extraordinary commitment of two ordinary individuals is making
opportunities for tens of thousands of people. It is one of consistence and is best summed

up in their organization's mission statement, which has not changed since its inception.

Now, people have sad to us, 'Hey Eleanor, it's twenty-five years. Why don't you
change that logo and have the hands clasping? Well, I'm not naive and no one in
thisroom is. We 4ill have along way to go before we have ajust society. Based
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on our purpose and our mission, like any good business, we have a misson
statement. And our mission statement was written on March 8, 1968, and it is
identical today and hangs in al of our buildings. And the mission statement reads:
Recognizing the dignity and beauty of every person, we pledge intelligent and
practical action to overcome racism, poverty, and injustice and to build a
metropolitan community where all people may live infreedom, harmony, trust and
affection, black and white, yellow, brown, and red from Detroit and its suburbs, in
every economic status, national origin, religious persuasion, we join in this
covenant. This, ladies and gentlemen, is exactly what Focus. Hopeis.

"We had one goa when we started, and we have that same goal today,” says
Josaitis time and time again. Never having lost sight of their mission, Cunningham and
Josaitis have made it apoint to ask themselves whether each and every step they take
walks them closet towards their common goal of building a partnership between blacks
and whites. Their answer having aways been 'yes', the two aso constantly remind
themselves of just how far they have come. Recognizing that they have indeed
accomplished a great deal, Cunningham and Josaitis are the first to admit that they still

have awaysto go.

The first evidence of intelligent and practical action took place when Father
Cunningham and Josaitis listened to scientific experts for advice. If not given the proper

food and nutrition during the first three years of their life, they were told, babies would

lose aportion of their brain power. Furthermore, they were told of the hazardous effects

of the violence syndrome in the early development of children. "Equal opportunity means

nothing if the child is not given equal capabiHty from birth," was Cunningham's response.

With that as their primary encouragement, Father Cunningham and Focus: Hope took
their very first step towards intelligent and practical action, and started a food program
that fed pregnant women, nursing mothers, and al children up through the ages of six
years old. Serving as the nation's largest commodity supplemental food program today,
Focus: Hope's Food Prescription Program provides a monthly supply of nutritious
supplements to over 50,000 at-risk mothers, infants and pre-school childrenin five

metropolitan Detroit distribution centers.

22



Other stories at Focus. Hope show that it is constantly evolving and rising to meet
only the newest standards of demanding founders, in a demanding environment.
Adamantly focused on the need for change, Father Cunningham has never teen, nor will
he ever be satisfied with meeting the challenges of old. The two constantly raise the
expectations of themselves and pass these on to the organization. At Focus:. Hope, there

is always a case for change.

Change. If we're not about the business of change, every single second of every,
single day, then we are in the funeral business, the embaming business. We want to
preserve old ways and that runs directly contrary to the whole purpose of life, from
my point of view. The whole purpose of like is to change everything you can, every
day of doing it, to make progress... Inlast year alone, we made more advancements
in technology than in all recorded history to this moment. Do you still want to go
back?

Reminding his organization of his drive for change, is a statement that sits on
Father Cunningham'’s desk of something that he once said. That statement says, "If you
don't make change your best friend, then change can become your worst enemy.” Well,
change almost became Focus: Hope's worst enemy, when one day they received a call and

alesson for life.

Then the telephone call came. | will tell this story every opportunity | get to stand
on my two feet. This woman called and she said, "Mrs. Josaitis, | understand that
you have food." And | went rattling on about this fabulous program for nursing
mothers, and pregnant women, and babies. And then came along, long pause. She
said, "l am seventy-two years old. Do | have to get pregnant before | can get some
help?' And she told me off, like only your grandmother catell you off. But | had it
coming to me. | heard every single word the woman said to me, What | did not
hear was the fear in her voice.

It was that very voice that tipped off a choice Josaitis and Cunningham made to
control their organization's own destiny, and make change indeed their best friend. They
hired two researchers, gathered enough information to fill an entire room, and marched
themselves up to Washington, where they stood in front of Congress and asked if they
may please give food to seniors. Five years and thirty-two testifications alter, the

determined couple got their wish and were granted national law to provide food to the
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elderly. All as aresult of their courage to rise to the challenge and to readily embrace
change, the two set out to accomplish, and accomplished. Today, by way of intelligent
and practical action, the Food for Seniors program reaches 34,000 |ow-income older

adults in 45 metropolitan Detroit communities.

Still reiterating the organization's unyielding commitment to change and their
response to people's needs, are other stories within the organization. As Josaitis best puts
it, "We will fight with every ounce of courage we have to see that people have food when
they need it But, we will fight with equal courage and passion to take people off that
program and into the financial mainstream.” With years of success behind them, it took a
step back for Josaitis and Cunningham to realize that keeping people on a constant food
program was not in line with their mission of intelligent and practical action. No longer
would they be satisfied with smply feeding people with food. What they needed was a
means of weaning people off of afood program and into a position where they could

provide for themselves. What they needed was to be fed with skills and training.

The realization began to dawn on us al that feeding the hungry is more than just
giving them ameal. If we redlly believe in human dignity, it is providing them with
something more -- the wherewithal to provide for themselves. (Eleanor Josaitis, NY
TIMES)

Today, Josaitis and Cunningham are celebrating because they are feeding less
people each month. Sound strange? It shouldn't. A product of intelligent and practical
action, once again, their commitment to agoal has been met. Under their leadership,
Focus. Hope has been able to decrease the number fed monthly by their programs, by
placing themin on of the organization's three training programs. Focus: Hope'sfirst of
these programs, the Machinist Training Institute, was formed to train students with
precision machining and metalworking. Their philosophy that education is meaningless
without a sense of realism and practicality formed the foundation of this successful
program. Today, this accredited school has trained over 1000 MTI graduates and boasts
100% placement either into jobs or higher education.
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After initialing this program, Cunningham and Josaitis tested 187 men and women
with High School diplomas, only to find that a mere 27 had passed the equivalent of tenth
grade math. Again recognizing the need for corrective intelligent action, the two headed
up a fast-track education program designed to either improve student's short-term job
skills or to prepare them for alonger course of study. To date, this program which has
been appropriately named Fast-Track, has successfully turned out thousands of skilled
men and women. Some of these individuals have gone on to register for Focus. Hope's
MTI, but for those that have not, Focus. Hope has still offered them a tremendous gift -

the means to provide for themselves.

The most recent set of stories both in the press and within the organization remind
people everywhere to have high expectations and continually raise the high bar. Father
Cunningham's most recent example of this came when he raised the bar at Focus: Hope
even higher and decided that giving people a job aone was not enough. "Helping akid
find ajobisauseless goal. Wewant to prepare people so that when they leave here, they
have the skills to get their own jobs, and ajob requiring skills that almost no one else has.”
And from that vision, stemmed the highly esteemed world-class Center for Advanced
Technologies. Having received recognition from all around the world, including a
personal visit from President Bill Clinton last year, this program thrives on the very words
of their original intent. Nicknamed CAT, this program has an extended mission of its own
to completely revamp American engineering. Not ignoring their larger goals, Focus: Hope
intends to change the course of international manufacturing, while simultaneoudly tearing
down racial barriersin the process. Proving to the world that inner-city minorities might
just be our next world-class engineers and scientists, this center goes way beyond the
scope of what anyone dreamed Focus. Hope would be. Much like Cunningham's
individual personal challenges offered by his father, the CAT has a challenge of its own.
On awall in the smaller of two buildings of this "Star Trek-like" facility, reads the

following:

A challenge has been offered. "To boldly go where no one has gone before.” We
accept the challenge. The gauntlet has been cast. To not only exceed, but create a
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new "curve of obsolescence.” We accept the challenge. An ultimatum has been
issued. To make "Made in America' mean THE STANDARD to which al nations
must strive to achieve. We accept the challenge. We, the first installment of the
Center for Advanced Technologies, accept the challenge of serious work and study
hours; of sacrificing the short-term gain for the long-term goal. Becoming "THE
ENGINEER." Thisis our commitment.

Each and every endeavor set out to be met by Cunningham and Josaitis has been
both the direct result of a challenge presented to themselves and of intel Mgent and practical
action. Lessons learned in each of their earlier lives, have paved the way towards Focus:
Hope's future. Building alittle bit more as they seefit, their organization has become a
global prototype of remarkable success, but even as Josaitis herself putsit, "In al that we

have accomplished, | am going right back to our mission statement.”

3) WhereWeAre Going-

Focus. Hope today is a story people can identify with and one that keeps them
motivated in the face of constantly negative reinforcement from the news media about
society. It's one that keeps volunteers focused on helping even when other pressing issues

boil over. It's one where every situation is treated by al as a personal challenge.

It's a story that makes everyone who touches Focus. Hope want to be apart of it.
It's one that reminds us that everyone can and should make a difference. It's one where

impossibility is only a matter of character, and one where limitations do not exist.

It's a story that stems from the earlier lives of two remarkable individuals, who
above all have been taught to embrace change and accept each and every challenge that
crosses their path. To this day, Josaitis and Cunningham play these ideals out in their daily
lives and in their organization. Though Focus. Hope has come along way, they will tell

you, they still have more to accomplish.

While Cunningham claims that Detroit is twenty years ahead of Chicago, thirty
years ahead of Los Angeles, and 100 years ahead of Europe, he and Focus. Hope intend to



take that even further. Today Father Cunningham invites people to embark with him on
his ultimate struggle "to make something work that has never worked before". He offers
them the chance to be pioneers-- to be the first ones to build ajust and peaceful society
and attack the last vestige of racismin society. Using Focus: Hope as proof positive that
it can indeed be done, Father Cunningham will show the world that those inner-city

minorities once believed to only negatively contribute to society can prove to offer some
of the greatest contributions in the world.

We have the opportunity to pull together the first society in the history of
humankind, of al varieties of people. We have to knock down the last bugaboo of
racist conclusion that black men and women are not suited to contribute to society.
We have at Focus. Hope, some of the finest men and women who can compete with
the top engineers and scientists in the world today. They are world-class. And
where do they come from? These gems. Have they been brought in from Germany?
Japan? They come from the very streets of Detroit, and there's nothing like them in
the world. We're going to prove to the world that the people who we have
discarded, the people we never alowed in the machine trades, are these individuals
making miracles a Focus: Hope today. So, we are making history. We are
changing people's way of thinking and doing things. In the next ten years,... we are
going to turn this world around on the fulcrum of the city of Detroit, the city of
Destiny, the Broadway of civil rights. But it will only be with the highest of
expectations of us al. The highest expectations of our brothers and sisters. And I'll
conclude with these remarks... 1've never been accused of being reasonable, but on
the other hand, 1'd like anybody to compare miracles with us right now.

Though he very well could, Father Cunningham does not use fear to recruit people
to contribute to his cause. Rather, he sets a high expectation for everyone to meet.

Knowing what he has done, people find themselves eager to rise to that very challenge.

This building is a symbol of suff that has never been done before. A Catholic priest,
a suburban housewife, a minister, a judge and a few others, al got together and
made this good stuff happen. What are you waiting for? Go boldly where no one
else has gone before.

The opportunity has been given. All it takes now is some intelligent and practical

action...
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1. General Wayne Downing, Special Operations For ces

WHO | AM:

Generd Wayne Downing, Commander-in-chief of the Specid Operations Forces
Fether killed when hewas only 5

Helped his mother run the family and raise 2 younger Ssters

Raisaed in afamily that lived just above sustenance leve

Borntolead

First leadership position - System Petrol Leader in Cub Scouts

Second position - high school class president 3 out of 4 years

Bdieved he had an innate tendency to lead

"Usmilitary guys, leadership is our bread and butter, that's what we al think we are, whether we are
or not."

Beieved he was destined to lead; if not given the crystd clear opportunity to do o, then hewould
seize one ayway

| went to military academy. Did not redlly do well in theforma part of the military academy. Infact,
got into alot of trouble at the academy. There were acouple of times there that they were on the
verge of bouncing me out of there because of discipline problems. But the leadership part of it Hill
goes on, because you know | was ane of the formd leaders. Y eah, leading people to do things that
they shouldn't have been doing. But, you know, it was bresk from the routine, you know, in my mind
you kind of had to do those things. But | think it was also, in some respects, arebellion because they
didn't choose me to be one of the principa leaders, that | would be another leader. So | showed them
| would do it in another way.

| was dways an informd leader. | mean | was aways one of the managers of the group.

Committed to success

Asaboy, he and his mother had to congtantly reach higher to achieve more and more things that
seemed unattainable

From this, gained an amazing sense that if you did set out to accomplish something, you could in fact
succed

Became committed to succeed in dl he did in his future life and truly believed that he could

But that was areal maturation process for me - very, very young, at the age of five or six, where |
redized that | was redlly the only person my mother had at that time to help her. We had some very
major problems, and how | would absorb those things. And so that was a big lesson to me, you know,
to just set goads and just keep going. And so, and my mother was the type of person that you know
sheis atremendoudy strong-willed person and | guess she probably transferred alot of that to me.
So | think alot of what | have achieved in my life has been, in many respects, just been by dint of
perseverance. In other words, a couple of people put on my fitness reportsthat | had aindomitable
will to succeed. And | don't know if that's redlly true or not, but | do know that 1've been able, |
think because of those early experiences, to redly focus and pay the price. And | know alot of people
at times would you know kind of down play their capability to do certain things, but long-term |
aways come through and | dways did.

With the right outlook, you can get things done

Learned this by refusing to let asthmabring him down



| was, to complicate al this busnesswhen | was ayoung boy, | wasadso, | had asthma, whichisa
terrible thing for akid to have, especidly when he's six, seven, and eight years old. And so | was
physicaly wesk in alot of respects, and of course | didn't want to be physicaly weeak. | wanted to be
srong and do everything that all the other boys did. And | can remember people saying, "You can't
play basketball, you can't footbdl, you can't play basebdl, you aren't going to be able to do these
kind of things." The doctors told me these things. And | just blew it off. | said, "1'm going to do it."
And | didit. Andevento thisday, | know | had, | ill haveallergies, but I've done everything. I've
done every physica thing that | think that | could possibly do. And my lungs, to thisday, are
probably are only about forty-five to fifty-percent of capacity. | went through West Point that way: |
just refusad to let it bother me. | became amarathon runner, | mean, | didit al. | think it'sjust the
fact that if you have theright outlook, that you can get things done.

Had his own formula/definition for leader ship based on personal experiences— 1) must prove
your technical/physical abilitiesfirg, 2) must be able to identify with you and reate to you,
more so than it hasdo with rank, stature, 3) mus exhibit a successful track record

1) Ability firgt, then comesthe rest

it's technica proficiency that you actualy have to have and also they start having confidence in you
and they know, and you know you're contributing and you know that you're making decisons. And,
of course, that isavery, very big thing.

| think one of the ways where | made my bones with thisunit isthat we wereto Taiwan, flew to
Taiwan, wejumped, we all jumped in, very bad flight, we were dl sick, | wasredly sick,... | had
hest progiration practically. But you know we went off on one of these 20-mile hikes up in the
mountains like you have, and | get there and | wasn't going to quit so | just kept going. Findly, at
the end of the night, | was on the top of the damn mountain with my platoon. And that was abig
thing. That was a thing where they knew | could hang in there with them and | could do the physical
things. And 0 it was one of those things where you kind of get hardened, you know, by the fires of
the mission; by what you haveto do.

2) Believed he had figured the essence of the Army out - you exhibit what people want to see and you
will succeed as aleader

| had only been in the Army three years, four years, I'm 25-, 26-years old, and then dl-of-a-sudden |
figured the Army out. | mean, at that point there, | figured them out. | mean hereit's 30 years later
and everything | learned then was exactly right. Rank doesn't mean anything. If you'reright and
you're contributing to the mission, if you're doing thing properly, you can blow off anybody. And
people will recognize it. And so you know this lets you figure things out, how to approach people,
how to deal with people, and then you know in the organizationd culture and ethos of the
organization, al-of-a-sudden you figure out how it works. Y ou know, how does the organization
work? What isthe ethos? What are the values? What are weinterested in? What is important?
And then you just live and personify those values. You live and personify that ethos. And then, once
you've done that, then the organization comesto you. You don't haveto go to the organization. And
then, about that time, too, during that period, al-of-a-sudden | figured out that you can do, it's
possibleto do just aout anything you want to do. And so that was anather thing that | think redlly
helped me, and it gave me tremendous confidence in that | really became absolutely convinced that
there was nothing | could not do. And so when you fed this way, and you believeit - which | did
believe, and redly till do - then, al-of-a-sudden you put off certain vibes and you put off a certain
aurato people, and people cometo you.

