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Introduction 
 
Thousands of years ago, when mariners and explorers would set sail into uncharted waters, the only way 
they could find their way back home or to their destination would be to look for a landmark like a pile of 
rocks during the day, or to look for a fire at night. These not only served to lead sailors to their destinations, 
but also to warn them of any dangers that might wreck their ships. Perhaps the most famous lighthouse, and 
one of the Seven Wonders of the World, was the Pharos of Alexandria, which was constructed in the third 
century BC. The story is that this structure was over 450 feet tall and survived for 1,500 years before being 
destroyed by an earthquake. 

Throughout history, lighthouses have served as beacons to lead us to our destinations while at the same 
time helping us avoid any dangers. This is why I chose to use a lighthouse as the cover of this book. I see 
current and future leaders as lighthouses who guide their employees and organizations to success while 
steering them away from the rocky shores that might crush them. 

Great leaders change the world, or perhaps more aptly, great leaders make the world. They help design 
the products and services that we use in our personal and professional lives; they create companies that 
provide jobs so that the people who work there can provide for their families; they fight for social causes 
and injustices to help make the world a better place; they support charities and nonprofits; and they shape 
the culture, attitude, and behavior of the people who work there, meaning they shape who we are as human 
beings. It’s a tremendous responsibility but an enormous privilege. 

In order to create a world we all want to work and live in, we need to make sure that we have the right 
leaders in place, now and especially in the future. In the context of this book, this means within a business 
environment, although the concepts here can be applied to any individual in any organization. This is a 
challenging thing to do because the world of work is changing quickly, and what worked in the past won’t 
work in the future. Wayne Gretzky famously said, “I skate to where the puck is going to be, not where it 
has been.” I want to help leaders and organizations understand where the puck is going so that they can 
start moving there now. 

Over the past ten years I’ve written five books, including this one. During that ten-year period I’ve been 
fortunate enough to work with hundreds of companies, travel the world, and get my work in front of millions 
of people. I’ve shared a lot of ideas and insights during my journey but I still consider myself to be a 
perpetual learner. Leadership is one of the areas I’m particularly fascinated by. 

Every year I speak at around 40 conferences and events around the world, always on themes and topics 
related to leadership, the future of work, and employee experience. I started to notice a recurring trend from 
audience members and from executives that I would advise, meet, or interview. More and more I would get 
questions not on present-day leadership but on what leadership would look like in the next decade. I cer-
tainly had my ideas and theories around this, but I thought this was a rather interesting question to explore. 
I started digging around and realized that there is almost nothing out there that tackles this and certainly 
nothing with solid research behind it that actually incorporates the insights from global CEOs and employ-
ees. 

It seems as though the business world is getting increasingly inundated with present-day leadership 
strategies and ideas. While some progress has been made toward creating great leaders, there’s still a long 
way to go and things change quickly! Over the past decade, for example, it can be argued that leaders were 
predominantly obsessed with stock price; diversity and inclusion efforts were nascent; technology (espe-
cially artificial intelligence) was nowhere near as advanced or changing as quickly as it is today; hierarchy 
was being challenged, but not to the degree we are seeing now; social media platforms were just getting off 
the ground; the iPhone was barely in existence; the phrase “employee experience” was rarely muttered; 
purpose and impact were laughable concepts; workforces weren’t as distributed or as diverse as they are 
today; short-termism was rampant; and the emphasis on physical workspaces beyond the typical cubicle 
was weak, not to mention that we were dealing with the dramatic impact of the 2008 financial crisis. 

Shortly before the financial crisis I had my first job out of college working for a technology company 
in Los Angeles. I graduated from the University of California, Santa Cruz, with honors and a dual B.A. in 
business management economics and psychology. I was ready to join the corporate world and took a job 
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that required me to commute three hours a day in bumper-to-bumper traffic. I took the job because I was 
sold a story of what it was like to work there. A few months into my job I’m doing data entry, cold calling, 
PowerPoint presentations, and hating my life. One day the CEO yells my name from across the office and 
tells me he has a very important project for me to work on. Naturally I got excited and thought that after 
“paying my dues” I’d finally be able to contribute and have an impact. The CEO takes out his wallet, gives 
me $10 and says, “I’m late for a meeting, I need you to run down to Starbucks and get me a cup of coffee, 
and by the way get yourself something as well.” Ugh! This was one of the last jobs I’ve ever had working 
for anyone else and since then I’ve been passionate about creating organizations where we all want to show 
up to work. Leaders are a big part of that. 

Most of us don’t realize how much things have changed over the past decade because we have been “in 
it,” so to speak. Imagine that you boarded a train to go on a very long train ride, one that lasted ten years. 
While you are aboard the train things appear to remain as is, technologies remain the same, the attire that 
everyone wears is the same—nothing has changed. But ten years go by and you finally arrive at your des-
tination. When you disembark you can hardly recognize the new world that surrounds you. Our organiza-
tions have collectively been on this long train ride. If you never make any stops along your journey to 
observe the world around you, you will never really see change happening, until one day you appear to be 
in an entirely new place. 

In Ernest Hemingway’s novel The Sun Also Rises, there is a dialogue between two characters that goes 
like this: “How did you go bankrupt?” Bill asked. “Two ways,” Mike said. “Gradually and then suddenly.” 

If you take an outside perspective, you quickly realize that leadership from ten years ago is not what it 
is today, and more importantly, leadership today will not be what it is ten years from now. But since we are 
so involved with the day-to-day aspects of our lives and careers, we rarely think about this change and what 
it might look like. 

I wasn’t sure how to go about answering this question on the future of leadership, so I decided to collect 
data. I interviewed over 140 CEOs at companies around the world, representing Turkey, France, India, 
Australia, Japan, Finland, the UK, the United States, Canada, Italy, Brazil, Ireland, Peru, and others. Indus-
tries include healthcare, food and beverage, nonprofits, automotive, financial services, equipment rental, 
software, real estate, and everything in between. The CEOs are from companies such as Mastercard, Best 
Buy, Unilever, Oracle, Verizon, St. Jude Children’s Research Hospital, Philip Morris International, Itau 
Unibanco, InterContinental Hotels Group, Saint Gobain, ZF Friedrichshafen AG, Kaiser, Koç Holdings, 
and many others around the world. With the exception of a few, I held all the interviews either in person or 
via live one-on-one calls that lasted around 45 to 60 minutes. I specifically wanted to focus on CEOs be-
cause these are the ultimate leaders in the business world. They are the ones who are responsible for the 
decisions the organization makes, and the impact the organization has on the world and on the stakeholders, 
including employees and customers. 

In total these CEOs represent over 7 million people, 35 industries, and 20 countries around the world. 
There are not many female CEOs out there, so getting them involved with my book was challenging, but 
I’m proud of how many I was able to include: 23% of all of the CEOs I interviewed were female. For 
comparison, less than 7% of all of the Fortune 500 CEOs are female (Zillman, 2019), and only 5% of the 
CEOs on the S&P 500 are female (Catalyst, 2019). In fact, women hold fewer than 5% of CEO positions 
in the United States and Europe (Edgecliffe-Johnson, 2018). I was fortunate to eclipse all of those numbers 
by several times. 

All of the CEOs were asked a series of 12 questions:  
1. What trends will impact the future of leadership? 
2. What mindset(s) do you think the leader of the future will need to possess and why? (How should 

they think?) 
3. What skills do you think the leader of the future will need to possess and why? (What should they 

need to know how to do?) 
4. When you think of leaders today and in the next decade, what will be the main differences? 
5. Imagine a day in the life of a leader in the next decade. What does that look like? 
6. What will be some of the greatest challenges for the leader of the future? 
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7. Can you can point to any leaders today who illustrate what you think leaders will be like in ten 
years, and why?  

8. Is your company thinking about this issue and/or working on it in some way? 
9. Have you thought about what skills you will need to be a leader in another decade? 

10. How do you define leadership? 
11. Anything else you want to add about the future of leadership? 
12. Do you have a leadership hack that has worked well for you? (Tips, techniques, or strategies you 

use on a regular basis to be a more effective leader.) 
 

Prior to my asking these questions, I also provided context to the CEOs about the book and focusing on 
leadership over the next decade. All of these interviews were then transcribed and read through in order to 
pull key pieces of information. In this case I was looking for specific themes and ideas along with common 
responses to the list of questions. For example, what are the common skills and mindsets that CEOs keep 
identifying as being crucial to the future of leadership? All of these responses were then coded into a large 
Google Sheet that allowed me to filter by various criteria such as company size, gender of the CEO, and 
industry. 

I also teamed up with LinkedIn, the world’s largest professional social network, to survey almost 14,000 
of their members around the world who self-identified as full-time employees to see if their perceptions 
lined up with what CEOs were saying. The survey was statistically significant at 95% confidence. The 
employees surveyed represented China, Australia, the United States, United Kingdom, India, Austria, Ger-
many, Switzerland, Brazil, and the United Arab Emirates. Here too the employees represented a variety of 
industries, with company sizes ranging from 50 employees to over 100,000, and seniority levels ranging 
from individual contributors all the way up to C-level executives. It was extremely comprehensive and 
global in nature. 

 
LOOK OUT for this image in the book! When you see it, 
the corresponding section will contain a quote directly 
from one of the many CEOs that I interviewed. 
 

