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Why HOW We Do Anything MeansEverything ...
in Businesqand in Life)

HOW

THE SUMMARY IN BRIEF

In the 21st century, it isn’t WHAT you do that matters most.In fact, if you
lineup al thewinnersin business today, you will natice tha few win by what
they make or do. If you make sonething new (or just better, fasterand cheapey,
the compeition quickly comesup with a way to improve upon it ard deliver it
atthe sameor anevenlower price. Customess instantlycompare price, featues
quaity and service, effectively rencering aimostevery WHAT a commality.

Yet, thedrive for differentidgion — persond, professond and organizaton
al —liesattheheat of all our busness endeavors We al still want to stand
out, to bebold, to bevaluable to distinguish ourslves from the conpetition, to
dothingsotheas can't copy and to be No. 1. We aways will. But in acom
moditized world, we arerunningout of areasin which to do so.

Howewer, thereis onearea where tremendousvariation and variability still
exist, oneplace tha we havenot yet andyzed, quantifi ed, sydemized or com
moditized, oneareawhich canrot be commoditized or copied: theream of
human behavior— HOW we do wha we do.

The peopleand companiesthat will riseto thetop today and stay ontop
tomorrav —thatwill berewarded, promoted and cdebraed — are thosethat
get thar HOWSs right. The world has changed to makethis idea morerelevant
thaneve, andit now repregntsthe mostpowerful way to chart a courseof
enduringpersonal and organizational business achievement.

This summary breaksdown what it’s like to live in the transpaent, hyper
connetedworld andpointsout the advantages assogated with focusing on
your HOWs instead of beingabsorbedwith your WHATSs.

INTHIS SUMMARY, YOU WILL LEARN:

« How technologich advaneshavecreated a hyperonnected world that
demandstrangarency.

* Whatrecent factorshaveincreased the Certainty Ggp throughot the world.
* How ruleshavefailed in the 21stcentury businessworld.

* How “soft” thingslike trustand reputation are essential for suacessin
today’strangarent world.

* Why valuesbasal self-governance is the future of busness.
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THE COMPLETE SUMMARY: HOW

by Dov Seidman

From Land to I nformation

Bad in feudalEurope— circa 1335A.D. — we were
aland-baedworld, andthe peoplewho ruled had con
trol over morehigh-value landthananyoneelse.Land
meant crops,aswell asrentfrom serfs— tradesmen,
farmersandcraftspeople—who creaedthe goodsand
consimableghatdrovethe economy

Fadg forward afew hundredyeas to the birth of the
Industrial Revolution.The inventon of madines,pow-
eredmainly by the steamengine broughta hostof
innovative ways to makethings Therate andscaleof
manugcuring increasedxponentlly. Fast forward
again to 1994 andthe birth of theinformaion age.
Tecmology allowedmultifold leapsin the way we did
things Opportunity waseverywhere andthoughfew
hada clea vision of whereit would lead, inventions,
productsandprocessemadethingspossble thatwere
previousy only adream.

Gdting Flattened

In TheWorld Is Flat, PulitzerPrize-winning NewYork
Times journdist ThomasL. Friedmandetailsthe global
effects of this newly unfetterel flow of information.He
describessomeof the unprecelenteal possbilitie s sud
denly available,many of which are being exploitedby
the busness world: new paradigmf collabaration, spe
cialization, supply ard distribution, and expangon of
core competences

Friedman’s maaoeconomc andsocial analyss of our
newly “flat” and interconnectdworld presatsavision
of theforces rehgping globalbusnessin the 21stcentu-
ry. The freeflow of information significantly charges the
way internd busnessunits perform andaregovernedand
how individuds work togetherevey day. m

Tednology’s Trespass

Relaionghips. Communcation. Connetion.
Collabordion. Thisis howwe fill the spaces between
us.Communicatecomesfrom the Latin word comnuni-
care, meaning “to share.”Soit follows thatas the naure
of theway we comnunicatechangesso doesthe naure

of our relatonships Over the past decade, the interces
sion of technology into our relationshps has radicaly
alteredwhat goes onin the spaces between us, has
changed the way we do bushessand has givenus easy
accessto informaion, creating a double-edgedsword
that cuts bothfor and against us.