3) People see you can succeed and want to help your cause; that gains you the most credibility

| was the interpreter between the military uniformed guys and these real smart civilian whiz kids.
And I'd say, "Okay, thisiswhat this guy means. Hey, thisis what thisanayss means." Andthen|
got into the analysis piece of it and found | could do that. So that was another tremendous confidence
builder. | went down there and | figured that one out, | knew how to do that. Then, al-of-a-sudden, |



ended up in the Pentagon and said, "Okay, | figured this one out, too." | think | figured out what
makes this go and this thing over here.

When you got in the Ranger Units you were deding with very, very high-talent people, the best, they
were dl hand-sdected, the best people that they had in the Army. And then, of course, then you had
achanceto really do some things. Things that people said were impossible. "You can't do this."
Andwedidit. Youknow. And there was nothing we wouldn't take on. And we weren't foolhardy,
we weren't crazy. What we were, we were smart. We figured things out.... But I'l1 tell you, those, |
mean, it was a heck of a unit because everybody did what everybody else could do. | mean, we
jumped, we did everything together. So that private could look out and see his sergeant, see his
lieutenant, his captain, his sergeant major, his colondl, because every one of these guys could do it
And s0 it gives you tremendous confidence.

WHO WE ARE:

A unit whose misson has changed from old style, unconventional warfareto more peacetime
engagement activities

The ahility to influence people think and the way they act was going to be very, very important to us.
And so we needed Specia Operations Forces in order to accomplish this. That's what we found out.
So we, S0 the environment for uswas very, very positive. We have got a capability here that the
country needs very, very badly. We got a problem here in that many of the people don't understand
what it iswe need. | mean they don't understand what it is we do and how we can help them. So
we've got a marketing problem. And that became one of our goals. So we had to get out to our
customers, we had to determine who our customers were and who our important customers were.
And we did. And then we had to get out and sell that product to them. Now, the way the world
worksiswe had alot of opportunities to get out and show what we could do, and the guys and gds
did amagnificent job. And so we went from an areawhere we doing practicaly nothing in foreign
internal defense to a point now where probably haf of our overseas work isFID.

A unit of " Quiet professonals’ working towards a common goal

we had never put this down on paper. The only thing we had ever put down was the term, "Quiet
professionals”” That was something that we liked: quiet professonals. Didn't go around telling
people how big and tough and bad you are, like Marsenco. Instead, we go out and do it, and people
look at you and say, "Hey, that guy redlly, they redlly are good. They can redlly do what they're
talking about." And that, to me, isthe highest form of praise.

we define leedership as, | wouldn't say we, | guess | would, isthe ability to get people to work
together towards the common goal, the common objective.

A unit that uses coaching as primary means of development

Because of the Army culture and the way they worked, you know, as an officer it was my
respongbility to work with the other officers. Thelevel that | have aways espoused, because | think
it gets the right emphasis, istwo levels down. In other words, I'm oriented at the guy working for me
and the guy below him. That'swherel'mat. Now, with officers, that's fairly easy. So, what I'm
doing isI'm, you know, one thing, I'm trying to be arole model. | most personify what it isthat | am
trying to preach that | want them to become.  Andit's not one of these things: Do as| say, not as|
do. You've got to live it. Y ou've got to wak the talk. And then I've dways fdt that one of the most
important functions | have as aleader is to look down and select the next generation of leaders. And,
of course, we had toolsin the military to do that, and that was the Fitness Reports, the Efficiency
Reports where you could do that. And the thing | dways told the people who worked for me,
epecidly as | got more senior, "Y ou got to do thisand you've got to do it right. And if you don't
make that distinction, and if you give them all a grest report, that means somebody elseis going to



make that decision and they're not going to know them as well asyou know them. So you've got to
havethemora courage to make those decisons."

Thereare alot of other times where | would gpproach people very obliquely. Sit down and tell a
sory. "Hey, that was avery interesting exercise you guysran last time, you know? | saw this, this,
andthis. Anditwasredly good. You know, | had something happen to meback in 1975, you know,
we werein Germany and this happened, | did this." And, generdly, the technique | dways liketo do
is| like to make mysdf the butt of it. "Hey, | really messed thisup.” You know, or, "I didn't do this
well and it redly bothered me and it took me two weeksto figureit out,” Or, "It took two years for
me to figure out what had happened. And herewasmy failing. | had forgotten this, this, and this."
And, of course, kind of whet I'm doing is, in some cases I'm dretching the truth. But I'm telling this
guy what it is he needs to know.

A unit that believesin developing leaders and, beyond that developing leader swith a prescribed
et of values

you can develop leaders. | mean, thereis a schoal that says that everybody's either born withiit or you
don't haveit. | don't believethat. | think every leader is different. | think there's alot of Stuational
agpects to leadership, but there's alot of different personalities that can pull the leadership thing off.
In the case of the military, it was fairly easy for us because you know the thing that we ascribed to be
werewarriors. Warriors who are people who are servants, servants of the people, who are not a
warrior class unto themselves, who serve the country, who serve their fdlow citizens, and what isit
that this country expects out of its military as warriors? And we came up with some basic things, you
know, they wanted us to be hones, they wanted usto have integrity, they did not want usto
embarrass the nation, they certainly wanted us to be capable of executing anything that we were asked
to do. They wanted us to be sewards of the resources that we were given. They did not want usto be
wagteful or anything like that. And so you know out of that we needed people who were going to be
cregtive, o we had to creste a command environment that was going to let those kinds of qudities
develop and emerge.

one of thefirg thingsthat | persondly did was| said, "If | find week people who are not, who do not
personify the ethos of this organization and do not prescribe to the values, | personaly am going to do
everything | can to drive them out of the United States Army." These people are going to go. I'm
going to call a gpade a spade. If you're wesk, it doesn't mean I'm going to throw the book at you the
first time it happens. I'll work with you. But 1'm not passing by sub-standard people. I'm not going
to accept sub-standard performance. And, you know, that's just me. But | think alot of people are
doing the same thing. | told you that when we got into the Rangers and we started the Ranger
battalions, we said these are going to be full-participation units. Everybody in hereis going to be able
to do what everybody elsedoes. We're going to have sandards. We're going to uphold the
gandards. We're serious out it. People are going to cry, people are going to get upset, people are
going to write their congressmen. People are going to go to their fathers who are generals and say
that these people are treating us bad. But we're going to toe the line. We're just going to say,
"That'stheway it is. And if you don't want it thisway, then get rid of us and bring in somebody
ese"

A unit that after ample coaching, has deveoped enough peopleto carry out the big plans

When | was a battalion commander of the Second Ranger Battalion out of Fort Louis, | really learned
that. We were having problems with our training program. It redly wasn't the way | wanted it to be.
It wasn't coming together. We weren't doing some of the things | wanted to do. | sat down and |
figured out how to fix it. And then| thought to mysdf, "I got four company commanders, al of them
the best young captains the Army has." And, by the way, out of these four company commanders, all
four of them are Generd Officars today. So that just tells you how good these guys are. And so |
thought, "If | come up with this solution, it's going to take me six months to sdll it and to get the



thing going. So, maybe theway | ought to do thisis go about this a different way." Sowhat | did
was| brought themiin, | said, "Guys, we got a problem. Here'sthe problem.” " Okay, guys, you know,
I'm not happy with our training program. A Company does not perform in the way B Company is,
theway C Company is. Headquarters Company isnot supporting it. We'renot coordinated. We are
having trouble scheduling our ranges, we are having trouble sequencing our training, it doesn't
makes senseto me.” Y ou know, | specificaly told them what the problems were. Then| said,
"Okay, guys. Hereswhat | want to come out of this." And | described it to them. "Here's your task,
here'swhat | want to see, hereisthe objectives of our program, and here'sthe kind of physical things
that we can measureit againgt. | want you guys to come and give me arecommendation on this thing
and | want you to do it in three days." "Oh, God! Three days! We got al this Suff we got to do." |
sad, "Hey, | don't care. You guys are relieved of all your duties, turn this thing over to your second
in command, to your executive officers, and | want you four captains to figure this thing out.” Well,
they came back inthree days, on a Saturday morning, and they briefed me on this training program.
It was magnificent. | mean it was three times better than what | had come up with, plusit was theirs.
It was their plan. You know. So, | mean, that sucker was going to get executed.

WHERE WE ARE GOING:

SOF ismoving even further into their newer role as™ quiet professonals’

Focusis now a group that can accomplish any unique mission presented to them, with their new
skill set; missonsimpossible to be accomplished by any other group

Hopeisto teach " through example the proper role of military in a democracy"

It's totally different than it was on the 9™ of November, 1989. Soviet Union has collapsed, the super
power sruggle is over, the US, after the Gulf War, is the dominant military power. Everything is
different, relationships are different, the needs for US military are entirdly different. We've got to
change to meet those needs. That's interndly. But, we have skill that no one ese has. We have
unique skills: language, culturd skills, the ability to train other people. Our psychologica operations
people have the ability to influence atitudes and perceptions by using some very, very modern mass
communications techniques. We have civil afars units. And, oh, by the way, if somebody does get
out of line, we've got the Ranger Battaion that will go in and knock somebody's dick in the dirt.

Y ou know, we can do whatever it is. If you got to have asurgica operation to rescue people, we've
got forces to do that. We've dso got forces we can put in acountry for six months, like Haiti or in
Bosnia. And so my message to the external world is: the world has changed. Specid Operaions
Forces has some very unique capabilities that can help you do your mission. Let us comein and help
you. Let us create these specid aperations commands there. We're going to put them with you.
They're not going to work for me, Regiond Sync, they're going to work for you. Y ou're going to be
their boss. 1'm going to resource them, though, you don't have to do anything. 1'm hereto help you.
And, of course, you know, they had to come to grips with that, that they trusted mein bdlieving that.
I'm not gaing to try to encroach on your glory. You can have al the glory. You can have al the
credit. But, what | want to do is | want to help you sdll your program. The State Department, the
sameway. Or the American Ambassadors and the country teams. | got every American ambassador
down to Fort Bragg for a day before they went overseas. Every single one of them. And so we could
sl our program. Then, of course, taking it down, going back, and .. ."All right, guys, we've got an
essentia roleto play in US nationd strategy. We do things that nobody else can do. People have
extremey high expectations from us. We cannot fail. We cannot fail the American people, we
cannot fail our customers, the stakes are too high, our reputations are on theline, all the hard work
that's gone to getting us to where we are today can be entirely lost by one team going out and taking
some rash action. Guys and gals, you know, we have got area tough mission, But look how
important it is. | mean, thisis an important mission and it's vital, it's vitd to the United States that



wedo this. We're going to haveto sacrifice, we're going to have to work together. And, oh, by the
way, you guys and gals are the greatest people on the face of the earth. And thisiswhy you are.”
It's peoplethat count. It's not hardware. We want to give our people the best that money can buy,
but we know that that will not accomphsh the mission. The best hardware in the world will not
accomphsh the mission. The people will accomplish the mission. If you give the best hardwarein
the world to the wrong person, they will fail. But, if you've got the right person, you can give him
anything, and he'll figure out away to get the job done. That's another one of my important story
lines. And| take that interndly and externaly.



2. Debra Dunn, Hewlett-Packard

WHO | AM:

Debra Dunn

Blue collar background

Father died when shewas 14
Vdedictorian in High School class

Believes fundamental dement in a leader is sdlf-confidenee

Hers was established when at 14 she was l€ft in charge of family finances, etc.

Found that by succeeding at something you thought impossible, you gain the impression that
everything can be tackled in the same way

Probably the most sgnificant catalyzing event for me, from aleadership perspective, was when | was
fourteen and my dad died. And my mom, who had worked al her life and was very competent, kind
of wasat alossto do alot of things my dad had done, like manage the household, pay the bills, all
that pretty basic guff. And | had dways been, | mean, | dways had alot of basic leadership
orientation from the time | was alittlekid. So my brother, who actualy is older, was impacted quite
the opposite way and kind of fell apart, as well. And when | was fourteen | Sarted, you know,
managing the family finances and doing that kind of suff, which, on onelevel was kind of terrifying,
but on another level gave me aleve of sdf-confidence that has carried me through the rest of my life
and | think isredlly the most fundamenta ement of being a leader. Because, when you're thrown
into a Situation which ssemsimpossible and you do it, then nothing ever seems quite so impossible

again.

Has always chosen to gray from the beaten path

Recruited heavily by colleges, but chose Brown because atracted to the open curriculum, "choose
your own education” attitude

| think part of that energy came from the fact that | came from this very blue collar background and |
wasin thisvery ditist indtitution with alot of rich kidswho had grown up with alot of privileges.
And s0 | then chose a pretty dternative career path. | had sudied, | did athesis on Consumer
Cooperatives and | literaly hadn't alive involvement with consumer cooperatives, but | was very
interested in them as ademocratic economic form. And so | did my thesis on the Cambridge Food
Co-op, whichwasareal hippie,.. .estabhshment, in the Harvard Coop, which is clear to the other end
of the spectrum. And got redly interested in that Suff, and decided that | really wanted to work in
that environment.

Received degree in Classicd and Marxist Theories of Economics and Social Organization in Latin
Began to do consulting work in food cooperdtives, ater completing her thesis in this subject
Energized by the thought that she would change the world

Ran into difficulty of helping manage volunteers in various food co-ops (motivationd difficulty of
managing people that weren't working for pay)

Was able to teach her dlients avauable lesson ~ "that fundamentaly you have to get people hooked
into a higher vision of what they're trying to do and help them understand how they are part of a
bigger whole."

Then, ran an energy conservation program for the government

Decided that wasn't going to change the world, concluding that to make the difference she wanted to
make, she'd haveto go mainstream



Working in the government is not the way to change the world. So | decided a about that point thet |
wanted to go to business school. So | decided if | was going to go to business school | was going to go
to Harvard because, and | decided to go to business school for acouple of reasons: | had gotten kind
of disillusioned with the fringe approach to changing the world and decided that there are alot of
very dysfunctiond people who are drawn to sort of the counter culture becauseit's amilieu that they
canrisein. And decided that if | really wanted to have impact, | would become part of the
maingtream and impact the way people, how their work lives functioned.

Became Harvard Business School's token radical

Needed alegitimizing credential o decided to go corporate

Okay, so | had Harvard, but | needed to work someplace that people said, 'Y eah, thisisn't totdly
weird, and in looking at organizations and doing research, the values of HP redly appeded to me. |
frankly thought | would be here two years and then go do something else.

Placed high importance on values

I dentified best with values of HP which basicdly said "We want you to do whatever you can do"

Y eah, actudly, | have thought about that alot. And that's one of the reasons I'm at HP. Because |
can't think of a better example in modern .. .among corporate |eaders than Packard and Hewlett in
terms of having that view of their respongibility to the broader society. Those guys have dways been
environmentdists, have dways contributed heavily to education, to all aspects of community welfare.
And they viewed it astheir role, not just to make money and line their pockets, but to enrich every
community that they werepart of. ... The differentiator for me between aPackard and any of those
guysisthat every aspect of the way that he ran his company and his organization reflected thiswhole
st of values about society, about human relationships, and that was much more important to him,
ever, than just making money. So he was never in amode of 1'll sacrifice these people, if | haveto.'
That's not what 1I'm here for. And | think that's different.

Beieved them to be the "open curriculum” of the corporate world, like Brown in education

Debra Dunn Career Timdine

Began in Corporate Education, then moved to Corporate Manufacturing,, where she headed the
"factory to the future” group

So this group was formed in Corporate Manufacturing and | got to build ateam, so there's alittle
gart-up venture. And our rolein lifewasreally to go out, look a whét redly sate-of-the-art
manufacturing organizations were doing in the way of designing and managing themselves, and try to
bring some of that into HP. So we worked with the divisions, there were some sdf-directed team
projects, and it was a very fun project

Then moved to HR to clean up and implement change there

Then to back to manufacturing, where she headed up more change movements

Final move wasinto her current role as head of Marketing



3. Bob Hutehins, ServiceM aster

WHO | AM:

Bob Hutchins, account manager Evanston Hospital

Attended Taylor College

An dated Bob accepted hisfirst job with ServiceMasgter as an assistant manager in an inner-city
Chicago hospital, where he desperately wanted to live with hisfiancee

Thoroughly enjoyed being the#2 guy there, where he did not have to take the heat for mgjor
catastrophes in the hospital

And that was avery emationd high. And it was very good. And | started out as the assistant
manager. And it was easy. It was fun. | mean being number two was fun. You made a mistake, it
was dways the boss' fault. | mean he sheltered me, he took good care of me, you know, | was the
young rookie, and it was easy.