The survey used the same 12 questions, with the addition of a few that asked survey respondents to 
evaluate themselves, their managers, and their senior executives across various areas that CEOs deemed as 
crucial for the future of leadership. As an example, for the question “What mindset(s) do you think the 
leader of the future will need to possess and why? (How should they think?),” survey respondents were also 
asked how they, their managers, and their senior executives were practicing those mindsets. This allowed 
me to capture a full leadership picture for organizations around the world and to really see if what CEOs 
were telling me was actually being practiced and how well. Employees were also able to select up to three 
responses for some of the questions; for example, when identifying the top mindsets for the future leader, 
they had the option to pick three responses, not just one. 
 Finally, I interviewed several academics, researchers, and coaches and combed through hundreds of 
case studies, books, articles, and reports on leadership and the future of leadership to see what else I might 
be able to learn. I believe this is the most comprehensive and perhaps one of the only projects of this kind 
specifically devoted to exploring the future leader and the future of leadership through 2030 and beyond. 
As you go through the book you will find many quotes that came directly from the CEOs I interviewed. I 
want you to read and hear exactly what the world’s top business leaders are telling me, in their own words. 
 The book is divided into a few core parts, each of which is an essential element for the future leader to 
understand and master. In Part 1 I define leadership. Part 2 focuses on the trends shaping the future of 
leadership and the implications of those trends for future leaders. This section also explores the greatest 
challenges that leaders of the future will be faced with. 
 Part 3 discusses the most crucial mindsets that leaders of the future must possess in order to lead effec-
tively. Part 4 examines skills that leaders of the future must possess, meaning specific things that leaders of 
the future need to know how to do. Part 5 looks at how to become the future leader and where to begin the 
journey. 
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 To accompany this book, I also created two complementary resources you can access. The first is an 
assessment that will evaluate you on the skills and mindsets outlined in this book which you can find at 
FutureLeaderSurvey.com. Second, if you want to be coached and mentored personally by me for a full 
month and get access to the unique leadership hacks from the world’s top CEOs, go to LeadershipReset. 
com. I hope you find them useful! 
 I specifically wanted to look at the future of leadership over the next ten years because it’s not too far 
out to be unrealistic and it’s close enough still to be practical. My hope is that you will read this book and 
understand what you, your team, and your organization should be working on now in order to be able to 
lead successfully in the coming years. You don’t need to be a leader to apply the concepts in this book, but 
if you are or want to be a leader, then you absolutely must apply them. Everything in this book is applicable 
and important in today’s business world, but will become like air and water in the future. 
 Leaders who embrace the skills and mindsets outlined in this book, and help others around them do the 
same, will find that not only are they able to create organizations where employees actually want to show 
up to work, but they will also create a world that all of us will be proud to live in. It’s time to step off the 
train.   
 
About the Author 
 
After having terrible jobs working for other people, Jacob decided to go off on his own over 15 years ago, 
with the purpose of creating organizations where people actually want to show up to work. Today, Jacob is 
a bestselling author and one of the world’s leading authorities on leadership, the future of work, and em-
ployee experience. He’s a highly sought-after keynote speaker and advisor who has worked with organiza-
tions such as Microsoft, Disney, PwC, PepsiCo, MasterCard, IBM, and many others. As a professionally 
trained futurist, his insights are frequently featured in publications such as Forbes, Inc., the Wall Street 
Journal, Fast Company, and the Harvard Business Review. Jacob also created FutureofWorkUniver-
sity.com, which provides educational content, training, and courses on a variety of subjects for the new 
world of work. He also hosts an award-winning podcast called “The Future of Work with Jacob Morgan,” 
where he interviews the world’s top business leaders. 

Jacob lives in Alameda, California, with his wife, daughter, and two Yorkie rescue dogs. To learn more 
about Jacob and to get access to his content and resources visit TheFutureOrganization.com or email him 
directly: Jacob@thefutureorganization.com  
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Chapter 1 

The Leadership Gap 
 
Learning Objectives 

 Determine how many supervisors and managers there are in the United States 
 Recognize the percentage of millennials who are expecting to leave their employment in the next 

two years because they are unhappy with how their leadership skills are being developed 
 
Introduction 
How many leaders would you estimate are in your city? How about your country? What about all over the 
world? If we’re going to look at the future leader, then it’s important for us to know just how many of these 
individuals we have now, and how many we might have in the future. 
 In the United States alone there are roughly 25 million supervisors and managers, people who are re-
sponsible for others. This is about 1 in 6 Americans. In the UK this number is around 5 million, which also 
comes to 1 in 6 people. McKinsey predicts that in 2030 the global workforce will be around 3.5 billion 
people (McKinsey, 2012). In 2020 the International Labour Organization estimates a workforce that is 45% 
self-employed, which has actually been decreasing over the past few years (World Bank, 2019). If we as-
sume that 50% of the total workforce will be self-employed by 2030, that leaves us with 1.75 billion em-
ployed people (OECD, n.d.). The number of employees per manager or supervisor is referred to as the “span 
of control,” and the suggested number of employees per manager varies from 4 employees per manager to 
upwards of 20. This means that around the world, there will be roughly between 87,500,000 and 
437,500,000 leaders, which is actually a conservative range since many of the self-employed individuals 
also have full-time jobs. That is a lot of leaders! Leaders help make our world, so we’d better make sure 
we have the right people in those positions. We all deserve to like (or, dare I say, love) our jobs, and this 
starts with having the right leaders at the helm of our organizations. 
 
Leaders Today Are Struggling 
Unfortunately, most of our leaders are, bluntly speaking, not good. If they were, then we would see that 
reflected in the data. It doesn’t mean they are bad people, but the way that we teach and talk about leadership 
is extremely antiquated and that’s largely what leaders today are familiar with and practice. It’s a bit like 
trying to fly a modern jet when you were only trained on an original Wright Brothers plane. You might get 
it in the air, but you aren’t going to go far. 
 According to a study conducted by Ultimate Software and the Center for Generational Kinetics, 80% 
of employees say they can do their jobs without their managers and actually think that their managers are 
not necessary (Ultimate Software, 2017). Another study by Randstad found that almost half of the 2,257 
survey respondents said they could do a better job than their boss (RandstadUSA, n.d.). A second Randstad 
study conducted in 2018 found that 60% of employees have left jobs or are considering leaving because 
they don’t like their direct supervisors (RandstadUSA, 2018). These numbers alone paint a picture of cur-
rent leaders that makes them seem nonessential. Let’s be honest: we’ve all felt that way about our leaders 
at some point during our careers. I certainly have; in fact, there have been several occasions when I would 
see a leader at work and my inner voice would say, “What do you even do here?” 
 A Gallup study of over 7,000 Americans concluded that one in two people had actually left a job at 
some point during their career to get away from their managers in order to improve their overall quality of 
life (Harter, 2015). Let that sink in for a moment. It’s a very somber statistic, yet one that we can all relate 
to. The same study shows that managers account for at least 70% of the variance in employee engagement 
scores. Even in the UK, research published by the Independent found that nearly half of British workers 
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believe they could do a better job than their boss (Bailey, 2017). Perhaps the more alarming finding was 
that 13% said that their bosses are dangerously incompetent at their jobs. 
 Let’s also not forget the seminal Gallup study on global engagement, which found that only 15% of 
employees around the world are engaged in their jobs. According to the study, “employees everywhere 
don’t necessarily hate the company or organization they work for as much as they do their boss. Employ-
ees—especially the stars—join a company and then quit their manager” (Clifton, 2017). 
 An entire book could be written about how leaders around the world are failing us. These are supposed 
to be the people whom we look up to, admire, and want to emulate? These are the people who are supposed 
to lead our organizations and help us shape and create the future? While these numbers paint a bleak picture 
of present-day leadership, the numbers don’t look any better when we look toward the future. 
 In its most recent Global Leadership Forecast report, DDI Surveyed over 25,000 leaders around the 
world and found that only 42% said that the overall quality of leadership inside their organizations was high 
(DDI, 2018). Perhaps more shocking was that only 14% of organizations have what DDI calls a strong 
“bench,” which is ready-now leaders who can step in to replace those who retire or move on. This means 
that if a “leadership virus” wiped out all the present-day leaders, we would have nobody to step in to take 
their place. Even sports teams have talented players on the bench who could step up when someone gets 
injured, but our companies do not. Perhaps this is because our models of leadership are not changing, mean-
ing we are teaching leaders how to lead in a world that no longer exists. 
 In another DDI report exploring the “State of Leadership Development,” half of the organizations sur-
veyed said their leaders are not skilled to lead their organizations effectively today (DDI, 2015), and 71% 
said their leaders are not ready to lead their organizations into the future. A study by the Center for Creative 
Leadership found similar results in their aptly titled study “The Leadership Gap,” where the authors state, 
“Leaders are not adequately prepared for the future. Today’s leadership capacity is insufficient to meet 
future leadership requirements. This finding is consistent across countries, organizations, and levels in the 
organization” (Leslie, 2015). Finally, in its report “Ready-Now Leaders,” the Conference Board in partner-
ship with DDI found that 85% of executives are not confident in their own leadership pipelines. Here are a 
few more numbers for you to consider (DDI, 2014). 
 In Deloitte’s most recent Millennial Survey, which collected 10,000 responses from 36 countries, 71% 
of millennials said they are expecting to leave their employment in the next two years because they are 
unhappy with how their leadership skills are being developed (Deloitte, 2019). This is particularly disturb-
ing because there is obviously a new generation of workers who want to step into leadership roles but 
organizations are not doing enough to make this possible. 
 Clearly something is wrong with leadership around the world, otherwise these numbers wouldn’t be as 
abysmal as they are globally. Virtually every human indicator is telling us that we have a problem, yet most 
organizations and current leaders are doing nothing to address it. Just imagine for a moment that you’re 
driving a car and in the middle of your trip the “check engine” light comes on, followed by the tire pressure 
warning, the low fuel light, and the battery light, all while your car temperature indicator is in the red. Now 
imagine your whole family is in the car with you. Would you really just keep on driving, hoping to make it 
to your destination? I would hope not. Yet in the business world we are on cruise control, and the worst 
part is that we are all sitting in the same car! 
 