The TiesThat Bind Us

In the days of feudd capitalism, runninga company
like IBM was afar simpler propositon than it is today
Rememberthe blue suits? IBM usel to be famousfor
its strong corporéde culture, so it impresel on everyone
who worked there tha the blue suit was the de facto
uniform of thework force. If youworked at IBM, you
knewwhda to put on eve’y morning. Enforang acom
panywide point of view was easier whenthe old fortress
menlity still hed sway. You could communicatepoli-
cies, values rules, gods and perspectives to your work
forcethroughvertical channds. Both corporatbon and
employeebenefited from this way of opeating: Orders
were givenand eveyoneknewwhere to march.

Fewbusnesses have fortress walls that shieldandcon
tain their work force anymore. Communicationtechrolo-
gy has redacedthe corcept of awork forcewith an
array of labaersaffiliatedin countless openrelation-
ships. Full-time enployees work hand in hand with
membersof joint vertures colleagies in independently
managedsubsidiaries, on-site indeperdent contractas,

(continuedon page3)
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Summary: HOW

Technology's Trespas
(continued from page 2)

remoterepregntaives of outsouring companiescon
sutantsworking from homeandas many morecreative
interrelationshipsthatyou cancorceve. Add to thata
globd supply anddistributionchain,andyou getan
organictangleof humanrelationdipsthatis difficult to
cortrol. Thetraditional fortresgsof busness hawe been
overun by anorganiceasystemfilled with possibility.

DistanceUnites Us

Businessin theinformation ageis complicated not
only by the newforms of relation$ips, but also by the
increasng remoteressof those people. For centuries,
local proximity determinedthe mgority of our socid
functions We dedt on a day-to-dg basis with people
who shaed a commonculture and thereforeeasily
undestoal the behaviorsandsignds thatoccurral in
the spaesbetweenus.

Globd connectiity sets tha whole idea onits ear. We
now find ourselve in aworld wherewe arethrust
togeherin all aspectf our lives without bordes and
without the homogenizing presures of locdity. From
purchasng itemsfrom a seler on eBay to videochats
with team membes halfway aroundthe world, at any
time you mightfind yourselfinteracting with people
whomyou hawe never metin personand who don’t nec-
esarily speakthe same languageyou do.

Beforethe Internet,our lives moved at a slowerpace
We had time to getto know peopk, as well asexperi
encepersanal confactin all of our dedings. Today
multinational companiecomnonly form teamsof
employeeschosenfrom variousdivisions, countriesand
cultures Globalsupply chainsandinternational cus
tomerbase multiply andmutate faster than a flu virus.
Mergersand aqquisitionsfuel growth andvaluecreation
with little regard to how theindividuds will interrelate
eachday. We build our bushessrelationshipsn a
collagelike constrict of hotel medings, videochats,
cell phonecdls, e-mals andfaxes

Opportunityconjoins us faste than we havedevet
oped frameworksfor understading each othe andget
ting along.Distan® no longerseparaesus; new conm
munication capabiltiesrende distane irrelevant by
connectng usinstantly. Electronic communi@tionis
bothaboonanda bane.lt makesnew, powerful net
works of collaboraiton possble, but doessoin strange
andfracturedlanguage.lt’s the paradox of theinforma
tion age:Technologyconnecs us morethanever before,
but thoseconnectims aremore fracturedand incom:
pletethan we areaccustomedo.

Soundview Executive Book Summaries®

The Expectaton of Respnse Factor

Another pressure of instant communication is the
Expectation of Response Factor. Messages appear
instantly, implicitly insisting on a quick response.
The Expectation of Response Factor exerts an influ-
ence on the quality of our communication, often
forcing us to respond in less considered ways. In a
medium whose nature transmits only part of our
intended symbols at best, the virtual ticking of the
electronic clock cheats us of the time we need for
careful or meaningful expression.