His name was Steve Salokey, he was the director thereand | washis assistant. And | washisright
hand. And the suff he didn't want to do he gave to me to do. And the things that he knew that |
needed to know, he gave to meto do. And it was ahand in aglove. It wasthat simple. | mean, | get
there and the adminigtrator happened to go to the same school that | graduate from. | mean, it was
just like, well thisis too easy, too fun. Andit worked out well. | meanmy first year there, | wasthe
assigtant, and that first full year there we won an award for quaity and it was, part of my
responsibility was qudity. My job was to make sure the operations went well. And make sure our
quality went up. And wewon theaward. | didn't get the credit for it, the director did, but | knew
that, hey, it was my job to make sure qudity is okay. He sheltered me, he took care of me, but he dso
got therewards.

LifeLesson#1: Lifeisa people business

Firgt ingtilled from his father-in-law

[My father-in-law] was a chief engineer and had hundreds of people reporting to him. | said, "Dad,
what's the wisdom you can besow on me?* He said, "The only wisdom | want to share with you is
you've got to surround yoursdlf with good people. You have to have good people. And then you treat
themwell." And that suck inmy mind. That was nineteen, twenty years ago. And | learned that
very quickly, that it's the people that matter. 1t's your teeammates, it's your partners, those that do the
work. So | redlized that very quickly.

Later reeemphasized in his work

We had closeto, | don't know, eghty to ahundred employees. And | redlized | couldn't do a
hundred jobs. If something was not being done, | had to make sure that the people were doing it, my
people, my partners, the word we use now is ‘partners.’ | learned that at avery young age.

Found that showing people you care truly pays off in the end

Clarence Smith was probably thefirst one and | would consider him agreat coach and a great leader
and agreat friend. And he taught me, he showed me that, he went to my wedding, he's been to my
house. At first | thought that would never happen to me, he was like way up hereand | was like the
number two person, but he made time to come to our house, have dinner with us, have me out & his
house. That's, | guess, the caring process, he got to know my wife and when my children were born
you know his wife would bring us alittle Christmas ornament. | mean it was kind of like he was
treating me as family and you know the old saying that he cared. And then | wanted to serve him, |
didn't want to disappoint him, | wanted you know to excel.
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Life Lesson #2: Honedy isthe best policy

Found that being complacent would get him nowhere from afirsthand experience

By choosng the honest route, rather, he would gain the success he sought to achieve

First encounter of thiskind wasfirg day onthejob

Helen was at that first hospital for over twenty-five years. My introduction day, they said, you know,
"Thisis Bob Hutchins, you know, he graduated from college, heis twenty-one years old," you know,
and they gave the whole story about Bob. And, of course, alot of people came up and shook my
hand. And Helen came up to me. An obese woman, came up to me and she shook my hand and said,
"Hi, I'mHeden." | said, "Hi, Helen." She goes, she asked me the question, "What are you going to
teach me? |'ve been here longer than you've been born." You know, "1've been here twenty-five
years, you're twenty-one years old. 1've been cleaning for twenty-five years." And she says, "What
are you going to teach me?" You know, | sumbled for afew minutesand | said, "Y ou know
something, Helen? Maybe | can't teach you anything. Maybe you will have to teach me." And she
sad, "Oh, | lovethat answer.” And shejust left methere. And | didn't know whether or not | said
the right answer or the wrong answer.... She liked my answer. And | could have pretended like, "1I'm
going to teach you alot, Helen, because | know it al, and I'm an aggressive young executive,” and |
didn't come across that way. | came across as young but willing to learn from them. And | think that
ishow | became successful there.

Future encounters include times when he found himsdf repeetedly faced with the chalenge of
satisfying the basic devdopmenta needs of hisworkers and the requirements of his own job
smultaneoudy

Again, used lesson of honesty and did his best to creste win/win situations he felt good about
Honesty isthe best, | mean, she knew about it and she knew she wasn't keeping up with the work.
The sad part is when they beg you, "Please, can't you give me an easier job?" Your heart hurts. You
see these people and you go, "That could have been my mom." You know? That'smy mom's age
we'retaking about. But | think the greater good is you got to stay focused on what's good for her,
that she did not need, she should not work. She could not physicaly do that job. And her kids
needed to buy into that. And they did- It was very good that they knew that, and, "Mom, you got to
stop working." | tried to explain to the kids, thisisthe job, "Come here, | want you to see this. Now,
you try standing for 8 hours."... "Your mom can't do it anymore. She just can't do it. And she wants
to hold out for four more years. The hospital isnot going to provide that, she's not going to be
dlowed to do that." And welooked at early retirements, worked with the hospital, they helped her
with her early retirement, they also, one of her kids brought her into their house, o it worked out
well. And so it was awin/win situation. She needed to retire and one of her kids brought her into
their house.

WHO WE ARE:

A busnesswho dear ly under gandsthe value of the whole person

A business who bdieves they will mogt efectively communicate this value by 1) showing that they
care, and 2) trugting that if they do, the work will follow

Just as Clarence Smith taught him about the value of the whole person, Hutchins too seesthat he first
clearly communicates his persond interest in the lives of hisworkers

It became fun and the people became, they were important to me. And redlizing that | am not
successful unless they are successful. And it doesn't matter how good or how bad | am, or how good
financidly | am. They don't care. They want to know that you care about them. And once they
know that, they start caring about you. And they start caring about the customer and they start caring
about the facility.
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[1] garted talking to them and stopped worrying about work al the time, but start worrying about
them. Their sons and their daughters. | mean, they'renot Structuresto clean. They are people who
happen to be cleaning. And started really to spend more time, not worrying about did they sweep
well or did they wipewel or did they vacuum well or did they cleenwell. | Sarted toredly get
involved with who they were and their children. They al have children, they have husbands, they
have wives, they have grandchildren. 1 got to know them.

Thefirg thing | would say is they don't care how much you know until they know you care. You
need to build that relationship firdt.

The managers that report to me, they understood that we gtill needed results and the end was we were
judged on results, not how close we are. | think being close will help us get to the results.

A businessthat takes tremendous pridein its people development

Ancther gory | tell ismy firg day at Evanston. And | camein for the interview and so they didn't
know who | was, and | got there twenty minutes early, sat in the main lobby, and | saw one of my
future employees goofing around. Goofing around. Fm tdlling you. And | saw thisguy and | said,
"You know, you'rethefirst guy I'd fire." 1I'm telling mysdf this. And he, | mean, literally, heisjust
doing nothing. | sat there for twenty minutes and he was talking with you know other people, leaning
againg thewall, hewas looking out to make sure the bosses weren't coming, and he was chit-
chatting, and it was funny. 1t was funny, but I'm going, "When | get back into operations, man,
you'rethe guy. You're the guy. And thiswas when | am going back into, got his name down,
Charles, | did, Fm telling you, he was goafing around. And my goal was to terminate that guy. How
tough I'll be, you know, 1'm coming in, I'm making changes, you know. And | gotinto the position
and got accepted and then he found out | was the boss. And instead of firing that person, | learned to
love that guy. And Started to care about him and got to know hiswife and his children and |
understood that he was a good employee. He was a greast employee, wanting to be a great employee,
but we weren't giving him direction, or there wasn't anybody nurturing that. And hewasin the
wrong position. He was in the wrong position. And we put him in the right position. And I'm not
taking the credit for it, it was ateam gpproach, and he's doing outstanding. He won the Presidential
Award. He received a thousand dollars from the president of the hospital because of his outstanding
srvice,

A busnessthat clearly demands Bob's same emphads on honesty and ethics

A business with a set of values o grong that it pervades all that goes on organizationaly

| guess as being honest and up-front and letting them know that there's change coming and change
will be coming again, change will be coming again. We had a difficult year. They are very smart.
They see, you know, the responsibilities grow and change. We had a tough year a couple of years ago
when we were going through all this change, our first or second step was very difficult. Just basicaly
you do two things: You stand in front of them and let them know that this is what's coming, and
number two is you stand in front of them and dlow them to vent.

There'savice presdent that | used to kind of report to, indirectly, and we were on the golf course.
Wewere at abusiness function galf, and he had a call from an adminigtrator. And he could have
said, he could have lied, he could have pretended, he could have said, "Fm tied up.” But he spoke the
truth. And that was so impressive, | mean, | heard one of the guys said, "Y ou want meto tell him
you'rebusy?' Hesaid, "No. Tel him I'm on the gdlf course with my managers, I'll give her acall
back when | get done. And if there's any problem, you let me know." | mean it was like he had so
many avenues to get away from it and he could have said anything, but he chose the higher road, he
choseto say, "Thisiswhat I'm doing. Fm serving my managers. I'm golfing,” you know, and | was
one of his managers. At the time | was an account manager. "L ook, 1'm golfing with my managers,
Fm spending qudity time with my managers.” | mean | wasjust so impressed with that. | dways
think of that.



A businessthat doesnot ask a singleindividual to compromise hisor her own valuesfor the
organization

| think 1 am Bob Hutchins the same when | go to work, at home, in the community, with my children,
theres not auniform | put on that's, okay, the value guy or a home I'm a different person. | am just
| am. | don't pretend to be somebody 1'm not. | don't dip on alight and say okay, thisiswho | am,
and thiswherel turnit off. The great thing, in the eighteen years I've been with Service Magter,
nobody from Service Magter has ever asked me to do anything unethical. Nobody. Nobody. And
maybe nobody has asked me because | would not do it, nobody has ever asked meto. And | assume
great leaders in our company do the samething.

Andit'salong story, along persond story, but he said, "Bob, you'regoing to tell himalie." | said,
"No, I'm not going to tell him alie." Thiswas one of my customers. It wasn't the president or the
vice president, it wasjust a customer, adepatment head, and | said, "No, I'mnot going tolie." He
said, "I'm going to cdl your Service Master boss up and tell him to get you out of here." | said, "If
that'swhat'sneeded, | will voluntarily leave. But I'm not going to lieto my employee. I'm not
goingto doit." | said, "You make your decison." And he did. He caled up my Service Magter boss
and said, "We need Bob to do this." And | said, "If there's adifferent way to doiit, | will doit, but
I'm not going to lie." And | told my boss of Service Magter, | said, Y ou can pull me out, I'm just
not going to work &t a place where they ask meto Me" The president of the hospital found out about
it and that guy was let go. The guy that asked metolie. And soit'sbeen you know it'sbeen, that's
the way it's beenin Service Magter.

A businesswith little boundaries, and a very open forum

A business where managers don't manage "from their desks', but manage with their workers, by
getting out there with them and doing their jobs together

From getting out on the operational side, ServiceMadter gets awhole host of business ideas from ther
employees who fed important and gppreciated

We have monthly meetings and I'd aso have small groups comein, 1'd order some pop and coffee
and |'d throw out issues to them and they would say, "Bab, try this," "Bob, don't try that." You
know, and "How can we do a better job?" They want to be told, they want to tell people, "Hey, I've
been here ten years, let metell you this. Let metdl you this." You go, "Wow! That's great." All
you got to do is ask them. All you got to do is provide that forum for people who are afraid to make a
big presentation, but you st in their office, or they St in your office with a cookie and a can of pop,
they'll tell you everything. You know, cause they don't fed intimidated. 'Y ou know, you go to the
big meetings where everybody's there and you're in some big room, they're not going to talk to you.

A businessthat makes a mundane task seem like an important one by localizing it

We paint that picture that you may be perceived asthe low person in this hospitd, but you're the most
important person in this hospital. Because if we don't do our job well, we will bein big trouble. And
we paint that picture of importance. We aso paint the picture of if that's your mom in that bed, or
you dad in that bed, or your child in that bed, how do you want you know that person to clean your
room? Why would you treat these people differently? So | paint those pictures.

WHERE WE ARE GOING:

A businessthat continuesto communicate to its employees the inevitable need for change

they redlize that the economy is changing, they hear the hospitals that lay off 200 people or 500
people, they know it's out there. They know it's out there. My whole statement to themiis, "We're
going to change, you need to change with us. And if you can't change, then we need to help you find
another place that you'll fed comfortablein. Becauseit's coming. | can't stop the change. And you



can be mad, you can be angry, you can be frudrated. And we dl are." And | said, "Look a my team.
Y ou used to see 13 managers, now you see 8. | havethe samefrudrations” And| said, "l can
scream to my boss and you can scream at me, but the change is coming and we need to redlize that."

I convinced them, | think | convinced them that changeisinevitable. Changewill come. And you
need to be aware of that. And | think that if anything, they redlize that | wasthe two Cs, | cared, and

I informed them about the change. Changeis coming. Anditisnot going to stop. It's going to come
fedter.

A businessthat offersits commitment to care as support for the inevitable change

And then | redlized it's not going to work unless | get out there with them and hold hands and fed
their pain and that's when it happened. We got everybody, let's get out there, work with them and let
them fed it. And let them experienceit. Andlet'shep out And that's when we started winning
thisthing.

A businessthat will continueto doit all it can to perpetuateits current values, and within this
continue to develop its people
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4. Rear Admiral Irve C. LeMoyne, Special Operations For ces

WHO | AM:

Rear Admira Irve C. LeMoyne, AKA Chuck

Born June 28,1939, Brownsville, Texas

Dreamed nothing more than going to West Point like his father and likewise to the Army

Thought there was nothing else in the world he wanted to do

Father tried to encourage him otherwise, suggesting that he sample a college other than West Point
for ayear and see

Engineering seemed like the thing to do, with Sputnik in the air, etc. so applied to GeorgiaTech
where he anticipated staying for only ayear

ROTC wasthe way to go in back then, so Chuck gpplied through the incredibly sdective Navy
scholarship program and was accepted

Four years later, graduated Georgia Tech with afour-year obligation to the Navy

One summer witnessed underwater demolition team training class that made him want hothing more
than to be aFrog Man

Shortly after was told that "real Navy men" do not that; rather they set out to serve on adestroyer
Sohedidit

A year later, JFK was forming 2 SEAL teams, for which he needed more officers

Summer or 1962, Chuck went out there, and has been there ever since

Learned alot about delayed gratification from hisfirst year aboard the destroyer

Learned lesson on loydty

"Loydlty, loydty to the peoplein the organization asin loyalty to the person for whom you work....
You haveto doit, you can't just say it. Now, having said that, in our business, | think it's easier than
itisin other areas because we have acommondlity of the ... abonding that goes on, and so whenyou
talk about loyaty you both know right away from firs-hand experience whether you are smply
talking about it or whether you areliving it. Andit'simportant to liveit."

Found that a necessary qudity of leadership wasfor it to permesate al the way through the
organization

"When | was an undergraduate at Georgia Tech, one of the management coursesthat | took asa
Sophomore, the professor, and | don't think thiswasin the book, but he no doubt read it somewhere,
but he talked about permesating the best of leadership, and he said, "No matter how large the
organization, the persondity, the values, the drive from the leader will permeate al the way through
the very lowest echelon." And as |'ve started growing up in this, as the organization has gotten
larger and larger, |'ve seen that been proved time and time again, and |'ve watched it herein this
organization for more than 47,000 people. I'm ... that the persondlity, the values, decision,
Commander in Chief,... that permeates through this whole organization. And, in our case, we have
been very fortunate to have had three outstanding commanders who have done awonderful job and
sent the right signal's, up and down, so | think that it has spread, it has been dispersed, and ...
throughout my professiond life."

WHO WE ARE:

A unit very reflective of LeMoyne's own dedication and drive to succeed; a unit that will try
just about anything to result in avictory, mirroring their leader

When | was a platoon commander in Vietnam, we found ourselves one time degp in the boonies and
... wewere in some difficulty, | wasn't sure we were going to get out, but | had my squad and | just



went down thelineand | said, "Here's what we're going to do. If that doesn't work, thisis what
we're going to do, if that doesn't work, thisiswhat we're going to do.” Now, | didn't know if any of
it would work, but we were going to do ... Fortunately, the Air Force had a Jolly Green Giant upin
... and they came down and got us right out of there. They loved it, they got shot at, didn't get hurt,
we loved it, we got out, and it was exciting. With that kind of closeinteraction, that's characteristic of
who and what we are...