It’s Time to Change 
When I see all of the data presented in this chapter, I feel angry, frustrated, and just sad. We all should. This 
means that today and in the future we will live and work in a world where we have hundreds of millions of 
leaders globally who are quite simply bad leaders—unless we do something about it. It’s not as though we 
just have millions of empty global leadership slots. As the numbers above show we actually have lots of 
people in leadership roles, just not all the right ones. But their days are numbered. I absolutely believe that 
leadership is a privilege that should be given to those who truly demonstrate the mindsets and skills outlined 
in this book. Make no mistake: there is a massive leadership gap inside of our organizations that will only 
continue to grow in the coming years. The organizations able to close this gap are the ones that will continue 
to exist and thrive in the future, and the individuals who are able to become future leaders are the ones who 
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will lead these organizations. I know it sounds like all leaders are bad, but they aren’t. We do have plenty 
of amazing leaders all over the world and I’ve interviewed many of them for this book, but we just don’t 
have enough of them. My sincere hope is that this book and the research behind it will help change that but 
you are the one who has to make that change a reality. 
 Thankfully, this book will guide you through doing just that by teaching you how to implement the 
Notable Nine. These are a collection of four mindsets and five skills that the world’s top business leaders 
have identified as being most crucial for future leaders. These Notable Nine are the solution to the leader-
ship crisis that so many organizations and individuals around the world are experiencing. At the end of the 
book you will also find a path forward for how to become the future leader that we all need and deserve. 
Let’s begin. 
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Review Questions 
1. In DDI’s most recent Global Leadership Forecast report, what percentage of respondents said that the 

overall quality of leadership inside their organizations was high?  
  A. 14% 
  B. 42% 
  C. 50% 
  D. 71% 
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Review Answers 
1. A. Incorrect. The percentage of respondents that said that the overall quality of leadership inside their 

organizations was high was not 14%. That number represents the number of organizations which 
have what DDI calls a strong “bench,” which is ready-now leaders who can step in to replace those 
who retire or move on.  

 B. Correct. In its most recent Global Leadership Forecast report, DDI surveyed over 25,000 leaders 
around the world and found that only 42% said that the overall quality of leadership inside their 
organizations was high. 

 C. Incorrect. The percentage of respondents that said that the overall quality of leadership inside their 
organizations was high was not 50%. That number represents the number of organizations who 
responded that their leaders are not skilled to lead their organizations effectively today. 

 D. Incorrect. The percentage of respondents that said that the overall quality of leadership inside their 
organizations was high was not 71%. That number represents the number of organizations who 
responded that their leaders are not skilled to lead their organizations into the future. 
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Chapter 2 

Three Essential Leadership Questions 
 
Learning Objectives 

 Pinpoint which question asked by the author was the hardest by far for the CEOs to answer 
 Identify attributes we are seeing a shift toward 
 Spot the organization which has tied employee bonuses and compensation to progress on social 

issues and focusing on social good 
 
Introduction 
In order to talk about the future leader, we must first answer three crucial questions about the present-day 
leader: 

 What is leadership and who is a leader? 

 Should someone be called a leader or a manager? 

 Is the leader of 2030 really going to be that different from the leader of today? And if so, how? 
 
What Is Leadership and Who Is a Leader? 
The hardest question for CEOs to answer by far was, “How do you define leadership?” When I asked this 
question over the phone I would usually get long pauses or comments like “That’s a really good question.” 
But by far the most common response was, “Hmmm, nobody’s ever asked me that before.” In my head I 
would be shouting, “What?! What do you mean, nobody’s ever asked you that? You’re leading a multibil-
lion-dollar company with thousands of employees!” But of course, I never actually said that, otherwise it 
would be a rather short phone call. I thought about this for a while and then it started to make sense. We 
just take the concept of a leader for granted and assume that we all know what that looks like and who is a 
great leader. It’s a bit like trying to define water; it sounds silly, because after all, we all know what water 
is, right? But how would you define water to someone who has never seen it? Would you just say it’s a 
clear tasteless liquid? Dozens of liquids are clear and tasteless. Leadership is the same; it’s everywhere in 
some form and we experience it daily, whether at work, playing sports, watching TV, or shopping. It’s all 
around us like air, and as a result we never stop to question what it really is or who a leader is. 
 Think about it for a moment. How would you define leadership? Is it about doing the right thing? 
Achieving a certain level of performance or driving business results? Having followers? Inspiring and mo-
tivating others? Maybe it’s about having a clear vision and aligning people? Or is it just one of those things 
where you know it when you see it?  
 Was Hitler a leader? How about Mother Teresa, Abraham Lincoln, Darth Vader, Genghis Khan, Queen 
Elizabeth I, Elon Musk, Rosa Parks, Jeffrey Skilling, LeBron James, or Al Capone? All of these people, 
whether good or bad, fictional or real, meet some of the criteria above. 
 The word “lead” can be traced back to the year 900 and means “to go before or with to show the way.” 
A leader is then someone who does this. With this definition, all of the above individuals can be described 
as leaders. What separates the people above isn’t the fact that they guide others; it’s the direction in which 
they guide others and the path they take. Hitler chose a direction of evil, war, and death. Mother Teresa 
chose a direction of kindness, service, and gratitude. Many leaders today are on the wrong path. If, as a 
leader your responsibility is to show others the way, what does that way look like? 
 From all of the business leaders I interviewed, I didn’t receive a single duplicate answer to my question 
of how to define leadership. Of course, there were some common elements, which will be explored in this 
book, but the explanations and definitions as a whole were each unique. CEOs assigned different attributes 
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or characteristics to leaders. Some focused on more human qualities like empathy, diversity, and humility, 
whereas others focused more on business acumen such as achieving goals, knowing how to prioritize, and 
setting a vision. Of course, other CEOs tried to find a nice blend and balance of both sides. 
 Here we have over 140 CEOs from the world’s top organizations and they all define leadership differ-
ently. How can that be? 
 I learned two things from asking this question. The first surprising thing is that leaders around the world 
rarely ask themselves what leadership means. Not only that, but this isn’t even explored at an organizational 
level. It’s completely taken for granted, or perhaps it’s just assumed that everyone knows a good leader 
when they see one. The second thing I learned is that leadership is defined differently, depending on the 
leader and the organization. There is no common or universal definition of leadership. This would be com-
pletely fine if we all operated purely as individuals, but we don’t; we are all part of groups, teams, and/or 
organizations. This means that the first step to becoming or to creating a great leader is to define what 
leadership means and how it comes to life inside your organization (and/or your personal life). 
 
How CEOs Define Leadership 
Consider for a moment how the following CEOs define leadership. 
 

 Judy Marks is the CEO of Otis Elevator and leads a team of over 70,000 employees around the 
world. According to Judy, “I think it’s really the ability to drive results, and I’ll leave that word 
results fairly generic. My role in terms of leadership is to set the vision and to share it. To create 
an environment where people can resonate not only with the mission but deliver it. To eliminate 
obstacles so my team can succeed. I think all of those are part of leadership.” 
 
 Marissa Mayer is the former CEO of Yahoo! When I met with her, she told me that her defini-
tion of leadership is “helping believe in a better tomorrow or a better outcome than you have 
today.” 
 
 Mark Hurd was the CEO of Oracle, an information technology and services company with over 
137,000 employees globally. We met right after I keynoted their HCM World conference in 
Dallas, Texas. Sadly, he passed away a few months after we met but the time we spent together 
left a lasting impression on me. Here’s what Mark had to say: “The most basic definition of 

leadership is you set the destination. You come up with a strategy to get to that destination and do your best 
to align and supply the resources to make that happen.” 
 

 Bill Thomas is the global chairman of KPMG, a professional services firm with over 200,000 
employees around the world. He defines leadership as: “Thinking hard about the future and 
setting a vision that best positions your organization to thrive in this new world. Building a 
diverse leadership team capable of delivering that vision. Communicating both the vision and a 

shorter-term business plan to your people in a way that makes it relevant and personal to them. Staying 
connected to the world outside your business to understand the forces shaping not only the market you 
operate in but the society you serve.” 
 

 Hans Vestberg is the CEO of Verizon Communications, an American multinational telecom-
munications conglomerate with over 152,000 employees around the world. Hans believes lead-
ership is: “Ensuring that people have everything they need to achieve the missions of an organ-
ization. That’s it. All else is footnotes.” 

 
 Who is right and which leadership definition most resonates with you? All of these CEOs think about 
and define leadership in their own unique way and that’s exactly the point. They are all correct. Judy, 
Marissa, Mark, Bill, and Hans have clear definitions of leadership, which then impacts the types of people 
who join their organizations, the culture and the values that are created, and the strategic direction and 
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priorities of the business. The definition of leadership can also change as the leaders who run these organ-
izations change. Perhaps the best example of this comes from Microsoft and how it has evolved under the 
leadership of former CEO Steve Ballmer to current CEO Satya Nadella. Both leaders are genuinely de-
scribed as successful CEOs from a corporate performance perspective but their styles are radically different. 
 Ballmer was known for having a temper and while he was a passionate leader, he also had a reputation 
of being combative and enjoying the spotlight. He’s the type many would consider to be a “celebrity CEO.” 
With his larger-than-life personality, he was extremely competitive and encouraged this competition among 
his employees. Ballmer also believed in stack ranking, which forces employees into a series of performance 
buckets. For example, 10% of employees would be considered high achievers, 10% underperformers, and 
80% average but still valuable. Leaders were forced to have this kind of a team distribution even if they 
didn’t feel any of their employees belonged in that bottom 10%. At one point, Steve Ballmer was the lowest-
ranked CEO of any technology company on Glassdoor, with a 39% approval rating. Still, despite all of this, 
many believe that Satya would not be in a position to succeed as the new CEO of Microsoft had it not been 
for Ballmer. 
 When Satya Nadella joined the company, his first letter to employees highlighted the importance that 
his family plays in his life. Satya famously said he wants to move away from having a “know-it-all” culture 
to a “learn-it-all” culture. He’s a big advocate of diversity and inclusion, collaboration instead of ruthless 
competition, being open minded, encouraging other perspectives and ideas, and of doing good. Instead of 
the constant infighting that Microsoft was known for, Satya wanted to create a culture based on empathy. 
One of his first acts as CEO was to ask his employees to read the book “Nonviolent Communication.” At 
the time of this writing, Satya has a 96% approval rating from employees and the stock price has more than 
tripled. During Ballmer’s tenure Microsoft had a market cap of around $300 billion, and now it’s hovering 
around $900 billion. 