The Age of Transparency

We live in the ageof trangparency. With everyhing
from persond recmrdsand profiles to daabasseasly
accesedover the Internd, virtudly eveything about
you can be disooveread quite easily. Thefact thatThe
NewOxford AmeicanDictionary lists “googk” asa
verb makes this clear, asdoes the sample sertenceto
illuminae its meaning: “ You med soneone swapnum
bers, fix a date and then googk them.”

Transpareny exerts a profound influenceon busines.
Before trangaiency,companiescould form joint vertures
to protectthenselvesfrom the ramificatiors of a dubious
erterprise,believing thatif the unit got into trouble it
would nat hurt the reputation of the parernt compary.

In atrangarent world, however, when your joint ven
turetransgresses, evarybody knows who ownsit. In the
past, training its manayers in properconductwassuffi-
cient to protect a compay’s reputdion beauseline
employees had little contact with the outdde world and
rardy gotaconpary into trouble. Now, any enployee
can say somehing abouta compay in a cha roomor
in a blog and the nextday it might appear on Web sites
sud asThe DrudgeReort or The Smoking Gun.The
newtranspaency doesn’t allow you to hide m

The Journey to How

Information is king, hypeconnetednessputs that
information in the handsof many andtransparency
reveals al: Thisis our newredity. To fully consderthe
changes to the geography of busness,we mustopenour
mindsto how these forces havecreated a new playing
field for success.

The Certainty Gap

We dll cary avision of ideal stakility andsecuity. We
neve adieve thisided state beause atary giventime
the conditions of our lives or the world around us create
(continuedon page4)
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Journeyto How
(continued from page 3)

varying degreesof uncertairty and disequilibrium. This
opers a gapbetweenour ideal stae and the realtiesof

lif e, known asthe “Certainty Gap; which exetts a pro-
found influenceon our ability to succead. The Certainty
Gapneverdisappear®ntirdy; it getslargeror smaler as
corditions changeWhenit is smal, we hardly payit

any attenton. Whenthe CertaintyGap grows,asit hasin
recent yeas, we reachout for reasurance,for thingsthat
cangtabilize usandgive us confidena to go on. We look
for somethhgto fill thegap— trud.

Trug allows usto function in times of uncertainty,
becau® trustcalmsthefearsthatuncertainty breeds.In
timesof high uncerainty we pay moreattiention to the
sourceof trust: humanconduct.Trug bemmes,more
vitally than ever, the currencyof human exchange. Trust
fills the Certainty Gap;it fills the space betweenwhere
we are ard wherewe would like to be

RecentFactorsHave Increasedthe Cetainty Gap

Thefollowing four factorshawe played a handin
expandinghe currentCertairty Gap:

1. The dot-bomb: Whenthe dot-bombfell, it explod
edthe bubbleeconomyandsetoff a severeecmnomic
recesion that hasexertedpersigentdisiocaing effects
on employmentandfinancal security.

2. A rapid succesgin of egregious corporate scan-
dals: Corporatescandaldike Enron,WorldComand
Pamala hawe helpedmale corporationsoneof the
leag-trused segmens of sockety.

3. The ever-in creasng revelatory power of technol-
ogy: Suddenlyevery facetof society seamedlaid bare
flaws exposedfor all to see:religious scandds, profes
sionalathleteson steroidsyeportes for the NewYork
Timesinventingstories.lconsat everylevel of sodety
suddenlyseemedrulnerable.

4.The9/11 attacks: 9/11 seemd to usherin aseries
of globalattacksagainst civilians— Madrid, London,
Bali andotherplaces— that,couged with destabilizing
regond wars,left muchof the world uneasy. The needs
andprocalures of physicalsecuity suddenlyintruded
into the day-to-daylivesof mary who hadlong felt safe.

Outbehavirg the Competition

To suxeed, we mustdifferentiate ourelvesfrom the
competiton in anenduringfashon. As the marke
becomesmore crowded however, the possibleareas of
differentiation becomefewer, creatng new questions
aboutthe personaluaiti esthe newworld requiresof
usin orde to thrive.