»  Offersconfidence as support to his men that the job will get done; energizesthem with thisas
well
Thejob wasto get everybody down ... and blow it up and then get safely home. Usudly it doesn't
happen, it's just too hard to do it in the time allotted. | was the Patrol Leader of that operation, we
had a.. senior ingtructor who would go aong with us, he had been to ranger school, we called him
Ranger Wardell... very dramdic felow, so we'removing aong and I'm being very careful because
Ranger Wardell is watching everything | do and | can see that he thinks I'm not doing very well so
I'm working harder and harder at doing better and better and we're going dower and dower. Findly,
| think Ranger Warddl| decided to his satisfaction, no way these guys can get there, so heleft. Waell,
we gtarted with ... and we'removing dong and it's getting very hard, at night when you're moving
aong, it'sdark, every onceinawhile you send up the count and you know how many people are with
the column and when the number gets back up it better be the right number. Well, the column was
bresking down,... getting tired, they wereliteraly faling adeep ontheir feet, and so | sent down the
lineand | lied, I'd say,... asayoung boy | did alot of hunting and | had been in thewoods alot, ...
we'rered close, we're going to get there. Hell, weweren't close, but | guess ... they probably knew
that | was, | didn't know how close we were but that was al they needed, that was al | needed. I'll
be damned, we got there, we got to therally point,... just off the bridgeand | ... we were there an
hour early. They cameback and said it's unguarded, the ingtructor was so sure that we weren't going
to get there so they had ... the bridge, so welaid the plan, but by the time we could get there the
ingructors had ... on the bridge. And | remember ... they wouldn't let us have watches ... dement of
uncertainty .. .watches don't know whet time it is or far even you're going but... for solving the
problem they gave me awatch, they said that | was supposed to be there at fivein themorning, so |
remember ... watch had a second hand on my watch, up to five o'clock and the Signdl to attack isa
blast on the whitle. I've never been so excited in my life, | put that whistle in my mouth and | blew
that damn thing and 1'd see guys streaming down that bridge like they had been, like they were lit on
fire. The ingtructors were absolutdy stunned, they couldn't believe we were there. Ranger Warddll
waked up to me and he looked a mein his very measuring fashion and he said, "Mr. LeMoyne, | did
not expect to seeyou thismorning." | said, "Eye, eye, Ranger, but we'rehere." It wasredly great.

WHERE WE ARE GOING:

* Lessunconventiona warfare and more unique missions of the psychologica nature
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5. Norm Mitchdl, General Electric

WHO | AM:

Norm Mitchell

Vey down-home sort of guy - rarely hear a sentence of hiswithout theword "ain't" in it

Grew up in working class family, where hefor all practical purposesraised hisyounger brother
Early dream wasto be a lawyer, but ended up serving in the Korean War and foregoing that
dream

Life philosophy - Everything is merdly a matter of circumstance - it's all about being in the
right place at theright time

"I mean, as you wak through life you can be the best artist, you can be the best singer, you can be the
best writer - but you got to have abreak. And | think that you know certainly if you don't get the
break, you'll never be- so | guess the gory in my life is one that maybe being in the right place at the
right time"

Carem at GE isproof

" A friend of mine asked meif 1'd bring Mm out here; | had bought acar. | came out in August, 1953,
| wasn't looking for ajob, didn't know GE was here. While waiting on him | put in an application,
the application was of no meaning. Last employer? Uncle Sam. Amount expected? Anything. It was
akill of time application, not like the resumes of today. At that particular time you were interviewed
on or about the same time. | was cdled in by a person who was in the employment office."

Forty someyears later, heisadar at GE, who was hardly missed asingle day

Extremdy outspoken

Proved by his daysin the service - if he didn't like something, he let everyone know about it
Stunned and uncomfortable with the"Do it my way or no way culture” at GE

Complained so much about how bad things were there, that his peers urged him to step in and do
something about it

"| was agood worker for the company. | believe that if you pay methat | ought to work for you. But
| found that | had no voice. That it wasdl "Yes" or No Sir." But | had no voice. No voice. My
ideas were not heard. 1t was Do it my way or no way." And even in the Army, the onefault | had
with the Army is | gpoke back. If | fdt it waswrong, | spoke about it and, as amatter of fact, it kept
meintrouble.

"In 1971 people were saying, "Norm, you are dways saying it ain't right, you ought to do this, why
don't you run and changeit?' | ranfor Chief Steward in 1971 in Building Two and won bigger than
anybody's ever won. | ran avery smple campaign. "If Norm goes after the bacon, get your skillet
hot." | went one-on-one with the people.”

15round fighter — never givesup

Was atime when the Union people started to fed like he was moving too far over to management's
Side, s0 they decided to drop him for the next election

Norm didn't go down quietly - instead he went out and found 17 other guys who would support him
inthe election

Eventudly won

Earned respect at work by setting very high standards for himsdf, and then doing whatever it
took to meet them; always ddivered even if it meant taking a personal risk
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As Steward, extremely overbearing and fast on hisfeet; however, went to the sky to help anyone of
hisUnion people

"1971 through '76. | wasknown as Stormin’ Norman. Yeah. Themannerisms. | mean | had to
correct, | had to do alot in ashort time. If we didn't ~ look, a woman was having trouble with her
ar gun, it was hurting her hand, you know? It took weeksto get any help for that woman. | just
uncoupled it and pitched it in the garbage can. | had to answer asto why | was destroying company
property -1 wasn't destroying it. | wasjust throwing it in the garbage can. Wasn't no good. Pitched
it. That got the message out. | paid a price, but it corrected the problem. [I got] disciplined.
Records. Write-up. Don't do it no more. | had afolder that thick. Until they put me in charge of
relations one winter day when nobody was in, so we cleaned the records out and put them away. I've
got aclean record now."

Earned trust thisway as well -- people kind of knew that "Norm could be counted on to deliver"

"1'd get to the ewards and say, "Now, what's your problem today?' "Okay, now what's your
problem?' "What's your problem." "Let's go this direction." See? And we set out to do the
insurance. We st out to do the Workman's Comp. We wanted to know who was sick. | wanted to
know the names of the wives. | wanted to know every problem in the building. So it ended up as
who had the most power in the building. | did. Because we took the power away from the foreman.
The foreman would say, "Well, go get Mitchdl." "You know, heknows about that." "Insurance?"
"Well, go get Mitchell." And because Mitchell ddivered, he got al of the credit.”

Strong ambition to help others -- genuindy liked people; believed hewasalmog " sent” to help
Bdieved he had a God-given tdent he had to use

Could easily relate to people

Amigble, liked to chat

"l was adecent Shop Steward; | liketo talk. Wasn't bashful. In 1968 | was very popular in my
building, popular in the fact, not popular in the union, but just popular. | mean | liked to go one-on-
one with people, any subject you want to talk about, 1'd talk about it."

"l don't care who rides the white horse. That thing of status quo or titles? No. What does me good
is for someone et the end of the day to say thank you. Y ou look back and say, "Did | do thistoday?"
"Did | help someone?' So, I'm asarvant. God gave me ataent and |'vetried to use that God-given
talent to help people. [Thet talent ig] the ability to think and fast. Fast on my feet. Never bring you a
problem without a solution.”

"That call was from a persond friend of mine who wanted the Chief Steward that says, you know,
that for whatever reason trusts my judgment on who can take atumor out of hiswife'sbrain.”

" liketo take whatever timeitis. | mean| waswith onegroup and | said, "I'm going to win this
eection. But, by theway," | said, "Oncetheballots are counted, I'll be back to eat dinner with you
Monday." And they said, "Wéll, we'll never see you again.” | said, "Well, you'll see me again." So,
Monday, when | came back after the dection | said, "Hey, let'seat.” They said, "Damn.” | don't
remember names. | mean I'll leave here and if | see you ten years from now | won't remember your
name. | cannot remember names, but I'll have people stop me and say, "Norm, you know who | am?”
I say, "No, but I'll tell you the problem you had,” and I'll tell them the problem. Y eah, 7,000 people,
had the election, won 2,500 votes, had a new board, the other side had put out leaflets, you know,
"Who's going to train them?' That's easy to answer: | trained you al, I'll train them. 'Y ou know
me? You know me. You know whet | cando. You know? My primary concernisjobs. | mean
you'll have to ask them why they dumped me, I'm just a candidate. Not alot of promises. Just
listened to their problems, you know?"

"There are those that say that say, "Please help us. Peoplelistento you. You present yoursdf well at
the table. We need you there." Wadll, I've got to step back sometimein my life and look at my life.
I've devoted dl of my life to heping people. I've not had a good vacation since | 've been president.
If 1 go out somewhere and come into a hotel room, the light's blinking. And | won't unlist my phone
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number. | promised that in 19 - firsgt time | ever run for office. 1'll never unlist my phone number,
look in the book, it'sthere. I've dways - people say, "How would you ever get by leaving your phone
number in the book?' Peoplefed comfortable withiit, they won't bother you. 1t's those that don't
want to be bothered that get al the calls. You'd be surprised. | don't get that many calls. Cause
people fed comfortable knowing that they can get to me. They fed uncomfortable when they know
you got an unlisted number and they're going to get it. And when one getsit, they'll giveit to
everybody. See? That person who has the unlisted number gets more callsthan | get."

"I've donewhat | st out to do in life as ayoung boy. | wanted to be atria lawyer. | spent many,
many hours in the courthouse watching lawyers prepare acase. Watching them deliver acase. |
became that lawyer. | presented many, many cases. And | think those will tell you I'm pretty
doggone good. Because | won't play with you. You see? Used to be you had to lie to win. |'ve never
won acase lying. I've won a batch telling the truth.”

WHO WE ARE:

A Union that isa complete reflection of Norm's every trait--a Union that isoutspoken, not
willing to accept failure, a Union where everyone seeksto help another, a Union that takesrisk
to accomplish big goals

A Union that iswilling to take the harder route of cooperation rather than fighting-- want to
keep their jobs, willing to cooper ate, but will not go down quietly

Achieved success in hisrole by playing management in their own game, showed them that he meant
business

Knew in the end they could work together (labor and management), but had to go to battle first
Went head to head with Welch in an attempt to work things out

"I tried to find out as much about the company as they knew about me because of whet they did to us.
... If they (management) camein, you know, thefirst thing | would do if | was meeting with them, I'd
say, "All right, you went to so-and-s0 school? And you got three children? And you like sports?
And you had an arbitration case once and you testified on the witness stand? But |'m going to judge
you for your own." You see?'

"| called Jack and told him, "If you want to fight, we'll fight. The warrior fights better whenever he's
wounded. But | think we canwork together. But you got some son-of-a-hitches on your side” And
he said, "And you got some bagtards on your side." And | said, "Wdll, I'll take care of my bastards
and you take care of your son-of-a-bitches.” Y ou know? So, | don't remember the exact words, and |
don't want to be quoted with that. But his son-of-a-bitches ain't here and | took care of mine."
Message to those that continue to fight and complain: "If GE's so bad, quit and go somewhere else.
Find another job." If | hated GE like some say, | wouldn't work for them."

WHERE WE ARE GOING:

Headed for an era of change, therefore are willing to adapt to the times and change as needed
However, in megting management halfway with the changes, like Norm hastaught us, we will
il ick to our guns and speak out in disagreement

"It'sachanging time. If you don't change, you're going to be left behind. If we didn't want to
change, you know, why do you have acolor televison? Why don't you il have the black and white?
Do you have adishwasher? Well, why did you change to the dishwasher? Everybody changes, but
they'll tell you they don't like change. People look to come to work, St in the same chair, look out
the same window, you know? But that's not the way it isanymore. Becauise the competition was
garting to come in, and in the short time that 1'd fill in for Presdent Cassidy, 1'd found too many jobs
were leaving, being closed down, shipping out, merging, globaization, automation - al thiswas
coming in a onetime and | was seeing that people that were changing were going to be caught up
and would be okay. | mean peoplethat said, well, thelittle, small car. We don't need to makeit, |
mean, what the heck. We'll make these big, old cars. Well, they like to put the auto industry down.



We put down the computer chip and who was it, the Japaness? Somebody ate our lunch. We dropped
the ball. So, | don't know. Why did Ty Cobb think that cans were going to come into Coke and told
somebody to buy alot of sock in Coke? | mean, | don't know. It just -1 saw the industry was going
to change. We were seaing too much happening, see? But, until it happensto you, you don't worry
about it. See, it used to be that old people died. My grandmother and my grandfather died. Didn't
bother me. You know, I'm 20-years-old, 21-years-old, it ain't going to happen to me. But, asyou
begin to get older, you see things happening. Y ou know? We had seen the closing of Building Six.
The ar-conditioning company. Absolutely. We saw the ball gloves, we saw the Chinas, we saw the

ball bats, we saw the coffee pots, S0 it was hgppening all around you. Somebody's doing something
wrong."

20



6. Mary Petrovieh, AlliedSignal

WHO | AM:

Blond hair, blue-eyed Mary Petrovieh

Grew up small town, Detr oit

Knew nothing of the" big city" world

Father died when shewasten, leaving her asthe ddest of 8 shlingstotake charge

Strong work ethic and values because of her family's Stuation

Severedrive and determination to be successful, accomplished great feats because of this

"l was essentidly the care giver and the person that raised my family of eight. ...But, as| look back
onitin terms of leadership, that was the start of what | would call the formetive leadership kills
development process. And you combine that with the effort that | had to givein school and | got
great grades in high school and the fact that | was dso an ahletein two sports, | was ableto do alot
just by drive. Jugt by trying to be successful.”

Michigan undergrad, degreein Engineering

Worked for GM in Flint asan engineer on the plant floor in atough stuation, where her lack of
complacency allowed her to more easly adjust to a level where she could actually get through
and reach her employees

"Frankly, a Caucasian person in that kind of an environment was very, very tough. UAW
environment in atough city. And | was thrown into that environment for the first sx months of my
employment at General Motors and | was a person who was working, trying to get the operatorsto
understand the new process changes that were coming out with the new model year and trying to get
their ideas for improvement. Well, you know, you're a twenty-one year-old blond girl that comesinto
aplant like that, you know, they'renot, first of all, into getting asked for whét they're opinions are,
they're not used to being treated that way, and they're usualy not used to having women do that with
them. So that was a challenge for me, but in the end after a couple of months | was able to get them
to work with me, | was able to get some great suggestions for improvement, and we drove some gredt,
greet grides in Buick City in the trim areaiin terms of the seat belt assembly and door assembly area.
So, if | look back onit, if | look back on that period, | said gee, that was a pretty tough thing for me."
At GM, accomplished great things, but inherited the mindset that hard work will get you
somewhere, but probably not until you're about 50

Same attitude made an insecur e Petrovich consider herself an " admission error'® at Harvard
Business School

"So, as| got through the three years at General Motors, increasing my knowledge in that period and
gaining alot more confidence in my ability to work with people at al levelsin manufacturing and in
the plants, | applied to Harvard and being someone having grown up in Detroit and not knowing
anything about anywhere elsein the world, | kind of gpplied and in away |I'm thinking, well, why
would they ever want aMary Petrovich? What have | ever donein my life to get meinto Harvard?
But, what the heck, I'll apply. And | gotinand | went there and | was scared to death."

Her paradigmswere broken at HBS, where she eventually gained more and mor e sdf-
confidence -- was taught by her peerswith gigantic aspirations that she too had the skills could
accomplish just about anything

Small winsalong the way heped to reinfor ce that she could indeed reach for higher and higher
goalsand in the end, succeed -- began to realize that her victorieswere more than a matter of
happengance

Asareault, end-goal becameto run her own business one day

Then, went towork at Chryder where she fdt that she could make an impact

L eft there and went to Allied to " round her sdf out asa general manager™

Plant opportunity and arose and Bossidy gave her permission to takethejob
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WHO WE ARE:

SHf-confidence she gained along the way, beginning with her first job at GM, allowed her
dream big and accomplish what seemed to betheimpaossible

White collar workersthought their shit didn't gink

Blue collar workersdidn't get no respect

Trandormed that into a place wher e everyone was treated with equal respect and was ableto
seeyeto-eye

No morelocks on labor/management doors

Growing up in the small town that she did, wher e everyonewas a nobody and treated the same,
she couldn't and wouldn't perpetuate the values of old

Brought in 14 new hiresfrom top MBA programs

Today will not tolerate any person with " old school” values, that arenot in concert with a)her
own, or b)thelarger organization's (& Bossdy's)

"Of the twelve leadership team members | had, | replaced ten of them. ...And |'ve replaced them with
people that have the vauesthat have, and the values that | think that Allied pushes forward, that
everybody has a contribution to make. Everybody deserves the same respect whether it'sthe janitor
weraninto in the hall over here, or if it'smy boss, the Vice President and General Manager of North
American Operations. Every one of those people deserve respect.”