 
We are indeed seeing more of a shift toward collaboration, teamwork, and co-creation. Erik 
Anderson is the CEO of Topgolf Entertainment Group, which employs almost 20,000 people. 
He is also the chairman of Singularity University. He told me, “If you want to thrive inside of 
your community and your company, then you need to learn how to collaborate instead of com-

pete, and you will grow faster. Standing alone and competing all the time is a dangerous strategy, so moving 
from competition to collaboration and co-creation is crucial.” 
 
What Are Your Leadership Filters?  
The worst thing you and your organization can do is not have a clear definition of what leadership is and 
what it means to be a leader. Even if you’re not sure if your leadership definition is perfect, you have to 
start somewhere and then improve. I am an avid chess player, and in chess it is said that having a bad plan 
is better than having no plan at all. 
 This is why many organizations have leaders who are admired and loved and other leaders who are 
hated and avoided. It’s because each of these leaders got to their position as a result of varying definitions 
and ideas of leadership from those who promoted them. 
 But if there was a shared vision of what leadership is and who a leader is, then the chances of this 
happening would dramatically decrease. Another crucial aspect here is making sure that your organization 
has filters in place so the right leaders end up in positions where they are responsible for other people. 
Filters will range quite a bit, depending on the organization. Here are just a few to consider: 

 Meeting business and/or financial goals 
 Positive reviews from peers and managers 
 Supporting and building up other team members 
 Collaborating across teams and geographies 
 A strong moral and ethical compass 
 Promoting and helping create a diverse and inclusive environment 
 Ability to engage, empower, and inspire others 
 Constantly delivering great quality work 
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 Think of this like an organizational sifter. You want to make sure that your filters only let the right 
people in.  
 Facebook is one of the few organizations that has actually tied employee bonuses and compensation to 
progress on social issues and focusing on social good. Traditionally, employees were evaluated based on 
eligible earnings, individual bonus target, individual performance, and company performance. Social good 
includes things like eliminating hate speech, creating a more transparent company, and helping small busi-
nesses. Because Facebook has made this a core part of their filter system, the types of leaders they attract 
and grow are the ones who care about and focus on these issues, as opposed to being purely motivated by 
the mighty dollar (Hamilton, 2019). It’s no coincidence that in my previous book on employee experience, 
Facebook was ranked number one out of 252 organizations. 
 IBM launched an intensive future of leadership program designed to attract, identify, develop, and pro-
mote candidates who are best suited for leadership roles. Through a series of assessments powered by tech-
nology, IBM has identified the skills and mindsets that are required to be a successful leader at the company. 
These included things like situational judgment, cognitive ability, exploration, and having a growth mind-
set. In other words, they identified and created their IBM leadership filters to go beyond the usual perfor-
mance metrics. The digital assessments are in the form of a video narrative that explores the day in the life 
of a first-line manager at a made-up company. Each part of the assessment takes place at different points in 
the manager’s day and asks the candidate to make certain decisions. Based on those decisions IBM is able 
to measure against their desired skills and mindsets (IBM, n.d.). 
 Does your organization know what it means to be a leader and has it identified the required skills and 
mindsets for the future leader? For most organizations, the answer here is no. If you don’t have a clear grasp 
of these things, then how can you expect to lead in the future? 
 If the filters in your organization are purely based on the ability to meet goals and deadlines and bring 
in money, then those are the types of people who will end up in leadership roles. This is typical in many 
industries such as finance. I’ll never forget when I interned for Morgan Stanley over 18 years ago. The vice 
president who actually hired me was promoted to his position because he brought in a lot of new business. 
A few weeks into my internship he was let go because some of the deals fell through and he wasn’t able to 
bring new ones into the firm. This was common across all of the leaders I worked with there; these people 
were getting promoted for the wrong reasons and it’s thanks to this internship that I realized I never wanted 
a career in finance. 
 If the filters are geared more toward the human side of business with an emphasis on coaching and 
mentoring others, then those are the types of people who will end up in leadership roles. What kinds of 
people do you want at the helm of your company and what filters do you have in place to make sure that 
those are the people who are actually getting there? 
 
Define Leadership 
But what is leadership? Who is a leader? I don’t believe there is a standard definition but if I were to start 
from something and then mold it, it would blend together both business acumen and humanity. I encourage 
you to start with and manipulate this to make it work for you and your organization. 
 A leader is someone who has the ability to see that something can be better than it is now, is able to 
rally people to move toward that better vision, can come up with a plan to create that vision, and can work 
toward making that vision a reality while putting people first. 
 

Jim Kavanaugh is the CEO of World Wide Technology, a technology service provider with 
over 5,000 employees, headquartered in Missouri (by the way, St. Louis is one of the chess 
capitals of the world!). He has been ranked as one of the top CEOs by Glassdoor and his com-
pany has been recognized as a great place to work for several years. 

 
 Jim has great advice for current and future leaders: 
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As a leader, you must be willing to dig into the details but you also need to be able to step 
back and look at things from a 30,000-foot view. If you’re someone sitting on top of a moun-
tain or you’re an eagle looking out over things and surveying what’s going on, you have a good 
view of what’s happening. Ask yourself what are the most important things relative to your 
organization? What are you trying to accomplish? How do you want people to behave? What 
do you want to deliver? And how do you make an impact? 

 
Leader or Manager? 
What makes someone a manager, and what makes someone a leader? This too was something I explored in 
a previous book, The Future of Work, but it’s worth quickly addressing here. Some people say that the 
distinction between managers and leaders is purely semantic, whereas others stand firm that these are two 
completely separate types of people. We typically assume that managers are the ones who are responsible 
for people, making decisions and executing on them, delegating, building teams, enforcing control, and the 
like. Leaders, on the other hand, are the ones whom we believe to be visionaries. These are the people who 
inspire, motivate, and encourage others; they challenge the status quo; they see a better world and are de-
termined to build it. But why are these two different and separate people? Shouldn’t anyone who is respon-
sible for others be able to excel at both of these areas? I firmly believe that anyone inside of an organization 
can be a leader but that managers must be leaders. 
 The words we use at work and in life matter a great deal, which is why we should stop using the word 
“manager” altogether. It has turned into a word with a negative connotation and meaning, so why use it? 
Do you want to be managed? Do you want to work for a stereotypical manager like the one we see portrayed 
in films like Office Space? Nobody wants to be managed and in fact many don’t even want to be called a 
manager anymore. 
 Anyone can become a leader; it’s a matter of understanding whom you are leading. For example, you 
can lead yourself, you can lead a small team or function, a department, or an entire organization. But with 
this comes a caveat. This isn’t simply a name change or a title change. This is a skill and mindset change 
and if you are not able to embrace the skills and mindsets outlined in this book, then you have no business 
being a leader of people. If you are currently sitting in a leadership position and find that you don’t possess 
the skills and mindsets outlined here, then it’s your job responsibility to learn and practice them, or you 
won’t be a leader for much longer. It’s a tough-love approach but it’s also the only approach. There is no 
place for bad leaders in the future of work. 
 A recent research report by Deloitte surveyed over 5,000 knowledge workers in the United States, and 
72% stated, “We need a new definition of what a ‘leader’ is in today’s world” (Deloitte, June 2018). Imagine 
how much this number will increase over the next decade. 
 
Is the Leader of 2030 Really That Different Than the Leader of Today? 
Organizations are no longer just places where employees show up to get a paycheck and do a job. That is 
the world that most leaders are used to. Organizations are financial planners, health and wellness centers, 
caterers, learning centers, daycares, career counselors, life advisors, places where we have fun and make 
friends, charities, and more. We are seeing the integration of work and life and, for many of us, we actually 
spend just as much time, if not more, at work as we do at home. This isn’t the type of organization most 
leaders are used to but it’s the one we are all becoming a part of. 
 The world and business are changing quickly, which forces us to ask two important questions. Will 
leadership in the next decade really be that different than it is today, and if so, how? 
 Of the CEOs I interviewed, a small handful said leadership will change so drastically that it will be 
unrecognizable, and a slightly larger group said that leadership will stay pretty much the same as it is now. 
The vast majority of CEOs, however, said that leadership will be based on a set of fundamental existing 
principles and ideas such as vision and being able to execute on that vision, but that future leaders will need 
to build on top of these things with a new arsenal of skills and mindsets. That’s exactly what this book is 
about. 
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Tim Ryan is the chairman of PwC in the United States and overseas, a workforce of over 55,000 
employees. When we spoke about the future of leadership and if it’s changing, he said, “It’s 
changing before our very eyes. I would actually submit that what made a great leader 50 years 
ago or 25 years ago will not likely make a great leader 10 years from now.” 

 
 Make no mistake, being a leader in the future is the hardest job that will exist, and if you embark on 
this journey, it will be one of the greatest challenges of your professional career but also the most rewarding. 

 
Shawn Riegsecker is the CEO of Centro, a digital advertising software company with around 
700 employees. We talked at length about this and he gave me this gem: 
 
There’s no shortcut to being a great leader. In fact, getting there will take time and you will 
likely face ups and downs along your journey. In order to get what you want, you must do 
those things that give you the confidence to do just a little bit more the next day. Nobody likes 
failure. Failure simply represents a challenge and a learning opportunity, not something to 
avoid. I believe the greatest point of growth occurs when you get uncomfortable and push 
yourself outside of your comfort zone. You must put your toes on the edge of “comfortable” 
and step into uncertainty to make a real difference in your life. 