4 Soundview Executive Book Summaries®

Leadesin 20th century capitalist enterpriseshistori-
cally differentiated thensdvesby WHAT they did.
Those who could inventsomehing and patert it won,
and those who could not do so gleaned thefieldsfor
survival. The market provided great incentivesandpro-
tedionsto innovde in WHAT.

But thosedays are gone It is diffi cult to inventa bet
ter produwct in aworld of commodties and thatis where
we find oursdves. For exanple, Stabudks unleashes
newfoundappreiation for coffee drinks, and now every
dinerand greas/ spoonseves café lattes. It is harder
now to innovate in WHAT. It takes a lot of luck and
moneyto be a pionesr, and evenif you pull it off, the
ability of someoneto reverseengieer your productin
six monthsand not six years eliminates alot of the
incentive for doingso.

Sobusinesesbegan to concentateon innovating in
HOW. Beginning in the 1980s thefocustumedto proces
manaement or the HOWsof WHAT. We now livein a
time whenwinning is abait HOW gererally. Total Quality
Managemen (TQM), Six Sigma, Jug-In-Time (JIT)
Invenbry, Enterpiise Resaurce Plannng (ERP), etc —
proces culture now dominatesbusinesspractice,aiming
to improve profitablity by redudng inefficienciesat every
stage of the product developmert proces.

However everyone hasgotten so good at proces marnt
agament, or the HOW of WHAT, tha we have effective-
ly levdedthe playing field again. We have commod-
tized process andperformarcein the sameway we have
somud else, possibly to the point of diminishing
returns Sill, there is oneareawhere tremermlous vari-
ablity still exists, one placethat we have not yet ane-
lyzed andcommoaditized andwhich cannot be com-
modtized: the realm of humanberavior — HOW we do
WHAT we do. Thetapedry of human behavior is so var-
ied, so rich and global that it presents a rare opportunity,
the oppatunity to outbehave the competition.

It isnolonge WHAT you do thatmakes a difference;
itisHOW youdoit. The emerging trend among lead
ing-edgebusnessestodayinvolves ddivering not so
mucha better product but a better expeienceto their
cusomers =

From Canto Should

Rulesare rules, but unlike our desire to connectwith
othersand our tendency toward value-based thinking,
our brains are not hardwired for rules. Rules area socil
phenomenon. Howeve, as we beginto congder the new
thinking needed to succeed in a world of HOW, we need

(continuedon pageb)
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From Canto Should
(continuedfrom page4)

to examineour reldionshp to rules, and how our think-
ing aboutthemhelpsusandsomeimesholdsusback.

RulesasProxies

Why do we emgoy rulesasproxie® Becauserules
sean efficient, and modernscciety (andindustrid age
capitdism) was built on the foundaionsof efficiency. In
arulesbasedsociety we often chooseefficiency over
value, but, while rules-basedjovanane sysemsmay
often save the valuesof fairnes and representation,
their seeming efficiencyhidesa deep and important
flaw. Weoftenrely on ruleswhen theyare not the most
efficientor effectivesolution to getting theresultthat we
desire. Understandig thatflaw is vital to thriving in a
world of HOW.

Anothe problemwith rulesis tha theyare not creat-
edin avery efficient or systenatic way. Despite the best
of intentions, peopk creae ruleshgphazadly and often
in reaction to behaviorsdeened unacceptable to the
largergoalsof the group.Rules respondto behavior;
theydon't leadit. Rulesdon’t govern humanprogress;
theygovern the humanpast.

WrestlingWith Rules

Thecentrd conflict with ruleslies in the essentia
nature of our relationshp to them: Rules live outsideof
us Becuseof this, we spenda lot of time andeffort
wregling with them,trying to find ways aroundthemor
waysof living within them.We will alwaysinvent new
loophokes andno rule cangoven all the cradks.

Somethink thatbreaking all therulesqudifies ascre-
ative thinking, butit is quite the opposte. Working in
opposition to rulesis sinply the negaive spaceof work-
ing within them; thinking in terms of what arule excludes
is aslimitin g as beng boundby whatit includes

Human conductis more complicated thanwha lan-
guage can describelt hasalot to do with aspirations
andintenions, with back-and-forthinteractions.Our
relationdhips are two-way streets andthe interadions
thattravel themaredynamc. Rules, becausetheyare
madereactively, havedifficulty keepingup with the
infinite permutationsandvariousshalesof meaning that
passbetwe=npeope.