Fervently communicatesa " oneteam” mindset all theway down her business, making sure that
each and every person can under sand the values and messagessheistrying to send — she
localizes the message and bresgksit down line by lineto almogt an " Allied-Signal for dummy’'s’
handbook

"There was this poor white collar people who sort of acted like a microcosm of the leadership team,
sort of sat in their tank waiting for someone in the outer ranks to say they have amission and then go
out there. I'm part of ateam. We'redl part of thesameteam. Sol... dl thekey functiond areas:
maintenance, quality, and ... part of thisteam, you're al part of this team and work together.”

Very comfortable with the " plant folk" and teaching them the way they need to be taught -
knew no different in her early days

Usesrepetition and smplicity to communicate her message

"Well, what we're doing right now iswe're taking this big number which says: you need to have a
10% profit margin every month, you need to have thislevel of PPM quality and thisleve of on-time
ddivery and we're bresking it downto every line, every team. So every team knows that they've got
to hit this cogt target every month. And thenwe'rekeeping it Smple. It'sjust Smple metrics.
Here'smy number of complaints| can have every month and number of parts per million defects.
Here iswhat you did last month. Let'sreview it in detail. Generd Motors sad this belt had the
buckle sawn on backwards. Thisline. You guys, you ten people, you did this. What are we doing
about thiskind of action iswhat's actudly going against where we need to be. See, you localize the
message to the relevant people you're talking to. You do that on delivery, too. We missed a shipment
to aLake Orion assembly plant. Just because we didn't have the product to ship to them on time.
Why was that? Well, then they'll gart being defensive: well, we didn't have the raw materia from
Mexico, or whatever it might be. But at least they understand that no matter what happened, even if
it'soutside of our control, in terms of the line operation, we've got to keep them in the loop and what
we're doing becauseit's our responsibility. Thefirst thing | want to say on that, well, it'sthe
supplier'sfault. Well, the customer doesn't care about that. But the hourly people have never been
exposed to that sort of mindset here. They've never been treeted as an equal and they're the people
that are going to make it hgppen. So they've got to understand the gamut of it, and the one thing they
need to have is honesty now. So that'swhat we'retrying to do is redly give them that week-to-week,
month-to-month feedback relative to how we're performing to ensure our future here and that
revolves around satisfying our customers and our senior management.”
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Communication of ideas and values are central to the success of her business-- putsthingson a
level that each individual can under tand, takesthe Bossdy priorities and boilsthem down to a
specific number target to a gecific person for a gecific time frame -- that's how she kegps their
goalsaligned

"Every month, every week, | think about it and | communicate that to the leadership team and every
month | communicate it to the hourly people: how we're doing relative to our plan, make the
numbers; it's ultra critical. Got to make the numbers. Now, a process is becoming more criticdl, it's
the customer linkage part of things."

WHERE WE ARE GOING:

Prepared to take Allied into a new era, where numbers are no longer the sngular priority
Making the numbersis ill up there, but now she islooking to help them understand exactly
how to get there

Like shelearned to dream bigger and bigger, sheishaoping to teach her employeesthat they can
too

Purportsto do so by continuing to communicate down the priorities and get everyoneto see eye-
to-eyeon all issues

Taking the business to its next phase by making it so Smple for her people that it hurts - gives
them an exact sketch of wherethey need to be

" | hate to sound like ayes man here, but the 3 year prioritiestha Larry has are our priorities. The
firgt priority, and these are the new priorities for '96, and they redly don't change, the three themes
don't redly change. Thefirgt oneisto make customer satisfaction our firdt priority. Our future here,
whether it's ayear, two years, or ten yearsis going to be dependent on our ability to make a quantum
legp in our customer satisfaction. Cause our quality and delivery levelswhen | came here were
abysmd. They'reimproving, but we got to get better. So that's our firgt priority. ... InaTown Hall
Meeting for all employees will be on March 8" and this will be thefirst thing | talk to them about. So
we got to satisfy our customers. And the way we're going to know whether or not our customers are
satisfied are I'm going to show you three things. It's going to be our quaity and the number of
complaints we got and our PPOM and it's going to be our on-time delivery. And this is what our
customers are saying about us. So that's going to be our firgt priority. The second priority is
something dong thelines of, well, I'll explainit to you ontheway I'm going to explainit. We can't
make the numbers unless we have a process to get there. We've got alot of initiative, we've got alot
of people spending energy, but we've got to work smarter, not harder. We've got to dign those
people. We've got to integrate these whatever sdlect initiatives we start to go with. ...Now thebig
change thisyear isthat Larry took what was aways number one, "make the numbers’ - he aways
had to make the numbers, he dways had atotd quality, work together kind of thing, and he dways
had some level of growth or cusomerskind of thing. Well, now he's taking the numbers thing and
saying: well, it'snot redly our firgt thing, we'll makeit thelast thing. He'sredly, | think knowing
well that people out there are saying, gosh, you know, we all got to make the numbers at any cost, |
think Larry's philosophy is, yesh, we got to make the numbers, but the focus should be: how do | get
this number? The focus shouldn't just be on dash to get the number, it should be, okay, what are the
processes that |'ve got to fix so | can make the numbers? That's the customer satisfaction thing and
it'sdigning the work processes and the people and the teamwork environment. It's pretty smple.”
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7. Lew Platt, Hewlett-Packard

WHO | AM:

Lew Platt, CEO of Hewlett-Packard
Experienced a persona tragedy - wife died, leaving him done with a 10-year girl

Man of grong values

Raisad in family where srong values and ethics were of essence

High priority on values ended up governing his ultimate career move

Found that more so than monetary compensation or geographical location, he wanted a company
whose employees shared the same values ashim

At HP, this very set of values jumped right out a him during interviews, terminating his job search
and beginning his career path at HP

So, inthe end, | made the decision based on the fact that | couldn't get out of my mind the people
who |'d met during the interviewing process.

Y ou know, that was, maybe you could say it was coming home, the set of valuesthat felt redly good
for me. 1t wasthe only place | had been that | had a good sense for what the values of the
organization were. | probably could have told you alittle better the exact nature of the job that |
would be doing in another company, or maybe even alittle more about their products and some
things, but | hadn't coupled with the people in the same way that | had here at HP.

Bdievesthat morethan anything asaleader, hissrengthsliein hisability to sort the good from
the bad

Idess: | think you learn alot about yoursdlf over time. And | am not the most likely person to come
up with agood idea. 1've learned that about mysdf. But somehow | have some skill at sorting out the
good from the bad. Having determined that, you know, what | now know about mysdlf suggeststhat |
need to surround mysdf with alot of people who are good a generating idess. | like them to be good
at evauating them, too, but | need to be surrounded with alot of ideas. Surrounded with alot of
ideas. | seem to have some skill for picking the good ones from the bad.

In other words, findsthat his exceptional judgment is able to more than compensate for hislack
of creativity

I'm not the world's most crestive person. Give me ablank sheet of paper and, you know, tell meto
write down 15 gpproaches to something, and you know | might be lucky to get 5. Whereas other
people would produce 25 in that period of time. So | understand that weakness, but somewhere dong
the way | was given some compensatory skill for being able to make judgments. So, that'sthe way |
handle that part of it.

WHO WE ARE:

A company driven by the collective brains of thousands

A company that doesnot prideitself on asingleidea or product

A company that is strongly committed to their environment of intense individual creativity

Platt believesthat it iscompletdy usdesstotry to run all of hiscompany's many busnesses
individually

Findsthat by amply offering the framework for this environment to flourish will best encourage
theresultshe desires
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Uses emational energy to leverage thiskind of environment; by offering his businesses evidence
of hisown energy, heintendsto provide them with the freedom and encouragement to explore
their own creative energy

It's taken me awhile to redize this, but over the last Sx months |'ve come to redlize that, in many
ways, it'saterribly complex job, but like everything else you got to kind of get above that and look
downatit, it's still looks pretty smple. We have ahighly decentraized organization, we'rein lots of
different businesses, for meto try to run each of the businesses makes no sense whatsoever. Belike
Jack Welch, trying to be the expert in locomotives and jet engines, you know, refrigerators, plastic
materids - heis an expert on that one. But, you know, | can't run al thesethings. | can't possibly
follow up thousands of competitors that we have. So | redly have concluded that the mgor_in
thisjobistolead in away that basicaly establishes and reinforces the environment. And if the
environment isright and we've hired the best people, they come to work liking the environment,
work with lots of energy and crestivity, and they stay here instead of going on somewhere else. And,
in the end, how much more does it take to succeed? Y ou can be assured of hiring the best people, put
them in an environment where they work with high energy and cregtivity and they don't leave; they
stay - that's hot too bad. | would argue that over the long term that is going to guarantee success for
acompany like HP which is ot a single-idea company, who's not a single-product company, is not
driven by .. .some individua, never has been, redlly. But isinstead driven by the collective brains of
literdly thousands. And s0 that's how | see my job today: providing that sort of - and you provide
that framework, basicaly, you do that through the use of your emotiond energy, and | do it witha
pretty emotiond dimension.

A company whose set of values, just like Piatt's own, are at the core of the or ganization--today
and always

A company whose leader find it necessary to inject a sense of urgency to certain Stuations

Y ou know, one of the other things that I've learned, certainly, ishow hard it isto get, | think the
hardest thing is to get an organization to perform at apeak level.. .that's part of repairing an
organization that isn't doing well. Much harder. That's been the challenge of the last year or two for
me at HP, because .. .it'swhy 0 few people .. .back to back NBA championships, or back to back
world cup soccer, | mean, playing at your pesk every day is hard. I've learned it's very hard. I've
learned that you need to literdly go around and when you get there you need to go around and cregte
some anxiety inthe organization. Y ou create anxiety by playing out things that might change which
would jeopardize your position, by you know staying very attuned to competition, by .. .we use our
imagination alot around here. And | encourage that. Well, we try to do the same thing [that
Goizueta a Coke does around here. We spend alot of time doing scenario playing. We spend alot
of timetrying to find new ways to be better skilled. We spend alot of time imagining the business
framework changing drameticaly .. .That's not too hard to do in this business, redlly. It does change
dramatically. ... So | spend afar amount of my time, lately | spend afair amount of my time doing
that. We call it the short.. .celebration, now let's get back to worrying.

WHERE WE ARE GOING:

A company again, whose leader iswilling to provide the promise that their valueswill not
change, but will forever remain constant

We've drawn this bull's eye, would you get them the .. .and we'vetried to describeit asasort of a
concentric circlewhere, at the core, are the values, and these will remain unchanging. If you look at
our values, and it's hard to imagine they won't be as good in 2015 as they are today, we have a st of
objectives. five of these, there's saven of these, and the objectives talk in more specificity about how
these values are played out. And these change a bit, okay? So these change a bit. Sowly. And then
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out here you have practices. There are lots of these practices. And they change pretty fast. They're
impacted by the external environment, by competitor, action by the government. And what | say to
people, and | think what we've found that works pretty well, is that you know these practices are
going to change frequently. We have to change these practices in order to stay competitive, in order
to gay kind of on the leading edge of where we want to be. And the commitment that | make to HP
peopleisthat we will hold these values congtant; you can count on those things. That's kind of your
sea anchor as we ask you to make lots of changes in these practices. In fact, more frequently today
than in the past.
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8. Rogdio Rebolledo, PepsCo

WHO | AM:

* RogeUo Rebolledo

e  Grew up only boy in family of 4 9gers

« Maedominance prevailed his culturein all respects

e Faher vary much emphasized that he must aways be ready to provide for his sstersin any way

Driven by success - thrived on the challenge

Father basicaly gave the impression that he had no choice but to succeed and succeed big

Almog adirect challenge to Rogdio to proveto his father that he could and would be more successful
Trandated this to mean that he had do something on the cutting edge

Hence, entered nuclear engineering

Opportunis — thought American culturelended itsdf well tothiskind of attitude

Aspired to go to US for graduate sudies

Always admired the individuaism of Americaand its culture and wanted to be a part of it

| have aways had strong admiration for the American culture, and the business of individualism in
the sense of the can-do attitude, againgt a society pretty much formed from the pioneer fathers, like
you have to make it happen.

Comptitive— congtantly seeking challenging opportunitiesfor him to exce

After schooling, wanted a job that would provide him with further development, dmost an extension
of university where he could learn alot from the people he would work with and be submersed ina
competitive environment

Took ajob at P& G where he thought this environment existed

I've dways wanted to be in competitive environments. ... | want something alittle tougher for me.
So, | went to work for these guys, in which | saw that there was an environment of people similar to
me, that have the same inspirations, that they have had smilar experiences, in terms of advancing
themsalves interms of going to the US , getting another degrec.it seems like once again, there was
the opportunity to be internationa, in the sense of being exposed to a US culture. So that was one
very important element. The other one... one of the things that |'ve dways liked is whoever | work
with, whoever | surround mysdf with, | like those people to be very strong. See, | can not work in
situations inwhich | am not learning something, or | have no respect for the people that | work for.
So, one of the things, which was very interesting, was precisgly that it was like an extension of the
Universty.

Oneday, grew sck of writing memos to change a handle on a detergent box, so up and quit

| was let's say the brand manager of the largest brand and dl of asudden, | haveto do amgor
recommendation to change the handle of a detergent bag of four kilos.... A cover note, just to change
the handle of adetergent bag. That'swhen | said, you know what Rogelio, | think that you've done
what you needed to do here, you're ready for something else. And that's when the decision was made
for achange.

Highly valued coaching he received along the way

Trandated particular instances as lessons for life - i.e. as aresult of coaching he received, heis now
abig believer in taking a step back and involving his team, beforejumping right in and telling them
whet to do
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» | remember once, that he invited me to a basketball gamein Dallas. And, | said, "Basketball game?
What are we going to do there?' So, here we are, pretty much right by the, | call it the court.. .Y ou
know, where the players are, and d that. So, we're itting pretty much right behind where the coach
and the players 5t. And, he says, thisis Jack Pringle, says, "Rogelio, observe the coach. Observe,
and thenlet'stalk in themid game, and all that about. So, you know, here | am observing, and dll
that, and what you normally observeis, you know, what sort of sgnas he sendsto the players, and
blah, blah, blah. And, so we gtart talking mid game, and he says, you know, what are your
observations? So, | pretty much said, "Well, | think that what you wanted me is to understand, more
or less, how isit that he moves his people, and all this." He says, "No, wrong. | wanted you to seein
these fellows, ook at how, when he gets his people together, he takes awhile before he opens his
mouth. He doesn't pesk immediately. Hethinks." Y ou're aguy that tend to be too fast in what you
tell your guys. | mean, sinceyou know thisbusinessvery well... You pretty much, tend to put alot
of things, alot of ideas, out in front, with the expectation that potentialy, people will fed freeto kind
of comment and al that. Well, what if they don't? What if, you know, you come across so forceful,
that they may say, "Well, thisisit. Thisis what we're going to do?' And, so the big lesson thistime
isthat listen.

WHO WE ARE:

e A budnessthat has been theresult of majorly entrepreneurial attitudes

* A busnessthat has spent thelast 3 or 4 yearsestablishing adigtinct region for itsdf in Latin
America, and has now turned itsfocus to developing moreleaders

* A busnessthat mus now add the people part of the equation, the value portion

*  And not that we have the penetration, and we have the critical mass, now isthetimeto say okay guys
those of you that form part of that team have created. What we now have is chances for you to focus
in terms of how do you develop further as leaders. And how is it that you groom people that work for
you, o whatever we have created together is not just the result of entrepreneurid taent of usas
individuals, but importantly we creste something that has systemic value.

* A busnesswhose leader will use coaching to achievereaults, just as he himsdf was coached

» Thefirg thing is that we need to make damn sure that we trangition fast and successfully from being
aculture of entrepreneurs into a culture of let's call it an digned organization. But without this
period, this part that comes with entrepreneurship. | mean, because you don't want to go from being
very individudigtic into conformist. No, no, no. Y ou want to make damn sure that you retain the
srength of the entrepreneurid spirit. But at the sametimeyou learn to fly as, again, eaglesin
formation type of Situations. So what weneed to do let's say in the coming two to threeyears, is that
make damn sure that we rather than operate on an individua basis country by country, if we areto
leverage, for example, let's say, the globa advantage that we have because of us being PepsiCo,
because of us having Frito Lay inthe US.

e Here'swhere my persona gory plays great. Because | can dways mention, 1'l1 give you ory of a
fdlow that 20 years ago, just like yoursdf.' | mean, coming out of business school from a greet
company, blah, blah, blah. And he wanted to prove himsdf. And hedidit and | pretty much kind of
tell him without telling him exactly who it was what had happened and (inaudible) | said, well, that
gentleman is talking with you. And this gentleman has stayed in PepsiCo for 20 years precisely
because no one in PepsiCo has never told him, 'no, you cannot do this, you cannot do that.' PepsiCo
has dways been extremey supportive. PepsiCo has dways been, as| cdll it, let go with me. So what
am | going to do with you, amigo? I'm going to put everything that you need around you and may the
Lord bless you. I'm going to counsdl you, to coach you, and to provide you support. But, you're
going to do things most likely different than | did them. Becauseif | try to you to do everything as |
did it, then you're going got wak away and I'm going to be difling you. And that's precisdy why
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you stayed S0 you can rest assured that you're going to have pretty much the same grooming ground
that | had.