 
 It’s natural to resist change and to be a bit scared and uncomfortable, but as Shawn said, that’s where 
true growth happens. If you’re willing to push yourself to become a great future leader, then read on. 
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Review Questions 
1. Which of the CEOs interviewed defined leadership as “helping believe in a better tomorrow or a better 

outcome than you have today”? 
A. Judy Marks 
B. Marissa Mayer 
C. Mark Hurd 
D. Hans Vestberg 

 
2. Which statement regarding filters is false?   

A. If the filters in your organization are purely based on the ability to meet goals and deadlines 
and bring in money, then those are the types of people who will end up in leadership roles.  

B. If the filters are geared more toward the human side of business with an emphasis on coaching 
and mentoring others, then those are the types of people who will end up in leadership roles. 

C. The same filters apply to most industries and organizations within those industries. 
D. Filters can be thought of as an organizational sifter; you want to make sure that your filters 

only let the right people in. 
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Review Answers 
1. A. Incorrect. Judy Marks did not define leadership as “helping believe in a better tomorrow or a better 

outcome than you have today.” She defined it as “the ability to drive results…” 
B. Correct. Marissa Mayer defined leadership as “helping believe in a better tomorrow or a better 

outcome than you have today.” 
C. Incorrect. Mark Hurd did not define leadership as “helping believe in a better tomorrow or a better 

outcome than you have today.” He said: “The most basic definition of leadership is you set the 
destination. You come up with a strategy to get to that destination and do your best to align and 
supply the resources to make that happen.” 

D. Incorrect. Hans Vestberg did not define leadership as “helping believe in a better tomorrow or a 
better outcome than you have today.” He defined it as “ensuring that people have everything they 
need to achieve the missions of an organization.” 

 
2. A. Incorrect. This is a true statement. If the filters in your organization are purely based on the ability 

to meet goals and deadlines and bring in money, then those are the types of people who will end 
up in leadership roles. 

B. Incorrect. This is a true statement. If the filters are geared more toward the human side of business 
with an emphasis on coaching and mentoring others, then those are the types of people who will 
end up in leadership roles. 

C. Correct. This is a false statement. Filters will range quite a bit, depending on the organization.  
 D. Incorrect. This is a true statement. Filters can be thought of as an organizational sifter; you want to 

make sure that your filters only let the right people in. 
 
 
 
  



 

 
Chapter 3 

The Impact of a Leader 
 
Learning Objectives 

 Identify the CEO who said, “Leadership is about walking the extra mile and solving problems that 
others cannot solve. Foremost, leadership is about caring for people and not only for numbers.” 

 Select the overall percentage of leadership effectiveness from uninspiring leaders 
 
Introduction 
Who is a leader you admire, respect, and want to emulate? You probably thought of a leader that you have 
never met, someone who is running a big successful company. Now imagine for a moment that this leader 
(whom you have never met) is running a big successful company and treats employees poorly. The leader 
pays them low wages, berates them on calls and meetings, forces them to work unreasonable hours, and 
quite frankly treats them like cogs. Imagine that this leader’s organization was hurting the environment or 
local communities. What if the leader was using shady business practices to inflate the numbers? What if 
this leader didn’t fight for any social causes? What if this leader was just simply mean? Would you still 
consider this person a leader even though the business was making a ton of money? Would you want to 
work for this kind of person? 
 
How Great and Bad Leaders Influence You and Your Organization 

For almost all of the CEOs I interviewed and for most people in general, the perception of a 
successful leader is based on someone who makes money and grows a business. For some, that’s 
good enough, but for those of us who want to be future leaders and put people first, this should 
be unacceptable. This was specifically called out when I interviewed Abraham Schot, the CEO 

of Audi, the automotive company, with over 90,000 employees. He told me, “Leadership is about walking 
the extra mile and solving problems that others cannot solve. Foremost, leadership is about caring for people 
and not only for numbers.” 
 A few CEOs I interviewed mentioned they admire family members, past leaders who mentored them 
to success, and leaders of charitable or religious organizations that they were a part of. We need to change 
our perception of who a leader is and why; it’s not just about money. 
 Leaders help shape the world and have a profound impact on all of our lives, especially if we work with 
them. You have likely experienced the impacts of working with both great and terrible leaders, as have I. 
When you work for a terrible leader you feel like a cog; you don’t want to show up to work and when you 
do, you try your best to avoid seeing him or her. Bad leaders make you doubt yourself; they suck the soul 
and meaning right out of your body, and they can quite literally ruin your life while you work for them, but 
they make the business a lot of money. 
 Bad leaders make you feel drained and uninspired, and you may argue more with your spouse, feel 
depressed, or perhaps overwork yourself to the point of burnout, which means no time to eat healthy, exer-
cise, or take time for yourself or your family. I worked for several of these leaders when I first joined the 
corporate world and the worst part of my day was when my alarm clock woke me up at 6:30 a.m. and I 
knew that it was time for me to face the “soul-sucking CEO,” a term from Garry Ridge, the CEO of WD-
40 Company. These bad leaders are toxic to the organization and to the individual employees. Like weeds, 
they must be plucked from our organizations without mercy or they must adapt. Life is too short to work 
with these types of people and it’s especially too short to be led by these types of people. 
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Toxic Leaders 
The University of Manchester’s Business School did a 1,200-participant study to explore the impact of 
leaders. You won’t be shocked to learn that employees who worked for a toxic boss had lower rates of job 
satisfaction. However, the scarier statistic is that the effects of a toxic boss spill over into the personal lives 
of employees. The study found that employees working for a narcissistic or psychopathic boss were more 
likely to experience clinical depression. These bosses also lack empathy and self-awareness. The same 
study also found that employees who work for this kind of boss are more likely to become overly critical 
of one another, take credit for other people’s work, and behave more aggressively toward their fellow em-
ployees. The behavior of a toxic boss was also found to spread like wildfire inside organizations. This 
means that if you have bad leaders at your company, unless you make a drastic change, the behaviors and 
actions of those toxic leaders will become the norm, like a virus. A very recent study of over 400,000 
Americans actually found that bad bosses may be giving employees heart disease. Bad leaders can literally 
kill you (De Luce, 2019). 
 Perhaps this explains why the business world is having such a hard time fixing this issue. A 2018 study 
by Korn Ferry that explored stress at work found that the largest percentage of respondents say their boss 
is the biggest stressor at work (Korn Ferry, 2018). The one person at the company who is supposed to have 
your back, support you, and encourage you is your biggest cause of stress? That is not acceptable. A study 
done by Zenger Folkman, a leadership development firm, found that uninspiring leaders have only 9% 
overall leadership effectiveness. The average engagement of direct reports is only 23%, and 47% of direct 
reports are thinking about quitting (Zenger, 2015). 
 There’s no easy way around this. If you have bad leaders at your organization whom you can’t train or 
coach, get them out of your company or at least out of leadership positions. Getting rid of these types of 
leaders won’t just save your organization; it will save the lives of the people who work there. How can we 
possibly justify having bad leaders? The money isn’t worth it. I recently did some advisory work for a large 
insurance company in Latin America that was replacing over 30% of their leaders because they were not 
willing or able to adapt to the changing needs of the organization. Tough? Yes. But necessary if this organ-
ization wants to remain in business in the coming years and if it wants to preserve the health of the people 
who work there. 
 
Great Leaders 
Great leaders, on the other hand, have the exact opposite effect. When you work for a great leader you are 
excited to show up to work. You constantly feel like you are learning and growing and that you have a true 
coach and mentor who has your back. You are more confident in your abilities and are willing to bring 
more of yourself to the organization. Sometimes, work might not even feel like work. The Zenger Folkman 
study mentioned earlier found that good leaders can actually double company profits. Not only is toxic 
leadership contagious but so is good leadership! The research also found that if you are a good boss, you 
probably work for a good boss. If you’re a high-level manager doing a subpar job, then not only are you 
eroding the engagement of the people who work directly for you, but you’re also eroding the engagement 
of the people who work for them. It’s a trickle-down effect. But the exact opposite is also true: if you’re 
doing a great job, you increase the engagement of those working for you and those working for them. If 
bad leaders should be plucked mercilessly, then great leaders should be planted relentlessly and given every 
opportunity, resource, incentive, and encouragement to grow. 
 

I recently had the opportunity to sit down with Marissa Mayer, the former CEO of Yahoo! I met 
her in Palo Alto, which is not too far away from where I live. We talked for an hour in her office, 
which was filled with all sorts of memorabilia from her career. During our discussion she told 
me: 

 
When you’re leading an organization, you have to take into account that people are always 
the most important thing in the company. How you recruit those people, how you motivate 
them, how you task them with the overall mission and what you want to accomplish, is the 
core of leadership. 
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 A recent study called “Leadership, Job Satisfaction and Organizational Commitment in Healthcare Sec-
tor: Proposing and Testing a Model” found that the leadership behavior of managers accounted for a 28% 
variance in employee job satisfaction and a 20% variance in an employee’s organizational commitment 
(Mosadeghrad and Ferdosi, 2013). Development Dimensions International (DDI), a global leadership con-
sulting firm, conducted a study with almost 15,000 participants around the world and found that the differ-
ence in the impact of a top-performing leader and an average performing leader is 50%. When looking at 
financial performance, organizations with the highest-quality leaders were 13 times more likely to outper-
form their industry competitors (Tanner, 2018). These organizations also had higher employee retention 
and engagement rates up to three times that of their competitors. 
 
We Need More Great Leaders 
It’s clear that the impact of leaders is significant. It’s the difference between happiness and misery, a thriv-
ing organization or one that is barely above water, life and death. Now is the time for action.  