This presntsuswith a queston: In afast-chaging
world, is therea way to governhuman behavor that
proectively embraceschangeheanswver is yes.The
key to long-term,sustanedsuaessdoesnotliein
breakingtherules;it liesin transendingtherulesand
harnesingthe powerof values

Soundview Executive Book Summaries®

UMHS Says‘I’'m Sary’

In 2001,the University of Michigan Hospital System
(UMHS) in Ann Arbor suffered unde a budgetbusting
loadof medicd malpractice litigaion, a phenomenon
thathad seen exponenial growth naionwide overthe
preedaling decade Given theincreasingly transparent
naure of medical care UMHS realized thatit wasgoing
to incurliabilities in sone percentageof cases despie
doing evaything it could to eliminae systemic errors.
That yea the hosptal foughtmany mdprectice claims
and lawsuits in court but also setled more than260 oth-
ers atacostof $18million.

UMHS redized thatit could do little to awid lawsuts
stemming from catastrophic errorsthat resultedin loss
of life or limb. Instead, it focusead on suits involving less
saiouscons@ueances. In cases like these UMHS
administrators agked themsdves, wha shoul we be
doing for our paiens?Coninuing to fight malpractce
claims remained an option, but they chosea different
course of adion. Theyencouragel ther dodorsto say
“I'm sorry” and he peddodors undersand how to step
up and admit whena mistake wasmade

When UMHS announed this new approad, it was
widdy ridiculed aslegd suicide. Howe\er, in thethree
years following the hogital’s decisionto apologize,
medicd madpradice claims andlawsuits aganst them
droppedby nealy 50 perent andthe percasecostof
defending against the remaining suits droppel 50 per
cent aswell, saving UMHS millions of dollars.

How did UMHS arrive a a counteintuitive solution
like apologzing? The hospta enploys a vaues-based
approah to pursuingcorporae gods. Respect, compas
sion, trug, integrity and leadership — ther statedvalues
— inform ewverything they do. As an organization whose
very corewas groundedn the languageof values,they
tackled their mouning litigaion problem by asking
themselves not “W hat can we do?” but rather “Basedon
our values, whatshout we do?”

Unlocking * Should’

Thereislittle in rules tha inspires; by definition, you
comply with them. To be capable of true suacessyou
need an organizing principle moreinspirdional and
compédling than rules. Thinking and communicating in
thelanguageof should— values-baeal language— by
its very natureinspres Valuesdo doubleduty; they
inspre usto do morethanwhile simultaneously pre-
venting usfrom doing less than They create naural
floorswithoutcreating inadvertent ceilings

Twenty-first century busiess craves credivity and

(cortinuedon page6)
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From Canto Should
(continued from page 5)

innovation, andfreeing yoursédf from the constaints of
rules-based thoughtunleashesew pathwaysof explo
ration andpossibility Thereis hardly a businessthat
doesn’t suffer from the “grocery store syndrome’. We
canchoosefrom any number of grocey stores,each one
offering compettive prices.After price, the choice of
whereto shopboils downto cusome experiece To
providethis sortof experienceyou needto think in
waysthatinspireyour bestachievenent to think in the
languageof should =

For additional information on the problems with rules,
go to: http://my.summary.com

Doing Transparency

As theworld trarsitionsto a bottom-upmodelin
which eachindividual cancontributeto the free flow of
ideas it opensup andbecomesnoretransparat. An
information sockety is a dialogicd sodety, onebased on
theintereactive sharhg of information amongmutudly
interesed parties.Equalizedaccessto information
allows morepeopleto actin aninformedmanner.