A business congigting lar gely of ehange agents, people who like Rogdio arein sear ch of congtant
change

Becausethat'swhat we are. | mean, we're agents of change. Y ou see us and you will never see
replication year after year. See, the thing that drives crazy some of our guysis that they think they
know it all. Or they think they have done something and then you come and you say, 'guess what,
guys, (claps), changing gears. Now we're going to go, what do you want to do? And many times|
don't even have to do that one, because the economic conditions are changing. From one year to
another year you can no longer import this. Y ou can no longer do this. So what do you do? Now you
have a union, now you don't have a union. Now you have a new import tariff. Now whatever you
thought was availableis no longer available. So what do you do? How do you ensure continuity
given so much congtant change. So that's why our guys have to be agents of change.

WHERE WE ARE GOING:

Let'stakewhat we've donewith our company and takeit all other theworld

Need to become aligned with rest of PepsiCo

Our focus needsto turn from entrepreneurial to alignment

Clearly invites peoplein to take on this challenge with him

One perception people have about Latin Americaisthat we tend to be much to our own and that we
think that we know it all. So what | want to make them sureisthat aswe, let's say, advancein this
new stage, isthat we aign oursalvesto the rest of like what PepsiCoisal about. Becauise see, one of
the fundamentds of PFI's Srategy has to do with leveraging the scade. And we have been extremely
successful everywhere that we've been in our region because we have leveraged the scale of our own
system. Imagine if we can truly harness the energy that existsin Frito Lay and in other parts of the
world. Geez, | mean, it'slike whatever we have doneit'sjust the beginning. So what | wanttodois
et these guys captivated on the sense of you have done this on your own. ...lmagine how fast we can
move. That's thebig changein terms of the business agenda. 1t's dignment.

In addition, accepts respongbility for leaving a legacy of leaders

And | want to let's say to maximize my contribution between now and year 2000. so what | need to
make them sureisthat | define very much what my contribution is going to be to my people. It's not
going to be let's say the ahility of making the numbers and all that. People know | can do that. No,
it'sgoing to be the ability of creeting this group of people, creating this system that may perpetuate
after we are gone.

Recognizes that to reach their goal, they ill havefar to goin deveoping people and wantsa
definite part in changing this

So what we have to do iswe have to get ourselves so much entrenched into that no one can redly
touch us. | think that in our region you could truly have like a 90 percent market share throughott...
from Mexico al the way to the Pathogenic. And we haveit in many places. And it'sagod thet is
within our reach. Now, | say it not because it soundslike that we liketo ... again, it'slike, obliterate
competition and all that. But the fact that you can truly, let's say, control share of a somach. |
mean, isthat you can truly become, let's say, the favorite snack of everybody in one continent. To me
it'sacaptiveting idea. And we have the possibility of doing it. But the only way we're going to do it
is we have the technology. Y ou have the marketing know-how. You have the financid capability to
invest in machines and things like that. But we don't have today yet isthe people capahility.
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How wewill get there— Will accomplish thisthrough 3 main values— 1) Diver sity, 2)
Devdopment, 3) Commitment

The big quest that we have into the coming 2, 3 yearsisin the integration of avery strong
management group, that by focusing on diversity, by being truly engaged in developing others. And
importantly committed to continuing to recruit to bring new blood into the organization. Without the
concern of P&L ... the people are going to be so good that they will immediatdy impact P& L and the
funds will be there to make this a sdf-funding exercise.

Our casefor changewill be that while we might not have " typical” competition astheres of the

world knowsit, we have the gover nment againgt usasour competition- we need a sysem that is
recession proof, crissproof; thiswill kegp uson our toes
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9. Richard Stonesipher, GE Appliances

WHO | AM:

J. Richard Stonesfer, AKA Stoney

Born and raised in Baltimore, Maryland

Father died when hewas only 12, leaving him no choice but to go out and make the family some
money

Asareault, learned responsbility very early — rest of the kidswer e out playing, hewas out
hoeing corn for 25 eents/hr.

"l mean there were many folkswho had just as much or more capability, but they would sort of lay in
the back, and | dways felt sort of comfortable with it [respongbility].”

"I can't remember when | wasn't aleader, to be very, not to be arrogant about it, but | mean there
were two of us hoeing corn, twenty-five cents an hour, | was the leader. And the responsibility, |
think, comes in when other kids, it was hot as a son-of-a-hitch in July and August and the other kids
arein aswimming pool and | was there hoeing corn at twenty-five cents an hour because we needed
themoney. And| wastheboss. | dso remember one day getting fed up withit, telling afriend of
mine who was with me, "The hell with them, |et'sthrow the hoes away, it's the Fourth of July, we're
going to quit." Soweleft. And | got avery, very big chewing out after that and | learned alittle
something from that, you know, about the responsibility."

Repeatedly taught the lesson that " you may be able to ddegate responsbility, but you can't
delegate accountability"”

"When | was running a Cincinnati service shop, the number two engine in the DC-10s were burning
off and fdling in people's yards. And when the CF6 engine firg came out and it was my
regpongibility to fix it. | mean, in my shop; our respongibility. And | mean | just learned, | had
learned an awful ot about people. | learned an awful lot about mysdf in the process of doing that,
because there was tremendous, tremendous pressure. Well, | mean, | had people who basicdly
disntegrated there in front of my eyeslike my qudity manager. | mean the guy just sort of went off
the reservation and, okay, you're out of the picture and | have to step in while I'm waiting for
somebody else. | mean, | can't find aquality manager overnight, but till 1've got to produce this
qudity product. So, | persondly step in and be the qudity person. Which is something thet |'ve
done and | think any leader has done. 1've done it ahdf-a-dozen times. When you're pulling out a
key person and go in and step in yoursdf and act, you can learn, you can teach in that regard.

While running GE Portugal, Dick had just finished telling someone that the political scenario there
would remain stable. Only to find that: "Five o'clock the next morning | get to Lisbon and | get a
cal, "Jesus, don't come to work. We just had arevolution." "Holy shit, what am | going to tell the
boys at Fairfield." Pretty stable. But there | spent a good six weeks negotiating with al the salaried
people and | had aguy that was running the service business, he negotiated with al the hourly
people, and we were talking gtrictly about political duff. So, atotaly different experience, and acase
where leadership was aosolutdy demanded. Because if | show any weskness, we got ahell of a
problem inthisplace. And | learned an awful lot. | think what I'm saying hereis you learn an awful
lot about yourself with these experiences; what you can do and what you can't do. And the more you
know about yoursdf, the better able you areto teach.” Once again, finding that he had to step in and
assume respong bility calmly.

Same experience per haps taught him the importance of learning his own developmental needs
One of very few execs at GE without a college education ~"1'm avery unusual guy in this company.
There are very few guysthat st in achair like this with a high school education. So, you know,
without a degree, one of the things that used to trouble me, early on, because | didn't have one, is|
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was out there you know trying to, | had goddamn development things that were big as this table with
al the quff."

"I have the most comprehensive list of development needs that you're ever going to find. | redly do.
Becausethat'show | learned. And it started twenty-five years ago, | guess, in atrip in Japan when |
couldn't deep and | redly wasn't cutting it here in the new job as the leeder. And | says, "What the
hell iswrong here?' And so | began to think through all of the thingsthat | wasn't doing properly.
[One of them wag] not being effective with the gaff. And | asked, "Why am | not effective with the
saff?' ... | opened up and talked to the g&ff, [who said] "L ook, you're pleaching to us. You're
lecturing." And that's a problem | still have to this day. Because when you spend so much time
working oversess in these other cultures, language barriers and so forth, you have atendency to
repeat yoursdlf about four times. Y ou sureyou got that?' "Y ou sureyou got that?' | can't quite
trust these peaple, and so forth. So, 1'm doing that to my g&ff and they're saying, "What the hell's
this?' You know? This guy isjust driving us bonkers."

Since then, Dick has made a point to learn from his experience and offers direct, open feedback
ashisprimary means of people development

"As Gerhardt Newman once said, "Nobody's completely useless. They can dways serve as abad
example"

Findsthat learning from good examplesis equally important and never loses a minute that he
could belearning something d<se - to be a leader, you must be a teacher, and to be a teacher,
you mug firgt be the sudent

"I have dways been what | would describe as a student of management, a student of leadership. |
mean | have read everything | could get my hands on for the last thirty or forty yearsin this game
because it intrigues me, it's something you never stop learning. | mean if you go in my den tonight, |
mean there's astack of suff that thick on leadership and management and techniques. So | think this
business of aleader being ateacher, first the leader hasto be a student... you're going to listen
carefully to what people have to say, you're going to stay current as best you can, you're going to look
a examples - good, bad, or indifferent. 1 mean | know and in this crowd, if you have any of them, |
have thisthing: I'll go home, | will make amistake herein ameeting and it will bother the living hell
out of me. Andin alot of casesto the point where | can't deep. And | will comein the next day and
I'll correct that.”

Uses sense of humor to help histeamto help him; "Give methetime out, "Okay, Reverend, we've
had enough," or whatever theissue."

Firgt shared his 360 feedback with histeam in 1990 at GE Supply - did it then to set an
example, sill does so now

"| fet that | have got to motivate this crew of leaders, |'ve got to make them into better leaders, and if
| do thisit send avery srong statement and it sort of pavesthe way for themto be ableto doiitin
their own regard. In other words, to recognize that they had developmentd needs. | mean when you
take alook at the EM Ss and you see somebody who doesn't spell out any in-depth devel opmental
needs, that person lacks sdf-confidence, doesn't trust the system or something, and so that's the
resson | didit.”

Challenges everyone on the same level to go home and makether very own list of development
needs ~ "if you don't know what your limitations are, how can you be agood |eader?

Another valuable lesson on management, Dick learned had to do with evaluating people

"If you take, | guessmy first job as aforemen, 33- or 34 years ago, there was a plant manager, aguy
that ran an aviation service shop at the time, who sort of took me under his wing and taught me an
awful lot of suff. He taught me the importance of evauating people. He taught me, helet merun- a
very quick story - he promoted me from a production expediter to aforeman and | mean | was just
the most charged up guy you ever saw. | had a cleaner who was the best, hardest-working guy | ever
had. Thisguy'san R-13, very low-leve guy, and I'm aforeman for aweek and he says, "Y ou know,
Dick, | ought to make more money." And | said, "By golly, you'reright." So | went in to seethis
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boss one Friday evening, I'll never forget it, and said, "I want to give Tony apay raise." He said,
"Well, how much you want to pay him." | said, "Well, | want to, he's an R-13,1 want to make him
anR-17," or something like that. That was like aforty-cent an hour raise. And he said, "Great.
Fine." And I'm thinking to myself, and here everybody told me how tough this guy was. He's ano-
shit. Just when | got to the door he said, "Dick, aren't you paying your machinist R-17 wages?" |
said, "Yeah." He said, "When you give Tony that raise," he said, "Y ou'd better be prepared to
explain to those machinists Monday morning why you're paying them the same as you're paying the
cleaner. Have aniceweekend." | never forgot that. That's thirty-five years and | never forgot that."
Self-development has become a tried and true value for Dick as heis still looking for ways to
self-develop, even now that he's leaving GEA

Tiller, who worked beneath him once said, "I was proud of him because alot of guys, after 37 years,
aren't really that interested in doing ahell of alot different. They want the world to kind of conform
to them. And he still says, "Now, how can | benefit, what do | need to do different after GE?" Okay?
Just trying to improve. Okay, | got this problem, | did alittle better, okay, it's still not perfect, | did a
little better here and I'm happy about that. | went alittle bit backward, can you help me with that?
And it was really gratifying to see, because | gave him alot of that feedback; some of the most
negative feedback. And heknowsit. | mean, hejokes about it. But, it wasreally gratifying. Just
like you coach people that work for you, it's kind of fun to coach your boss a little bit and to see
improvement there. And, especially on aguy like him, because we are pretty tight."

WHO WE ARE

GEA vision - " One team better and faster than anybody elsein theworld."

Believes that this vision will/would have never become a reality, had people not bought into the
self-development concept

If people don't have what it takes to be on the team, they need to learn it and learn it quick «
perfectly in sync with the one-team vision

Had people buy into the concept by taking responsibility for the whole team's actions, like he
used to do his family, and put himself in charge of the process

Then, led the way, by making himself vulnerable first

"And, by theway, 1'm going to do it first." So, like bungiejumping, you know? I'll do it first. If |
had sat back and said, "Now this is what we want to do and, Susan, I'd like to see you do it," - that
won't work. And thereinliestherub. Therein Mes therub. Because alot of business |eaders will not
stand up for, whatever their reasons may be. Some of it is not self-confidence, either. Some of itiis,
"I just don't want people to get too close to me. | don't want them to know." There's amystique to
driving this, "l saw him today." As opposed to, "Shit, you know, we'd played soft ball together, |
know the guy, the guy plays the guitar, he sings, he shoots dice." | mean, | do al those things that a
good leader is not supposed to do. "

WHERE WE ARE GOING

Challenge for the future isto make sure that this developmental processis passed all the way
down the organization

"I think if you took the people that are better at this; i.e. Tiller, who is very, very good at this, you
would like to think that Tiller would say, "This is agreat process and I'd like to pick this up and
employ it myself. Because certainly Jack Welch never sent anote to me and said, "Dick, 1'd like you
to do this 360." It would be very interesting, by the way, to see him do this same process. But, |
don't, - it's something you should do. | think it would be apractice that aleader ought to do. |
ought to do that right here. Infact, it'snot abad ideato recommend to, in fact, | will do that with
Susan. Because | think the team that is here clearly has been through this enough times now to know
how to doit. Although, every time there's anew bunch."



*  GEA businessmust be atakento anew level as competition only getsmore fierce; in order to takeiit
to the next level, the successor must be willing to continue salf-developing and seeing to it that his
subordinates do the same



10. Luis Suarez, PepsCo

WHO | AM:

Luis Suarez, AKA Lucho

Former head of European operationsat Pepsi, recently named CEO of B AES A, one of Pepsi‘slargest
bottlers

Attended Jesuit school, where the foundation of his current value system originated from
"revolutionary priests’

Ambitious

Role modes were al trandformationd leaders whose end god was to transform therdligion - told
that in some way, he would "have to change the way things are”

Trained from Day 1 to think, behave, and spesk like a"leader" - thought it the norm, because these
peoplewere histeachers

"...I went to a Jesuit school with very high values, high demand, dlite types of groups. Priests et that
moment were trying to trandform thereligion. Very consarvativerdigion at the time where they
cdled the new revolutionigts that were coming into Latin America.... Itredly added to what | amin
many ways, high values, very demanding, alot of amhitions. Thinking that you're part of avery
specid group.”

"So, kind of being a Jesuit, was saying that you've got to be aleader, you've got to run things.

Y ou've got to make things happen with high values. And whatever you do you've got to do it as
number one."

Srong sense of work ethic -knew from no different, was dways working to sdf-improve, sdf-
develop, gtretch himsdf

Thirg for empower ment

Jesuit training taught him that he had the power to achieve, just a matter of unleashing it
Dedicated rest of hislifeto searching for waysto unleash this power

"In the very poor areas in the city. So they took us there. They made us congtruct houses with
bricks....So you kind of gart at the very very beginning... | mean, 13,14 years, old, understanding
human begins, understanding the differences. Understanding the power that you can have, you know,
and influence events. Okay. And I'll never forget a phrase that they aways used. Whichisbasicaly
adefinition of power, you know. Power is not forma authority. It's the capacity to influence events.
So you don't really need to have forma authority. You don't need to. It'sup to you."