 
Wolf-Henning Scheider is the CEO of ZF Friedrichshafen AG, a German manufacturing com-
pany with 150,000 employees around the world. They provide products for cars such as trans-
missions, clutches, and brakes. Brands like Audi, Bentley, Toyota, Rolls-Royce, BMW, and 
Dodge all use their products. Wolf-Henning told me, “We can’t only hire superstars. We also 

have to create them and enable them. It’s a huge leadership task and I see it as the number one priority.” 
 Unfortunately, a poll from Monster.com found that only 19% of employees in the United States con-
sider their boss to be a mentor or someone they can learn from and know has their back, and 76% of re-
spondents said they currently have or recently had a toxic boss (Kaufman, 2018). These figures are not 
much better around the world. In the UK, for example, two out of every three workers has experienced 
working with a bad boss, according to Glassdoor (Di Toro, 2017). 
 Leaders can make or break your organization, and leaders can make or break the people who work 
there. It’s time to start asking the tough questions. What kind of a leader do you want to be, what kinds of 
leaders does your organization want to have, and how do you create and enable them? Don’t leave this to 
chance and don’t assume that this will just get taken care of by another department like HR. This is every-
one’s responsibility, especially yours.  

 
Chris McCann, the president and CEO of 1-800-flowers.com, echoed this sentiment: “If you 
feel you have motivated or inspired someone to do more, then you’ve acted as a leader.” These 
are the types of people we need more of. 
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Review Questions 
1. A poll from Monster.com found that what percentage of employees in the United States consider their 

boss to be a mentor or someone they can learn from?  
A. 19% 
B. 28% 
C. 47% 
D. 76% 
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Review Answers 
1. A. Correct. 19% of employees in the United States consider their boss to be a mentor or someone 

they can learn from. 
B. Incorrect. The percentage of employees in the United States that consider their boss to be a mentor 

or someone they can learn from is not 28%. That number represents the variance in employee job 
satisfaction based on the leadership behavior of managers. 

C. Incorrect. The percentage of employees in the United States that consider their boss to be a mentor 
or someone they can learn from is not 47%. That number represents the percentage of direct reports 
who are considering quitting. 

 D. Incorrect. The percentage of employees in the United States that consider their boss to be a mentor 
or someone they can learn from is not 76%. That number represents the percentage of respondents 
who said they currently have or recently had a toxic boss. 
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Chapter 4 

Artificial Intelligence and Technology 
 
Learning Objectives 

 Recognize the company whose customers still say that one of the things they care about most is the 
warmth and the engagement of the humans who work at their stores 

 Spot the percentage of time managers indicated is spent on administrative coordination and control 
 
Introduction 
Why do so many CEOs think that leadership will be different in the next ten years? What are the trends 
causing them to believe that a new set of skills and mindsets will be required to lead? In this and the next 
few chapters, I will explore the trends that are shaping the future of leadership through 2030 and beyond 
(Figure 4.1). Current and future leaders must be aware of all of these trends and the implications that these 
trends will create. 
 Artificial intelligence and technology was by far the number-one trend that CEOs and employees across 
all levels identified as most impacting the future of leadership. During the CEO interviews, these discus-
sions were usually more focused specifically on artificial intelligence. This was also the number-one trend 
identified by individual contributors, managers, and senior executives in the LinkedIn survey. 
 Our obsession with creating something better, stronger, faster, and smarter than us started many years 
ago. Our earliest encounter with some kind of AI appeared in the Greek story of Jason and the Argonauts, 
whose first mention appears in 800 BC. According to the story, Jason was supposed to be king of a land 
called Iolkos but instead his uncle, King Pelias, sat on the throne. In order to reclaim his kingdom, Pelias 
told Jason to retrieve the Fleece of the Golden Ram. 
  

 
Figure 4.1 Six trends shaping the future of leadership. 

 
 Jason assembled a team of heroes and adventurers and their journey began. On their way home after 
retrieving the fleece they were swept off course to a small island near what is now modern-day Greece. On 
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this island Jason encountered the giant automaton Talos, whom he was able to defeat by removing a small 
pin near Talos’s heel that caused his ichor, or life blood, to drain out. In Jewish folklore we hear the story 
of Golem, who came to the aid of the Jewish people, and in Islam the alchemist Jabir ibn Hayyan wrote of 
Takwin, or the creation of synthetic life. Of course, more recently we have been introduced to the likes of 
HAL from 2001: A Space Odyssey and to Skynet from The Terminator. But these are just more modern 
versions of ideas that came from stories, myths, and legends from thousands of years ago. Now the big 
question for us is what happens when these things actually become reality? 
 In PwC’s 22nd Annual Global CEO Survey, which includes responses from 1,378 CEOs around the 
world, 42% agree that AI will have a larger impact than the internet and 21% of CEOs strongly agree with 
that statement, and for good reason. PwC also estimates $15.7 trillion in global GDP gains from AI by 2030 
(PwC, 2019). 
 Since the beginning of the modern business world, we have created organizations perfectly suited for 
artificial intelligence, bots, and software: environments where employees show up at the same time every 
day, wear the same uniform, do the same job over and over, and where they are told to not ask questions 
and to just “do their jobs.” The problem is that decades ago these technologies didn’t exist, so instead we 
used the next best thing: humans. Today, we finally have the technologies that are able to take the jobs 
designed for them to begin with. This is a monumental reality for us to deal with because it challenges the 
foundation on which today’s organizations were built. 
 
Are the Machines Going to Take Over? 
We must now ask what jobs will humans do, how will they do them, and why? We have always assumed 
that artificial intelligence will have the greatest impact on routine jobs, such as number crunching or data 
entry. Most of the studies on the future of work and automation already highlight this. However, one of the 
roles that will be most affected is leadership. 
 Almost every single one of the CEOs I interviewed was optimistic about the impact that artificial intel-
ligence and technology will have on leadership and on the future of work. This is because technology will 
free up our time and resources and allow us to focus on the people inside of organizations. This is really 
what leadership is all about. But this comes with a caveat of embracing new technology, not running from 
it, which is in stark contrast to the many reports we have seen over the past few years touting the destruction 
and elimination of jobs. Many of the studies and reports predict anywhere from a few million to several 
billion jobs being eliminated. It’s as if we’re going to be living out a scene from The Walking Dead where 
we all just walk around with pitchforks.  
 There is a large gap between what research says versus what the world’s top leaders tell me. It’s true 
that some areas will see an impact as a result of automation, but I believe the vast proportion of this impact 
will be felt more around how jobs are changing as opposed to how they are being eliminated. We have to 
remember that automating a job or a task isn’t the same thing as replacing a person. 
 

Christian Ulbrich is the CEO of JLL, one of the world’s largest commercial real estate firms, 
with almost 100,000 employees around the world. He was one of the many CEOs I interviewed 
who expressed this view. “We will succeed in the digital era only if we engage with enthusiasm 
and welcome the ideas and opportunities that digital tools, data analysis, and new technologies 

will bring.” 
 
Automating a Job Is Not Replacing a Human 
Another issue we need to address when it comes to AI and jobs is making sure that whatever new jobs we 
do create are jobs worth having. In other words, job creation is useless if the jobs are all soul-sucking! 
Thankfully what we have largely seen thus far is organizations using AI to heavily automate routine func-
tions while upskilling employees to focus more on human roles. Take the case of Accenture, which auto-
mated over 17,000 employees yet didn’t replace a single worker. How could this be? The automated jobs 
were in the realm of finance and instead of these employees crunching numbers, they were upskilled and 
retrained to be more like strategic advisors to help Accenture’s clients understand what the numbers actually 
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mean and what actions to take based on those numbers. The actual calculation and tabulation of the numbers 
were being done by AI and bots. 
 McDonald’s is another organization relying heavily on automation by implementing kiosks in many of 
their retail stores. Their chief people officer told me that instead of automating and losing thousands of 
employees around the world, the headcount at their stores has either stayed the same or in some cases 
increased. That’s because McDonald’s is becoming an experience business and putting a greater emphasis 
on hospitality, and hospitality requires people. McDonald’s customers still say that one of the things they 
care about most is the warmth and the engagement of the humans who work at their stores. The staff is still 
there, but they are being utilized in a different way. 
 These are just two of many examples out there. The point is that the discussions should not focus on 
humans versus technology; it’s about humans working with technology to solve a problem or unlock an 
opportunity. 
 
What Leaders Do 
Great leaders stereotypically focus on two broad responsibilities. The first is decision making. Leaders 
usually have access to more data and information; they have the authority and the power, and so they make 
key decisions on things like the strategic direction of the business or on developing new products and ser-
vices. Decisions are made, and then the rest of the workforce is told about those decisions. In fact, a study 
by Accenture surveying 1,770 managers from 14 countries found that 54% of their time was spent on ad-
ministration coordination and control (Accenture, 2016). 
 

Adam Warby is the CEO of Avanade, a technology company with over 36,000 employees 
around the world. I had the opportunity to spend some time with Adam when I was visiting the 
UK a few years ago. His comments on leadership and decision making in an era of AI really 
resonated with me: “I see artificial intelligence and technology as extremely positive for future 

leaders. It will allow them to have a partner in the decision-making process while allowing them to focus 
on the most important aspect of leadership, people.” 
 The second typical responsibility of great leaders is getting people to move in the direction of that 
decision, in other words, engaging, empowering, motivating, and inspiring people. The human aspect of 
leadership is an area with which many organizations around the world are struggling. Of course, there are 
several other elements that might fall under these broad buckets. 
 Bad leaders typically just focus on the decision-making piece; they believe in command and control 
and just telling other people what needs to get done. In other words, these are the stereotypical “managers.” 
 