Trangpaeng/ — the new condition of the world that
allows usto seepastthe medumto get to the heart of
the mesage— fundamentaly changesalmostevery
way we conductour lives, demanding a new setof
HOWSsiif we really wantto thrive. To undestandthese
changeswe mustconsidertwo types of transparency:

 Technological transparencyderibes the ever-
ewlving stateof the netvorked world, the trangarancy
thathapp&sto us— transparacy asa noun.

* Interpersonaltransparency centerson the realm of
how we do whatwe do — trangareancy asan action or
asaverb.This s the activetranspaencywe bring to our
interat¢ions with others.

Thequesion beforeusis: How do we conque our
fear of exposureard turn thesenewrealties into new
abilitiesand behaiors?How canwe becomeproadive
abouttranspaency?

BeyondProxiesand Surrogates

In the daysbeforeinformationtrangparencymade
almog everythingeasly knowable all we could redly
know abouta company’'s‘character” werethe prograns
andproceduresthat stood asproxiesfor it. Thosedays
sean to be gone Think of how eagy it is to seethrough
to theinnerworkingsof a compary todayversugusta
few yeas ago.Chatroomns, online forums,instant

6
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accessto finandal reports newscoverage from around
the globe— amog nothing goes unrepored sonmewhere
online,where it can be quickly retrieved.

Consumers, cudomers, reguktors,judges and juries
havebegunto view companies from a charackerological
viewpont. They pay more attention to, andcaremore
about theinne lives and charadersof the companies
with which they do busness.They've begunto ask
thenselves whether a company has integrity andcharae
ter. In such an environment, prograns and proxiesalone
no longe suffice. Thosepassing judgment in our newly
trangparent agelook past prograns andproxies,deep
into the culture of the company.

Saon thesejudgments will becomepervasive and
ingrained, affecting everyevaluaion of a company’s
prospeds and its ability to perform in the marketplace.
Pegle will haltually ask: Does this company have a cul-
ture thatis nimble andresponsie, or onefull of friction
and dissaance? Due diligencewill takeon newand
added dimensions, with theseformerly softissues weigh-
ing asheavily in the mix as bdanceshests andassds. m

Reputation in a Wired World

Repuaton is anothe oneof those"soft’ things,like
trust tha eveayonewants but few think abouthow to
get. Today theworld of businessis fager, morespread
out, moretrangent and more fluid than ever before.Yet,
paradoxically, the overwhelming capecity of technology
to connet usand trangmit informéion to usinstanty
and cheaply bindsustogether as neve before. It creaes
conditionsof interdepend@ce as highif not higherthan
when locality boundusin commondity. In sore sense,
thewhole world is now local (or glocal). Whatdoesthis
mean for individuds and conpanies? Froma reputaion
standpont, what is old is newagan. Reputation — how
othersthink of you— is now more critical to your abili-
ty to build long-term sugained suaessthaneverbefore.

Reputationis the sum total of your HOWSs: whatyou
stand for, what you canbe trusted to do, your track
record of acamplishment, the esteem you have earred
andhow you have beenexperierced by others. In a
trangparen world, repuaton lead. It recordsyour pag
but aso createsexpeciations for your future. For individ-
uals, reputationis aso continuity. In aworld where the
avelageworker erntering thejob force will work for an
avergeof 10.5 companiesover the courseof acareer,
externd structurescanno longer provide persanal conti-
nuity, only your reputation can Your reputation is a far
more integd part of your personal package thanever

(continued on page7)
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Reputation in a Wired World
(continued from page 6)

before. And repugtion is built over time by your HOWSs.

Conversdy, acompary canno longerassime tha its
corporae reputation supercedetha of its peronnel.In a
transparentworld, peoplecanseebetweenthelines of
whatyou do anddiscernHOW you doit. Nuancebecomes
reveded,ard reputaion accruego thosecompaniesvhose
individuds represen thosenuan@sto theworld. =

For additional information on how reputation affects business deals
in Japan, go to: http://my.summary.com

Doing Culture

The Gereral Eledric Aircraft EngineAssemblyplantin
Durham,N.C., producessomeof themog poweful and
technicdly complex aircraftenginesn theworld. Every
year, more than400 of thelarge$ enginesacros the globe
roll outthe door — engineghatpower large commercial
aircraft like the Boeing 777 andtheAirbus A320, includ-
ing the erginesthat keepAir ForceOnealoft.