Highly valued rdationships

Saw mentoring/coaching as a fundamental means of development, learned from his own

per sonal experience

"When | got to university, | was lucky aso to find all the friends or in those cases, some priest at the
university, who were very good in understanding, what it's all about. 'Y ou know, and giving me
support.... So, it'slike you start very young to recognize the value of relationships. The value of
somebody who can talk, a mentor. Somebody who is older than you. Somebody who can give you a
bigger picture than the picture you see."

And | never forget one event. With him. That kind of wrapped up, you know, this mentoring, how
helpful it can be. He was a scuba diver. So he took me to an idand, Fernando de la Rona (?) whichis
inthe northern part of Brazil. | was maybefive levelsbdow him. He was the sefai a the time.



Beverages. And he took me for three days done. Me and him with a company plane. Just done. To
play. To live together three days. We didn't redly talk about business much. We talk about life, you
know. Wetalk about how | can be better, you know. Very specific things about how to be better asa
person. Okay. How to balance my life, you know, | was aworkahalic at that time. Less than today,
or....And you know, he gave avery good, like coaching as afriend, you know. Opening his sdf. And
you know, we used to spend, maybe | can never forget. One night, you know, having (inaudible)
some Sambuca. Looking at the stars. Okay. Talking about life. About his experiences. What.
That's one way of coaching. And, that events, you know, | never forget. Its one way of mentoring
you know. Just by being with people. Having those kind of experiences. Those experiences give you
alink to that person. You know, that's very important. Kind of like you know that he's gonnabe
aways there to help you, to coach and support you. Inany event. | avery interesting. | guess hewas
doing whet I'm doing. Kind of seeing. | asked him that once. How do you know when you have a
leeder when you don't have aleader? He sad very easy. | said, please tell me. He said well when |
don't haveto tell people what to do, then they're leaders. They tell me what they want to do.

Changeagent —reveled in being an initiator of ehange

When started work a Sears, was dmost a culture shock, because of al the resistance to change
Found that he had to get out, and move towards a culture that he would be more comfortablein
"When | came back from the States when | wasworking a Sears as atrainee, | found mysdf very
engaged, because Sears Peru iskind of very small. | mean, two big stores and two little ones. I'll
never forget, | asked somebody, we have a very ambitious restless, you know, very young age, and
wants to go very quickly. And, dways coming with different ideas. You know, | wasin charge of
different buying departments and any of these next door. . .. Y ou know, kind of changing therules of
the game, redlly finding thegame as| go, right. All right. And, peoplein Sears, you know, werelike
| was cregting too much...trouble for them. They made me fed not very good, okay. To onethat |
went to see thepresident. And | asked himwhat isall thisabout. | mean, I'm getting... you guys
seem like, you know, you don't want to change. And he said, yet, Lucho, you know. Y ou've got to
understand. You know, Searsis like a big carriage with eight horses. And you are one of them. So
you cannot run quicker than the other one. So you've got to maintain your pace with the whole
group. When | got out of that meeting | left Sears, because| don't want to be ahorse with acarriage.
| want to be one horse, you know, kind of free."

So, moved on to gart his own consulting company

There, still not happy because not enough of agtretch

Wasn't able to unleash his power and execute aplan - smply making the plan for someone seto
execute was not enough

Y ou know, | was making my...my money as a consultant, as ateacher was...| was avery happy guy.
But | was missing the siretch. You see, one of the things that perhaps this whole background or
religious or, you know, leadership kind of background is about self-improving, it's about stretching. |
was kind of tired, you know, working done as aconsultant. And | wanted to deal with people. |
wanted to ded with power. | mean, you actudly...when you're a consultant you don't have the
power. You do things for others. Which is very interesting because part of my job isdoing alot of
things for others.

Then, dong came the perfect match for him - thekind of culture made for his Jesuit-raised ideals
And these guys told me something that really made me jump into Pepsi. He said, you know, Peps as
a company that will stretch you like an dastic band. And if you didn't break, we promote you. And
then we dretch you again, and you didn't break, we promote you. | just loved that idea of being
sretched, you know.

WHO WE ARE:
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Jesuit training allowed him to take a step back and see the busness as the Jesuits would have --
asa chanceto redefine the purposg, to revolutionize

Saized this opportunity and condluded that in order torisefrom #2, they would have to sop
using price as a differentiator

Ingtead, Peps would haveto be repostioned as an innovator

To accomplish thistoday, the business encour ages change and bigideas at any risk

The busnessimplements now, and discusses solutions later

Migakesaretolerated, so long as at the cost of big ideaimplementation

End result: outcomesare phenomenal

thefirst is consumer satisfaction. And | say, for Pepsi. | think it'simportant to be the leaders in any
change. That happensin the marketplace. We just can't adlow our competitor to bring any change.
Because they're the number one. So you as a number two trying to be number one, match change and
redefine the game every day. And whenever you think you're there, you're gone. Y ou're history.
[LIE] And | have seen it happen a hundred times. When people are sarted being comfortable. So
somehow, you know it's, the first oneis, you got to be aleader in any change. You might bring
change into the market. It'sto the consumer. To their satisfaction. How do you do that, especidly
for Pepsi? Is about having, or having the mogt enjoyable, the most innovative, the most exciting
brands. Y ou've got to be more exciting. Then know what you're drinking is water with sugar.
Concentrate Pepsi. Okay. So what you've got to do is keep an experience to consumers. Why they
drink Pepsi.

We had very clear abjectives. | want... number one, for Peps to be repositioned in the consumer
mind. We were sdlling Peps at the lower price than Coke. Asaregular basis. And | said thereisno
way you can make money in thisworld by charging less than your competitor. So by repositioning
the brand (inaudible) thetrait (?) and the consumer to pay me the same as the other guy. And | want
abigger market share, you know, the whole thing. Those are the objectives now. You bring me
(inaudible) to that | am willing to listen. All right, | mean, | could not believe the amount of fantagtic
ideas they brought. One of them is they're going to paint blue the Concord. Y ou know, the Air
France Concord. They're going to paint it blue. And the key to present it, what kind of shaking
(inaudible)... what am | going to say because it cogts like haf amillion bucks. When | saw it, | said,
'When are you going to do it? Y ou haven't negotiated yet? And the guy said, ‘what? But | need it
negotiated tomorrow, | don't want to logt it." And he went and closed the dedl. And we (inaudible)
painting right now the concord blue. (Inaudible) let me hear about it, big one. After al this, | said,
‘well, it's not enough. | want bigger ideas.' (Inaudible) say (inaudible) want Pepsi in the space?
Might not be bad. Three weeks later a guy comesto my office and said, 'L ucho, we're going to
inflate the largest caniin space.” And | said 'what? The Mir (?), you know, the Russians going to
rent their (inaudible) today (inaudible) they have agreed (inaudible) to launch, because they launchin
the Mir gtation in the lab station every month arocket. And they change the astronauts.  So they're
going to carry acan of 100 feet. They're going to inflate it and so it will be the firgt (inaudible)...And
think how much it is going to cost us? A million and a hdf bucks. | say, do it. But we don't have
the money. Well find it. Do it. Now, from that idea, the whole P.R. department of PCI, PepsiCo
Internationd, and start working on that idea. Now it's going to be CNN. April 2 we are going to
launch. Can you imagine that, | mean, we're going to...The first commercid in history in space, you
know, it's 0 exciting. Now when people hear about this, these guys don't have limits. Well, that's
about freedom. Just think about these kids who came with al these big ideas. Suddenly now their
mind set is... anything is possibleif it'sagood idea. Y ou now, we can aford... 0 thisisthekind of
way you start changing things.

Provides backing and support his people need to generate big ideas, just as hisbosses early on
did for him
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e | camewith acrazy idea. | mean, it was aredlly crazy idea. It was setting up a canning plant in the
middle of the jungle. The Peruvian government at the moment had placed a new law exempting
taxes for new businessesin the jungle... So | saw the break. | mean, we can put a canning line there
and thenwe don't pay taxes ... It looked like aNASA project. You know, with planes coming from
Houston. Ninety-day plan, | mean, you know, we've got to go in 90 days! And when she saw this,
shesaid, you'recrazy. Youknow. | think it'sagood ideabut you're crazy. ...But thisis something
that | never forget. She said, Lucho, I'm going to let you doit. 1'm going to chase you therest of
your life, chase you, you know, for thisone. But | think you should invest it at that moment with half
amillion dollars and do it and learn fromit. Of course two, three years later we had total disaster.
The government changed the laws. Then, [my boss] teased me for the next few years, but he said,
listen, you know, your chances to succeed are 50/50. Y ou succeed, fantadtic, but if you don't, don't
worry. Thisisthe best investment we can make with you (7). Y ou know, you go ahead with your big
ideaand do it. And like I'll never forget that event. Because in many ways | do that with people.
When they comewith big ideas | cannot tell them, listen, thisis going to be a (inaudible) but you do
it, but we learn fromit.... | do think everybody's entitled to makemistakes. | think everybody's
entitled to try big idess.

» Hewasbreaking every ruleinthe advertising. And| said, 'doit'. And he had been the biggest
success that we havein the last few months. And he called me and said, 'See, | told you so." Wéll,
good for you.... We need more of those okay.

» you'll see miracles. Once you put the bar there, you gotta put it high, and | think that's our main job.
| think, as leaders, to put the bar very high. And | think it helped him. | mean there was someidea
of resources. And just giving al the support. And what | tell them is'l'm your representative in
headquarters. | represent you in headquarters. So you tell me what you want to do, and | get a sl
here, | get you the support you need. My job isto support you..'

* A businesswhose leader perpetuates the coaching that he so highly valued in his own past

o Jud asthe priests eoached him, hetoo will do the same

» | truly believein building relationships. There is no way you can coach or mentor somebody unless
you develop agood relationship and a srong relationship, okay. What | dp, | have alist of maybea
dozen to 15 peoplethat | believe arethefuture.... Either by letters, | send them books. But most
important by meeting with them. Okay. And | meet with them on breskfasts, lunches. So every time
| go to acountry | want to talk to that man. To seehow he's doing, how he'sfeding, whet are his
fears, what are hisambitions. What ishe trying to do, ishebeing listened. And | doitinavery
honest way. People know...who are these people. Epecidly their bosses. And they don't mind.
Because you know, they maintain information flow.

* A busnessthat heavily communicates the idea of sdf-devdopment

*  Maybe because you know, my background, and childhood and youth. My own way of being about sdf
development. You gotta sdf develop yoursdf. You're in control of your destiny. Okay. If somehow,
saying you know, this corporation needs leaders like you, so sometimes you've got to go deep.

* I'mabdiever in deveoping people. Because | developed mysdf, right. Andyou have to reinvent
yoursdf every two years. Every year. Every month. Sometimes every day.

WHERE WE ARE GOING:

* Inviteshispeopletojoin him in the challenge of continuing to grow the business

» Particularly reaches out to people who will challenge the status quo

*  Needs peoplewho like the business, have no limits and will takerisksto achieve thekind of
growth heisthinking



Europe is a place where we need people who challenge that status quo. Who can find different ways
of doing. Because the way we're doing it today ain't working. So somehow we have to change the
way we do thingstoday. Theway we gpproach the consumer, the way we approach the trade (?).
The way we gpproach our shareholder. | mean, the way we do business (inaudible)

s0 the case when you look at where I'm going to go in Europeisto have avery srong Situationin
some key countries. And redlly start coming into our countries. Like Germany, France, or Itay.
Which aremy three biggest, | would say (inaudible) where my competitor is very entrenched. But we
have enough room in Europeto grow. Like eastern Europe and this... so it's acompany about
growth(?).

In moving in thisdirection, he plansto make leader development a major part of the process
I will say that developing people and mentoring people, and exporting that's my biggest job. I'm
going to challengepeople dl thetime



11. Tom Tiller, GE Appliances

WHO | AM:

Tom Tiller

Grew up in Essex Junction, Vermont, wherethetown is" asamall asit sounds’

Surrounded by areal sense of community

Exposed to a genuinework ethic

"And, as akid up through high schoal, that's the only place | lived. Very smal community, very
deeply rooted values from avery young age and sort of the Y ankee work ethic. Thewhole state is
only 500,000 people. There are more cows than there are people. Pretty good value in alot of ways.
So, alot of vaue around asmadl town, asmal sense of community, doing what's right, treating
peoplelike you're going to be with them for 20 or 30 years, not 20 or 30 minutes. And | think that
had alot to do withwho | am and theway | try to live my life, most importantly, and then also my
businesslife.”

Deeply influenced EQ/ his grandfather whose philosophy was of the " anything can be done if you
just set out totry it™ genre

"For example, when | was saven or eight years old, he would give me hisjeep and let me go driveit
by mysdf. And not out on the main road, but out - he happened to have a saw mill and he would let
me drive it around the saw mill and | had to bump it into afew things, but helet you do that. Helet
me drive a 50,000 pound bulldozer, an enormous bulldozer, when | was devenyears old. | could
bardly reach the pedals. | built an airplane runway strip when | was seventeen years old. And just the
ideaof 'go doit," 'try it," you'renot going to, | mean, it's greet to learn abouit it, it's great to talk to
other people, but there is no substitute for getting in the game and 'just go do it.™

Out driving hisgrandfather'sjeep at 7 and 8 yearsald

Driving 50,000 pound bulldozersat 11

Built an airplane grip when hewas 17

Found that the human spirit truly was unlimited

"That was abig, big core value: that you can do anything. The worgt thing you can doin lifeistdll
somebody that they can't do something, or to assume that they can't do something. People can
continuoudy amaze me with the unlimited capability of the human spirit, whether it's aphysica
thing like run the Hawaii Triathlon or aproject a work, or whatever. But, people can do whatever
they want to do. And, you know, alot of people talk about limits and you can't do this, but the
human spirit isunlimited. It's one of the few, truly unlimited things. And | think he convinced me
of that very, very early-onin life."

Early lifewasfull of "tess', that eventually paved theway for his GE " sretch" mindset

"It was pretty natural for me, cause that's the way that | grew up. | mean, even from avery early age,
and we talk about it in GE as 'stretch’ or 'empowerment.’ He didn't have fancy words like that for it,
but, you know, give you achain saw, show you ahaf-a-million trees and say, "Between now and the
end of the week those got to be cut down." Yeah, just the idea of giving you impaossible problems
with just very rough kinds of ideas on how to do it, and then just demanding that you got to figure out
awaytodoit."

Wredling team known asthe Bad News Bears

L earned the value of team work through thisrdatively individual sport

Wanted tobe 16 and 0, not 2 and 14, not even 8 and 8; together they were ableto set out asa
team and accomplish thismisson; cameto the doublerealization that you can alwaysturn a
negative into a pogtive

"One of the things I've learned early in my career is that usualy when things are the worgt represents
the single, biggest opportunity. A problem is a golden thing because it's a huge opportunity. Our
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wrestling team in high school was terrible. | mean just absolutely terrible. We were the Bad News
Bears, okay? Even the coach wasgoing to quit. | mean, wewereterrible. Wewere 2 and 14, we
were getting killed, and didn't have many of the good athletes in school; they played on the basketball
team and the hockey team, whatever - we were terrible. And we got ateam of people together and we
decided that we were going to get better and really made acommitment to each other that even
though we were the Bad News Bears we could be the best team. And did everything together asa
team to try to really capture that. | was very proud of that group of people. We went from 2 and 14,
to 16 and O; achampionship season the next year. Andreally did that by getting the whole team -
Stoney will talk about one team, better and fagter? Getting that whole team of people committed to
go, whether that meant going to wrestling camp in the summer, and some of the kids that couldn't
afford to go? Wefigured out away to financidly help them to go, so thewhole team would go. The
whole team would run gtairs together, the whole teeam would practice like dogs together, but just
getting that whole group of people to participate and commit, rather than just one or two of the
people. And that was a big, big dedl. Y ou got to have, in my mind, you know, an inspiration,
somebody that can redlly help you see what's possible.”

Ability to be physically demongrableiskey

Went toMIT undergrad

Accepted ajob at GE

Went on to HBS

Histheory wasingtead of trying to bea " big fish in a small pond", he wanted to reach even
higher and be a " big fish in a big pond" -- therefore, applied to the best schools maintaining the
end goal of excdling

Big risk taker

Taking risks, taking chances. Making the small mistake so that you can hit the homerun later onisa
big thing. Don't try to make everything absolutdy perfect before you try to do something, is abig
value. Getting awhole team of people involved rather than just one or two isabig, big ded; trying to
crete that win. Not just for the 126 pound wrestler, but for the whole wrestling team, so that each
person can have their individud part of the contribution, part of amuch larger part of the
contribution isa big dedl.