How AI Will Impact Leadership 
We are already seeing the influx of AI inside of our organizations, and in the next decade AI will become 
the operating system of virtually every organization in existence. In most cases today, AI is already able to 
make better and more accurate decisions than humans while also analyzing and considering more data and 
information. This doesn’t mean we should simply hand over the decision-making reigns to technology and 
just assume that what it says is always correct and best for our organizations and our people. But it does 
mean that technology will be a huge aide in the decision-making process and will help leaders think about 
and understand various possibilities. However, this also means that if you are a bad leader who just focuses 
on decision-making and on command and control, then what good are you in the future, or now for that 
matter? Your value will become marginal at best and nonexistent at worst. If you are a great leader, all of 
a sudden your value increases tenfold because you are able to rally, motivate, inspire, engage, and coach 
people. These human qualities will be some of the most important traits of future leaders. 
 Artificial intelligence will have a few specific impacts on the future of leadership. First, it will make it 
blatantly clear who the bad leaders are and who the good leaders are. Second, it will force leaders to create 
a more human organization that is focused on what are typically referred to as “soft skills.” Ultimately, it’s 
up to those of you reading this book to take action and to decide what kind of a leader you want to be. 
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 Besides artificial intelligence, all sorts of technologies are entering our lives and our organizations, 
things like augmented and virtual reality, the internet of things, blockchain, robotics, big data, wearable 
devices, quantum computing, and dozens of others. All of these technologies are going to change the ways 
in which we work. For example, virtual reality can help us practice empathy and conflict resolution by 
putting employees and leaders into immersive virtual situations, something that Walmart is already doing 
regularly. Blockchain is a platform built on transparency, which means it also has implications for leader-
ship. Blockchain could transform the way HR handles performance reviews, skills assessments, and pay-
ments. The internet of things will give leaders more data than they can possibly figure out what to do with. 
Many leaders around the world are already learning what it’s like to lead virtual and globally distributed 
teams they can’t see. Here too, technology will be a critical tool that will change what leaders do, how they 
do it, and even why they do it.  
 Like the CEOs I interviewed, I too agree that technology can have a dramatically positive impact on 
our organizations and on how we lead, but it requires us to seize the opportunity instead of sitting idly by. 

 
Bill McDermott is the CEO of SAP SE, a technology and software company with around 
100,000 employees around the world. He sees enormous potential and possibility in using tech-
nology to help us become more human. 
 

 “AI and machine learning create so much anxiety, but they also provide incredible opportunity. There 
can be no fear. We need to be optimistic about the exciting possibilities that result when people and ma-
chines work together. Emerging technologies can liberate people from routine and dangerous labor, allow-
ing a shift to higher-value tasks that only humans can do, ultimately making them more effective and hap-
pier. In the end, it is a better experience. Machines can’t dream. Only people can.” 
 

Implications for Leaders 
 

 ◆ Focus on the human side of leadership. 
 ◆ Help others understand the impact that AI and technology can have on jobs and careers. 
 ◆ Look at the areas where technology can be used to add value to employees as opposed to where it can 

replace them. 
 ◆ Experiment with different technologies on an ongoing basis and get familiar with what they are, what they 

do, and how they work on a high level. 
 ◆ Explore areas where technology can be used to enhance and improve the employee experience. 
 ◆ View AI and technology as partners to your organization. 
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Review Questions 
1. What is the number one trend that CEOs and employees across all levels identified as most impacting 

the future of leadership?  
A. Globalization 
B. Artificial intelligence and technology 
C. Pace of change 
D. Morality, ethics, and transparency 
 

2. Which company automated over 17,000 jobs without replacing a single worker? 
A. JLL 
B. Avanade 
C. McDonald’s 
D. Accenture 
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Review Answers 
1. A. Incorrect. Globalization is not the number one trend that CEOs and employees across all levels 

identified as most impacting the future of leadership. Globalization was actually at the bottom of 
the list of the six trends shaping the future of leadership. 

B. Correct. Artificial intelligence and technology is the number one trend that CEOs and employees 
across all levels identified as most impacting the future of leadership. 

C. Incorrect. Pace of change is not the number one trend that CEOs and employees across all levels 
identified as most impacting the future of leadership; it ranked number two out of six. 

D. Incorrect. Morality, ethics, and transparency is not the number one trend that CEOs and employees 
across all levels identified as most impacting the future of leadership. Morality, ethics, and trans-
parency came in at number five. 

 
2. A. Incorrect. JLL is not the company that automated over 17,000 jobs without replacing a single 

worker. JLL is one of the largest commercial real estate firms with almost 100,000 employees 
around the world. 

B. Incorrect. Avanade is not the company that automated over 17,000 jobs without replacing a single 
worker. Avanade is a technology company with over 36,000 employees. 

C. Incorrect. McDonald’s is an organization relying heavily on automation by implementing kiosks in 
many of their retail stores, but it is not the company that automated over 17,000 jobs without re-
placing a single worker.  

 D. Correct. Accenture automated over 17,000 jobs without replacing a single worker. The automated 
jobs were in the realm of finance and instead of these employees crunching numbers, they were 
upskilled and retrained to be more like strategic advisors. 

 
 
 
 
  



 

 
Chapter 5 

Pace of Change 
 
Learning Objectives 

 Identify the number of companies on the Fortune 500 list today 
 Discern what ranked as the top threat facing future global business leaders 

 
Introduction 
Whether we look at climate change, globalization, technology, demographics, cyber-security, geopolitical 
issues, competition, or any of the other numerous trends shaping our lives and organizations, it’s clear that 
change happens quickly and happens all the time. We will experience more change in the coming decades 
than we have experienced in the past hundreds of years. 
 This was the second top trend impacting the future of leadership as identified by all of the CEOs I 
interviewed and by all of the people surveyed. Change is a constant. But it’s not change itself that the 
world’s top business leaders are concerned with; it’s how quickly change happens, and the pace is only 
increasing! This change is being fueled by many variables such as technological progress, changes in cus-
tomer and employee demands and expectations, competition, and globalization. It feels as though we’re on 
a treadmill and our trainer keeps telling us to up the speed. The question then becomes, how fast can we 
truly go? 
 

The pace of change is aptly summarized from a conversation I had with David Henshall, presi-
dent and CEO of Citrix, a computer software company with over 8,500 employees around the 
world. He stated, “Both the rate and the pace of change have been accelerating and will continue 
to do so in the foreseeable future. As a result, disruption can come from anywhere and from any 

size company. This speed changes everything from how we lead to how we create products to how we 
service customers. Leaders must understand and accept that this is the new world they will have to lead in. 
The only way to succeed in this world is by challenging the status quo.” 
 If this were 1971 and you wanted to store 1 gigabyte of data (the rough equivalent of 230 songs), you 
would have to pay $250 million. Today, you can actually get several GB of storage for free. Remember the 
Apollo 13 and 14 space missions from the 1970s? Those were powered by the Apollo Guidance Computer, 
which was less powerful than the electronic toaster sitting in your kitchen. The computers on earth that 
were used to communicate with the lunar landers and run computations were the size of a car and cost over 
$3.5 million. Assuming you have a somewhat recent smartphone in your pocket right now, it is powerful 
enough to simultaneously guide 120,000,000 Apollo-era spacecraft to the moon (Puiu, 2019). It’s scary to 
think what we’re going to be carrying around in the next five, ten, and twenty years.  
 According to commercial real estate company Cushman & Wakefield, property built today with a 
lifespan of 50 years will face technology 30 million times more powerful than today, 11-year-olds will see 
a 64-fold increase in computing power by the time they finish high school, and an executive moving from 
graduation to management over 20 years will face technology 500,000 times more powerful than the day 
they started work (Cushman, 2018). Also consider that solar and wind energy costs have dropped 88% and 
69% respectively since 2009 (Lazard, 2018). 
 
Leading in a Future That Doesn’t Yet Exist 
Dell, in partnership with the Institute for the Future, predicts that 85% of the jobs in 2030 haven’t been 
invented yet (Dell, 2017). CEOs are clearly concerned with how quickly the world is changing and with 
their organizations’ ability to adapt to changes. This applies to all aspects of business, although technology 
tends to be the big area that organizations focus on. Workplace practices of the past are becoming outdated; 
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technologies over the past few years are obsolete and new ones are emerging rapidly; customer demands 
are evolving; competition is now coming from all sides with many new incumbents; innovation isn’t just 
about a small R&D team anymore; more data is being generated than we know what to do with; and that’s 
just the tip of the iceberg. On top of all of this, most organizations don’t have the right people in place to 
lead in this new world of work. 
 There was a time when it was acceptable and even practical to create a detailed five-year company plan. 
Today that plan is the equivalent of an exercise in creativity. In the 1950s the average lifespan of a company 
on the S&P 500 was 60 years, almost a full lifetime. In 1965 this shrunk to 33 years, in 1990 to 20 years, 
and in 2026 it is projected to shrink to 14 years. Forget a lifetime, we’re barely talking about becoming a 
teenager at this point! The Fortune 500 list isn’t doing any better. Since its inception in 1955 only 53 com-
panies remain, that’s just below 11%. All of the others have either gone bankrupt, merged, or have just 
dropped off the list. Do you even remember companies like Armour, Esmark, Amoco, RCA, Union Car-
bide, Bethlehem Steel, or Douglas Aircraft? Probably not, yet all of these organizations were giants of their 
day. 
 

I recently had the opportunity to work with the leadership team at Royal Caribbean Interna-
tional, which employs over 80,000 people around the world and operates a fleet of over 60 ships 
globally. I had the chance to sit down with CEO Richard Fain, and when we talked about the 
pace of change, he told me this: 

 
The pace of change today is slower than it will ever be again. If you look at it from that per-
spective, you realize that there is very little time to learn about, acclimate to, and promulgate 
amongst your people, friends, and new processes and new ways of doing things. That puts a 
lot more pressure on leadership than we’ve ever seen before. The role of leadership is much 
more focused on what is coming and getting people throughout the organization to change 
the paradigm and change it constantly. So I think that has fundamentally changed what the 
role of a leader is and that will become even more important as we go forward. 

 
 Simply put, this means that what has traditionally worked for leaders in the past won’t work in the 
future and what works in the future will change quickly! 
 In a recent survey of graduates from the 30 top international business schools, the pace of technological 
and digital advance was ranked as the top threat facing future global business leaders. 
 

I’m an optimist. We can view any change as either a threat or an opportunity. Amy Pressman is 
the co-founder, board member, and former president of Medallia, a customer experience soft-
ware company with over 1,000 employees. She put this nicely: “In many ways the change that 
we go through is good change, but it still creates anxiety for people because our day-to-day may 

be different. We need to lean into it, embrace it, and not get scared by it.” 
 