The specialnaure of GE'Durhamdoes not reved itself
in its WHATSs but ratherin its HOWSs. Over 200 people
work at the plant, groupedinto teams of fewerthan20
techswhose only commandfrom managenent is the date
their ergine is scheduledto ship;theteamdeddesevery
thing else.

There area numberof thingsabsentfrom the Durham
plant: atimeclock, a cleaningcrew and tool lock-up. With
the excepion of a daily teammeeting, workers come and
go asthey like, everyonecleansup after themsévesand
tools are nat locked away becaus thefeeling is thatif
you cantrug pele to build anaircraft engine,you can
trug themnot to walk off with atorquewrench.Thereis
alsoonly ore boss at GE/Durham, the plantmanage, who
often focuseson growth andimprovementnot the
specifics of every engineassignment.

The seeminglyungovernedtulture hasachieved some
remarkablethings.Overthe cours of five yearsin the
late 1990s,GE/Durhamreducel the costof airplane
engineassenbly by over50 perent. The plant reduced
qudity defectsby over 75 percant. Onein four engines
shipwith justasingle flaw — usudly cosmdic, like a
scrach. Within the massivebureaicracy thatis GE,
GE/Durhamstandsasanoutpostof tean-orientel, corn
sensis-basedelf-governancea culture unto itsdf.

The Sumof All HOWSs

Cultureis acompany’sDNA, the sumtotal of its his-
tory, values, aspiratons andendeawrs For a company,
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The Four Types of Culture

Within the spectrum of culture, there are four spe-
cific types:

1. Anarchy and lawlesnes: a state where
everyone acts in their own self-interest with little
regard for the group dynamic or organizational
ethos. These cultures, by their very nature, build lit-
tle of the predictability and certainty that capital-
based enterprises require to thrive.

2. Blind obedience a culture where no one ques-
tions authority and everyone does what they are told
or faces the consequences.

3. Informed acquiescence: a rules-based culture,
where those wishing to participate in the culture learn
the rules and agree to abide by them. The rules are
clearly spelled out and workers either embrace them
or spend time trying to make things work under the
rules. Informed acquiescence cultures tend to be
management-oriented, with an established managing
class and well-entrenched bureaucracy.

4. Valuesbased self-governance a culture where
employees believe in a set of values and uphold them
through their actions rather than simply complying
with rules. A values-based culture is governed by
should. Employees believe in a value; they act on that
belief; and they self-govern in the name of it.

There are no hard walls between these four basic
cultures; most groups organize themselves in a pro-
gressive and evolutionary state embracing elements
of all four.

cultureis its uniquecharacter and lifeblood. Culture can
bethought of as the destiny of anorganization. The cul-
turethat growsaroundany given groupof peopleis
uniqueto them andcan't be copied. Others canperhaps
duplicate your HOWSsin generd, but the specfic texture
and qudity of whattheytotd thrive uniqudy in the pec
ple who live by them.

Mastering cultureis no longe ajob for just thoseat
thetop of the organizational chart. An organizaional
culturerepresents the collective action of all theindivid-
uds thatcompriseit, soit is incunbent uponeveryone
who wants to do well to undestandthe intricaciesof
how culture works. m

The Case for SeltGoveming
Cultures

Blind obederce,informed acquescere and values
basedsef-govemarcearenat justtypesof cuture; they

(continuedon page8)
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The Casefor Sel-Governing Cultur es
(continued from page 7)

alsode<ribe anapproachto governing. Blind obedience
ard informedacauiescenceultures place mostgover-
nance outsidetheindividual in the handsof abossor a set
of rules.

Trarspareng/ andconnectedrss, hoveve, make cul-
tures basedn oneform of externd control or anothe less
ideal for our new world. Today we neel aworking envi
ronmert thatconnectspeopk andgroupsmoreintensgy,
is poweredby communicationand informationflow, and
erfranchisesindividualsat all levels of the companyto ad
quickly ard aubnomouslywhenpre€ntedwith new
opportunities by thefast-movingmarketplace

Why Self-Govemance Is the Future of Business

Therearemary reasonsvhy geting morevalues-
basal self-governancento everyculture makessense
including:

* A horizontal world calls for a horizontal gover-
nance architecture: Values-basd govanancemini-
mizesthe layers of hierarchywithin an organkation.