WHO WE ARE:

The GEA Team, -- till building theteam, just ashewasback in high school

"And that's abig dedl: being able to build those teams, create that common sense of purpose, isabig
part of what | do every day. And | learned alot of that in the wrestling room back a Essex Junction
High Schoal. A lot of that. One of the things that's ingrained very degply in meis that if it's possible
for ahuman being to do it, then some way, somehow, figure out away to do it. Some way. | don't
know exactly how. But, if it's humanly possible, we'll get the right people involved, we'll somehow
figure out some way to do it. And you never, ever give up. You never give up.”

Took a negative and turned it right into a postive - just like histeam, GEA was on itsway out
of existence; its serious losses wer e making the possibility of outsourcing a definite reality

Tiller rallied thewhole group together and united them as a team, making them see the urgency
of the dtuation

"So | came down here to run Building Two, that building wasin afair bit of trouble, I laid off 400
people, we lost $10 million thefirgt year. The building was hdf full; there was only about 520,000
ranges. So we very quickly tried to do the same kind of thing we did with the wrestling team, which
is build ateam and a sense of purpose that was larger than me and my individual needs. So we got on
abusride, I'll never forget this: we got on abus and there wasn't amarketing person within a
hundred miles of it and we had to figure out how the hell we were going to turn this business around.
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And we got on abus and we rode down to the Kitchen and Bath Show down at Atlanta, and these
were dl manufacturing people. And we went through every product that was offered down there and
wesad, "Wdl, we could take this idea, we could take this idea, we could take thisidea." Wewent
from losing $10 million .. .and it redly came from thet bus ride, that sense df, 'somebody's got to do
something here, and we can either wait for them to take care of it, or we can do it ourselves.' You
know, the wrestlers can do it, or you can wait for the coach. And thewrestlers got to do it, ultimately,
at the end of the day, because we're the onesthat care.... there was avery clear sense of, ‘we got to do
something, we got to do it fagt, we don't have 142 yearsto do it, and we're going to doit." And,
today, I'm gtill very, very proud of that group of people. | love going over there. | probably know,
now, of the eleven hundred peoplein the building, | probably know eight or nine hundred of them.
And when | walk out on the shop floor, it'sjust kind of like, you know, kind of going home."

And mogt importantly, brought his people homewith avictory

About two hundred of our people and a thousand customers and our own internal sales people. And
there were peopl e that worked months and months and months. For this week there were people that
thiswas like the Super Bowl initsindustry. Y eah, we did acouple of redly nice videos that we called
this thing the Wash of a Lifetime. We wrote music, we had all kinds of stories. | mean the stories
that came of this thing were - and we recreated it for the whole business leadership council as best
you can, but it's pretty hard, | mean, this was the emotiona equivaent to the Berlin Wall faling
down in our business.

WHERE WE ARE GOING:

Next "busride' isto meet the quality challenges being demanded by society

Focus mugt turn to getting the hearts and minds of all 23,000 employees into meeting this
challenge

Needs to continue to generate more and more energizing bus rides to keep them interested
Tiller, like hisgrandfather will continueto plan smilar "tests' for histeam, that will congantly
raise their own expectations of themsdves

Will show them that just like he was ableto build an airplane strip, drive a bulldozer, they too
can do anything they set out to do

"We're not going to be Sx Sgma without having those people on the bus. Okay? So we got to figure
out how to get our employees broadly and how to get our supply base fully integrated into this thing.
And those are two of thereal big challenges, | think, going forward... But | go back, inalot of ways|
go back to my grandfather when we were in the sawmill, okay? There were very high expectations of
people. Hewasn't afraid to get in and grab a shovel and say, "Thisisthe way we dig theditch. This
isthe way we grade the boards.” And | think an awful lot of this quality initiative goes back to
people. You havetheright people? Are the people, areyou treating themright? Are they, do they
fed like they're part of the organization? Do they fed like they'rein the game, long-term? Arethey
going to benefit in seeing the wrestling team win? Are they going to be part of the overdl victory in
this thing? And | think that's the much larger chalenge. | think the one level of project execution,
however hugethat is, and that's ahuge ball, but that's going to get us one percent of the way."
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12. Ramesh Vangal, PepsCo

WHO | AM:

Ramesh Vangd

Born and raised in India, middle class background
Saw Engineering as best education prospect
Attended Indian Ingtitute of Technology

Entrepreneur

Being broke was tough, s0 he started up a T-shirt business while in school to make alittle money
Learned basic business survivd tactics firsthand, after his business plan backfired

1) beyond agood businessides, you need qudity and delivery

2) the more sugtainable rel ationships you build the better off you'll be

Weworked up aplan of sdling T-shirts. So, what we did, we had this fancy new silk screen printing
process, which we went and researched, got anice design, and got 700 shirts printed, based on orders
from different people in the different hostels on campus. And, it looked very good, except that three
days later, the damn quff sarted running, so before we could.. .the colors started running. So, before
we started counting our money, we had the problem of damage control. And, for the first three days,
| panicked, | left campus. | was somewhere outside the campus, figuring out how to handle this
potentidly big challenge. We found a solution to it, and at the end of the day, | didn't make as much
money as | thought | would... But, | got some learning, that if you want to do business, it's not only
good enough to have agood idea, but you've aso got to make sure the qudlity isright, make surethe
ddivery isright.

The onething I've dwayslearned is people, if you can figure out that you can build relationships,
sugtainable, for thelong term. Then, that dong with ideas gives you a chance of success.

But, asit Sarted coining through, you got excited about it. you didn't realize; you didn't think of the
risks, or the problems, or anything else. Y ou were busy counting your money and banking it...
determining what you could do, before the problem stuck.

Big opportunigt, dreamer with determination to succeed

Determination, which later became backed by anumber of successes

Aspired to get an American educetion

Redlized Indiawas limited in opportunity

Started on awild goose chase to earn an academic-based scholarship with a horrendous academic
record

Discovered taking the "con man™ route would be his only chance of success

And, | got a paper published, with one of my professors. So, | built mysdaf up, and | wroteto the
universitiesin the US, saying that | have no interest in mechanical engineering, but | have now
developed great passion for operations research. In asense, | did abit of acon job.

Therefore, changed his path to Operations Research, got published, and earned his much coveted
scholarship to the University of Cincinndti

Once god was achieved, dropped Operations Research like afly and used his entrance to an
American university as a confidence booster for bigger and better things

Applied to London Business School

Upon graduation went to work for P& G, Geneva

First negative evduation, jolted him into first gear where he became determined to take the business
omewhere
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Got no respect in hisfirg sdles stint, because of his"racia” difference from most sdesmenin the
industry

Incident repeated himsdlf, until out of anger he turned the huge negative into an even bigger postive
by winning hisfirst big order

Lesson learned — when someone attacks, fight back; hang in there and you'll succeed

Then the most spectacular experience |'ve had, one of the most, let's say core experiences, which has
shaped mewas in England. When | was sent as asdesman. | was sent as a sdesman to the northern
part of England, which has a very high immigrant density, near the Bradford area. And | wasin a
tough Situation, becauise they expected meto do very well, because | was educated, and | had agood
background, and | was from the Geneva operation. And, thiswas an eight month, six to eight month
sdes gtint. The trade thought | was taking away alocal’s job, and in that region, unemployment was
25 percent. Tough Situation, And thiswas Y orkshire, whichis very, very conservative. So, thefirg
month, | did 30 percent of my sdestarget. Primarily because | used to wait in line... Then | went
back again into a couple more of these store calls, and in one of them, when | had the same [negative]
experience, | turned around and the guy says, "Why are you asking meto leave, you know? I'm not
asking you to go with me for adrink in the pub?' And, I've got aded which | think you won't get
from my didtrict office. And, | was quite angry, and | saidit fairly loudly, just motor reaction. Now
ingtantly, everybody around in that office, turned around and listened. So the buyer was allittle
embarrassed. He was a consarvative guy, as most people are there, and he kind of said, "Tell me what
you've got." So, | have him a story, because | was well prepared. It's atwo minute blitz. And, he
was alittle embarrassed, so he just sgned my purchase order, without putting any number, there was
no numbers. Or order quantities, by stock keeping unit item, you know, like Head and Shoulders, and
so on. So, | had this piece of paper, and a carte blanche to put what | want in it and, believe me, |
loaded him up full of product. And, then when | loaded him up full of product, | learned one thing,
that instead of worrying about let's say my racia background, and the color difference.. .maybe
there's an opportunity to turn this around and use it to my advantage. And, from then it was arall,
because you'd develop alittle less sengtivity. But, you managed to figure out how to get through to
people. And, it was a great cycle, because | went and ddiberately pushed back. ... So, to me the
learning was core. When somebody attacks your own sdf identity, your firgt ingtinct isto flee and
escgpe. But, asyou think about it, you're saying you're escaping from yoursdf. So, whet | said was,
and thisisn't by any great courage or horizon.. .It was amore borderlineissue. Asl said, | dmost
ran. But, | have... after having hung in there, and you suddenly penetrate the barrier, it gives you the
confidence to say, that the demarcation between success and failure is very thin. So, if you can hang
in, you'll crossthat line. And, when you crosstheling, it tends to be a positive cycle, which builds
confidence.

Ironically, finished job off winning northern star for best sdlesman

Places high value on building strong rdationships -- (a lesson which resurfaced from his T-shirt
business)

Credits his success primarily to the successul relationships he was able to build with people

Wasn't given promotion he fdt he deserved from P& G, so accepted offer from Peps

Personal tragedy struck about the same time as he was experiencing failure in hisrole at Peps (could
not gain entrance into India) -- extreme low

Sinclair came and was able to offer the confidence and support VVanga needed

Reationship with Sinclair extremely valued by Vangal, only reemphasizing the importance he had
adways placed on building strong relationships

that's the piece which comes through areationship. So, | actively am abeliever that we need to
encourage relationships, and bonding between people. Not, so that it becomes, hey somebody's blue
eyed boy...But, it's more a question of saying, "Hey, can | provide somebody alittle bit of emational
support, or other support?' Especialy when things are down. Becausg, if you can do that, you have



liberated area high fire power individual. ... And Chris turned me around, from being atotd
failure, to being somebody who could do afew things.

Found himself to be a quick learner, just bad at gaining confidence

When the local distributor challenges the value that you provide, and he basically says, an Indian guy,
he can't do anything for me, but my boss at that timein P& G said, Mr. SO and SO, if you say that
again, I'm going to fire you as adidributor, because you don't have the values and ethics that we
think are important. And that's one thing greeat about the P& G system at that stage. They supported
the people, and | think that provided me with agrest dedl of conviction. So, in my life, most of the
mentorships, and coaching I've had, have been in people who have provided with me a certain degree
of support. I'm actualy quite aquick leaner, once I'm given the opportunity, but |'ve had troublein
building my own confidence up.

Therefore, these supportive relationships gave him just the boost he needed -- 1) Sinclair, 2) P&G
experiencein Geneva

I'm agreat believer that you have got to build strong relationships with the people that you work
with.... And, | go out of my way and do that. | try to understand the totdity of the human being.
What are his persond pressures? Are there any problems.? And, first of all, give unqudified help.
You don't ask for anything in return. Build the confidence. Build the friendship. Build the
relaionship. It's clearly within a business objective.

Big believer in liberating the geniusin everyone, just as Sinclair did for him

Tekesared vedted interest in developing people, and reasing this genius to the point that if notices
apoor fit within his own business, will help to find amore suitable position for the person; in other
words, interest goes beyond his own business and lies Sncerdly within deve oping the people

So, | don't think there's agenius per sg, | think thereis ageniusin everybody, the questionis
liberating that piece. That liberation means removing some layer of restraint, or programming that
you've had in the childhood, or whatever it is. And, | have actudly, | spend alot of time pumping
people up...giving them confidence. And you know, making them believe that they areredly going to
havevaue.

WHO WE ARE:

A businessthat encourages big, risky ideasto build the businessthrough...

1) Encouraging entrepreneurial attitudes;

2) Seeking out intentionally entrepreneurial, risky opportunities,

3) Building lagting relationships,

4) Liberating the geniusin everyone, by empowering them with the freedom to dream big and
actually implement

A businessthat takes these big, risky ideas and bundles them into something much bigger that
will really redefine the business

It's part of that whole liberation piece. Because while your people may not recognizeit, you're
congantly learning, the moment you liberate them, they're bringing in fiveideas. Andwhat | enjoy
isalot is connecting different ideas together. | mean, you might find ideas in different parts of the
organization. Which on their own at each one stage may not work but put together it redly isa
potentiad winner. So | see mysdlf having arole and I'm very excited about piecing together different
ideas brought together by different people.

Liberating peopleis how this process comes about
But, asyou start, if you capture hisimagination, and you liberate him, and you give him afeding that
look, it doesn't matter. Even if you fail, let'stry it. And, | tell you, we changed our whole approach.



Because people thinking differently on a function which is different from theirs are often likely to
come up with abrain wave or a spark which can actudly build aconviction.

Let'sliberate ourselves. And that's gonein down into the sysem, so | think it's now percolating two
levels below and because of that you're getting al of thistraction. Now, therisk in al of these things
isyou may go too far afield and you may lose control. But |'d rather experiment in terms of giving
more freedom and then reigning in terms of the focus and priorities than the other way around.

Accomplished it through 4 values—- 1) integrity, 2) entrepreneurialiam, 3) teamwork, 4) courage
| think integrity isimportant. And | don't mean just financid or fiscal integrity. | mean, people
integrity, no palitics, that kind of suff. The second core value to me is sustainable entrepreneurship.
That means entrepreneurship is fine. An entrepreneur is also an opportunist. He looks at the shot(?)
of deal. So that's why you say, entrepreneurship is a spark but how do | get that spark to light? So |
adwayslook at entrepreneurship at apick up point. But then you need to figure out ways and means
amog immediately theresfter of ingtitutiondizing the entrepreneurship. And the third pieceis
teamwork and fun. | mean, the fun factor, | think, is crucial. Because if you can laugh together then
life and work becomes a lot different than if you come to work and take it so serioudy. And | think
the teamwork pieceislargdy creating opportunities for people to, you know, to head back, make fun
of me, make fun of everybody else. Y ou know, humorous situations. But thereisaglue. The glue is
to have courage. Courageto think differently and to go and do it.

WHERE WE ARE GOING:

Primary business goal for the future (aswell as Vangal'sindividual goal) isto leave a legacy of
leader sto grow the business

I think the story from my point is very smple thekey messageis footprintsin the sand. How do you
leave alegacy? Y ou know, what | normdly do | start off by... | mean, I'll tell you what | did in Poket
at our conference recently. | said to everybody 'why don't you spend a minute just asking yoursaves
why are you inthisroom today." And then one minute seems to bealong time. Bascally because
people are in that room because they want to leave amark of some sort. They want to leave alegacy
behind. All of us do. That's why we have children and so on. We warnt to leave something more
lasting. You leave alegacy when you do something different. Again, you're cregting footprintsin
the sand because nobody's walked in that sand before, at least for some time. And you're walking on
adifferent path. Leading from that you need the opportunity. Because there may not be
opportunities, as much as we would like in this world perhaps. But if you then look at opportunities
for leaving your legacy behind, AsaPeacific, which isin snags (?) must be one of the biggest single
opportunities that are available, so then the question is what can you do to take that opportunity. To
take advantage of that opportunity, you can't do it onyour own. That's why you're al here together,
different function groups, different countries. Because together you can make music.



Works Cited

Gardner, Howard. Leading Minds: An anatomy of leadership. New York: BasicBooks,
1995.

Sheehy, Gail. New Passages. Mapping your life acrosstime. New York: Random
House, e 1995.

Interview with Lew Platt, by Noel M. Tichy.

Interview with Admiral LeMoyne, by Eli Cohen and Noel M. Tichy.
Interview with Bob Hutchins, by Eh Cohen.

Interview with Carlos Cantu, by Eli Cohen and Noel M. Tichy.
Interview with Debra Dunn, by Noel M. Tichy.

Interview with Norm Mitchell, by Eli Cohen.

Interview with Ramesh Vangal, by Eli Cohen and Noel M. Tichy.
Interview with Rogelio Rebolledo, by Eli Cohen and Noel M. Tichy.
Interview with Mary Petrovich, by Charles Burck and Eli Cohen.
Interview with Dick Stonesifer, by Eli Cohen and Noel M. Tichy.
Interview with Tom Tiller, by Eli Cohen and Noel M. Tichy.

Interview with Luis Suarez, by Eh Cohen and Noel M. Tichy.

a7