* Seltgoverning cultures thri ve on the free flow of
information: To unleashthe power and credivity of a
work force of inspredleadersyou mustcreateanenvi
ronmert tha unleashestheinformation they neal to suc-
ceed. Trangarency betweenpeopk at all levelsin all
transactions actudly makesthe® culturesstrongerand
more effective, and the free flow of informationmakes
culturesmore sdf-governing by inareasng trud.

* A leading company needsto be a company of
leaders: To push the boundsof creativity andinnova
tion, you needpeopleto live out thereeveryday. Rules-
basd culturescontainan inherenttensionbetweerout-
side-the-boxthinking andinsidethe-box compliance.
Selfgovernng requireseachindividual to stepup and
lead,to take regponsibility both for their ownwork and
for the performanceof others.

* Values-basal self-governarce cultures encourage
employeedevelopmert: The condtions of the ng-
workedworld makepushingvas amountsof informa
tion to workers’fingerips cheap and easy, but a values-
based culture goesa stepfurther anddedicaesitsdf to
educatng its work force.

« Self-govemance builds universal vigilance:
Sometimes individualsjoin anorganiaton but do not
embracets goals.In values-lased self-governal groups,
theseindividualscan'tfool the culture thevigilance of
the groupidentifiesthe peoplewho do not truly align
with the values of the groupandgjects them.Cultures
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thusredudng the need for exte- READING LIST
nd management controls. This fyou liked How, you'll
form of self-governance takes also like:

advantge of the collective intd- 1. Success Built o Last by
ligenceof the groupto regukte ‘éf“';"ry":;'j'f\;lasr‘fwa"

the cultureas awhole

» Sef-governance shifts deci-
sion making from the prag-
matic to the principled: Values-
basd sdf-governance cultures
areinsgredby a mission ard
steered by values They enshrine
long-term principlesin place of
shat-term gain and challenge
each decsion maker to fulfill
them in ewvery act they perform.
Decisions made on the bass of
souwnd principlesprovide a
steady rudder in stormy seas

» Sdf-governance is a higher
concept: Valuesbased sdf-gov-
ernancegovernsin the name of

Thompson. Through inter-
views with 300 successful
individuals, the authors
uncover the secrets of
their accomplishments.

. Talent Is Never Enough by

John C. Maxwell.
According to Maxwell, tal-
ent is often misunderstood
and overrated. To combat
this, he suggests that peo-
ple build their strengths
and become a “talent-plus
person.”

3. A Whole New Mind by

Daniel H. Pink. Pink
offers a fresh look at what
it takes for businesspeople
and organizations to move
from the Information Age
to the Conceptual Age.

principles and values, not rules, and only principlesand
valueshavethe ability to inspire It speaksin thelan

guage of shouldrather than can. It calls usforth to wed
our highest gods and aspirationsto how we do whatwe

do each day.

If values become the engine of culture, sdf-gover
nance provides the saaffolding that allowseveryone
throughouthe hierarchy to embreace and putinto opera
tionthosevaluesdaly in everything tha theydo. m

Afterword

In a dialogic sodety, answering the phoneon the sec
ondring or always havinga smile on your faceis no
longerenough;a connected, transpaent world now
lookspast the proxies of service andlooksto how the
companies andpeople with whomtheydo business

engage andinteract with them.

Expeaience matters in a world where interrehtion-
ships matter, and not just custorer expeience,but
evay interaction with every personyou encounter
throughouthe busnessday. Expeaience is beconing
the great differentiator. Can you do expaience?Can
you do innovation? Can you do excellence? How do
you measire sucess? Suwess is somehing you get
when you pursuesomething greater than yourset,
somrething of significance Pursung significance,in the

end, is theultimate HOW. =