Implications for Leaders 
 

 ◆ Experiment and test ideas frequently. 
 ◆ Be comfortable challenging and not hanging on to the status quo. 
 ◆ Embrace uncertainty and don’t let fear guide decision- making. 
 ◆ Surround yourself with people who are smarter and more capable than you. 
 ◆ Give employees at all levels and roles a voice to share ideas, solve problems, and identify opportunities. 
 ◆ Build alliances with people and organizations. 
 ◆ Revisit your likely outdated workplace policies, procedures, and rules. 
 ◆ Focus on improving communication and collaboration across teams and geographies. 
 ◆ Pay attention to trends impacting your industry, your company, and your career. 
 ◆ Understand that this is the new normal 
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Review Questions 
1. What was the average lifespan of a company on the S&P 500 in the 1950s?  
  A. 14 years 
  B. 20 years 
  C. 33 years 
  D. 60 years 
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Review Answers 
1. A. Incorrect. In the 1950s the average lifespan of a company on the S&P 500 was not 14 years. 14 

years is the projected lifespan of a company on the S&P 500 for 2026. 
B. Incorrect. In the 1950s the average lifespan of a company on the S&P 500 was not 20 years. 2 years 

was the average lifespan of a company on the S&P 500 in 1990. 
C. Incorrect. In the 1950s the average lifespan of a company on the S&P 500 was not 33 years. 33 

years was the average lifespan of a company on the S&P 500 in 1965. 
 D. Correct. In the 1950s the average lifespan of a company on the S&P 500 was 60 years.  
 
 
 
 
 
 
 
 



 

 
Chapter 6 

Purpose and Meaning 
 
Learning Objectives 

 Spot what was long thought to be the purpose of an organization, but is no longer a primary concern 
 Determine what acts as the bridge between the work being done and the impact the work has on 

customers, other employees, communities, and the world 
 
Introduction 

Mindy Grossman is the CEO of WW (formerly known as Weight Watchers), which employs 
around 20,000 people around the world. In our discussion, Mindy echoed what many other 
CEOs have told me: “Brands of the future are going to have to understand what their purpose 
and meaning is, no matter what business they’re in. Purpose and meaning will be even more 

valuable in the future.” 
 For decades, the business world has been under the assumption that in order to attract and retain the 
best people, you simply need to pay them more. This was the greatest lever that organizations could pull, 
but now it’s becoming evident that employees care about more than just making money. A recent study 
conducted by BetterUp surveyed 2,285 American professionals across 26 industries and found that 9 out of 
10 workers would trade money for meaning. How much would they trade? On average 23% of future earn-
ings, which comes to $21,000 per year in order to have work that is always meaningful. The same study 
showed that employees with meaningful work stay at the company longer, take fewer paid leave days, and 
are more inspired (BetterUp, 2018). Another survey, run by Imperative, looked at 26,000 LinkedIn mem-
bers across 40 countries and found that 74% of candidates want a job where they feel like their work matters 
(Vesty, 2016). Wrike, a work management software company, recently put out a “Happiness Poll” that 
looked at 4,000 employees in the UK, Germany, France, and the United States about what makes them 
happy at work and how that impacts their productivity. In the UK, the number-one factor that contributed 
to employee happiness was doing meaningful work and feeling connected to a purpose (Wrike, 2019). 
 In August 2019, the CEOs of almost 200 major U.S. organizations, including Amazon, Apple, Boeing, 
and GM, came together to issue a statement saying shareholder value, something that was long thought to 
be the purpose of an organization, is no longer their primary concern. Instead, the new purposes of an 
organization are to invest in employees, deliver value to customers, deal ethically with suppliers, and sup-
port outside communities. This is a tremendous shift in how we think about business and how we lead those 
businesses. 
 Purpose and meaning are not just “work issues.” These are basic human themes that are a part of our 
very nature. As a species we have constantly asked, “What is the meaning of life?” “What is my purpose?” 
“Why am I here?” The quest to feel connected and to feel like we have a greater purpose and meaning in 
life is never ending and it’s not something that can be quashed by money. 
 The words “purpose” and “meaning” are often grouped together. While they are related, it’s important 
for us to understand that they mean different things and to distinguish between them. Employees have a 
job, that job yields a purpose, as a result of that purpose there is an impact, and from that impact employees 
will ideally derive meaning. Dr. Paul T.P. Wong, professor emeritus of Trent University, adjunct professor 
at Saybrook University, and president of the International Network on Personal Meaning, puts this suc-
cinctly: the role of purpose is to fulfill a meaning. 
 
Job, Purpose, Impact, Meaning 
In the context of business, the job you have quite simply refers to the activities you do, whether that is 
writing code, selling products or services, helping customers, or the like. The purpose of the job goes one 
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level deeper. You write code because you are trying to design a user-friendly website that customers can 
easily access; you sell products or services because you want to help the company generate revenue and 
grow; you help customers because you want to create a great experience for them and inspire loyalty. The 
impact piece is what actually happens from your purpose. In other words, you help customers because you 
want to create great experiences for them, but are you? What is the actual impact of the work that you are 
doing? Purpose is about the potential but the impact is what it really is. If your purpose is to create great 
experiences but the impact is that you are actually creating worse experiences, then you have an issue. 
Think of it like two sides of an equation that should at the very least equal each other. The desired state 
should match the actual state, or better yet the actual state should be greater than the desired state. 
 Purpose acts as the bridge between the work you are doing and the impact that the work has on cus-
tomers, other employees, communities, or the world. But do you get meaning from the work you are doing? 
Meaning is very subjective and unique to each of us and this is often where employees struggle. Meaning 
is more about why you are personally doing something and the feeling you get from doing it. For the cus-
tomer service agent, meaning might come from helping people and trying to make their lives a little bit 
better; for the developer, meaning might come from solving complex problems; for the salesperson, mean-
ing might come from building relationships and the human connection that inherently comes from selling. 
As you can see, purpose and meaning are not the same thing, even though they are very much tied together. 
 My job is to write, speak, research, and create content on leadership, the future of work, and employee 
experience. My purpose is to help create organizations around the world where employees actually want to 
show up to work each day. Thankfully, this is also the impact I have on organizations and their leaders (or 
so I’m told). I get a lot of meaning from this, which includes making a positive impact on the lives of 
employees around the world, working on things I’m genuinely interested in and passionate about, challeng-
ing myself, creating my own independent life, and building amazing relationships with the many leaders 
around the world with whom I work.  
 

 
Figure 6.1 Creating Meaningful Work. 

 
 As shown in Figure 6.1, the job aspect is ideally self-explanatory. Purpose should also be rather com-
monplace and easy to achieve but unfortunately even here, most people and organizations struggle. This is 
because we have built organizations to focus on jobs, tasks, and things to keep us busy. Many employees 
around the world actually have no idea how the work they are doing is impacting anyone or anything; they 
are simply cogs in a machine. One of the reasons so many employees struggle with meaning is because 
they don’t even understand their purpose. 
 

The research I did for this book made it rather apparent that most employees understand their 
jobs but struggle with purpose, impact, and meaning. Leaders understand their jobs and often 
have a more solid grasp on their purpose (since they are now privy to more information, insights, 
etc.) and the impact they are having, but they too struggle with meaning. Stephen Poor is a 

partner and chairman emeritus at Seyfarth Shaw LLP, a law firm with almost 1,000 attorneys globally. He 
told me, “Most leaders I know in organizations have a pretty deep understanding of their particular business, 
their industry, their competitors, and their clients or customers. Nobody’s going to follow somebody who 
doesn’t know what they’re talking about.” This is, of course, important and for many leaders this is where 
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their purpose comes from, but this is also where many stop. Instead, take this one step further and ask, what 
does all of this mean to you? 
 Robert Half researched why employees quit their current jobs, and one of the top responses was to work 
for another organization with a higher purpose. The only response that ranked higher was going to another 
organization for more money (Kong, 2018). Another study, conducted by Reward Gateway, found that 
although 89% of employers say it’s critical that employees understand the company’s mission, only 25% 
of employees feel completely informed about the purpose and mission and 32% are completely uninformed 
(Reward Gateway, 2018). This is very basic stuff. Leaders always want the “low-hanging fruit,” and there 
it is. 
 A study by E.Y. Beacon Institute and Harvard Business School found that 42% of non-purpose-led 
companies showed a drop in revenue over a three-year period while 85% of purpose-led companies showed 
positive growth (Keller, 2015). Not surprisingly, focusing on these things actually impacts the bottom line. 
In 2018 Mercer surveyed over 7,600 employees around the world and one of the top talent trends they 
identified was working with purpose (Mercer, 2018). 
 Purpose and meaning are unique human things that we all desire, crave, and need. The balance of power 
has dramatically shifted into the hands of employees, and organizations around the world are focusing on 
creating an employee experience so that employees actually want to show up to work. Employees are saying 
that they want to be part of an organization where they understand their purpose and can find meaning. A 
study from BetterUp found that employees produce more, work more, stay at companies longer, and will 
sacrifice higher pay if they find meaning in their work. Nine of ten workers will also trade money for 
meaning (BetterUp, 2018). It’s a bit disheartening that employees around the world are begging for these 
human aspects of work and aren’t able to get them. 
 
Creating Purpose and Meaning 
One of the organizations doing truly pioneering work around purpose and meaning is Unilever, which has 
around 160,000 employees globally. The company has now put over 34,000 of their employees through an 
interactive in-person purpose and meaning workshop, with the numbers increasing rapidly. The end goal is 
to be able to walk away with a purpose statement that can then connect to the purpose of the company as a 
whole; employees are thus able to truly discover and understand what motivates and drives them. Those 
who have gone through the workshop include leaders, sales professionals, people on the factory floor, and 
everyone else in between. In the workshop, employees reflect on their personal and professional experi-
ences, their personal values, and even their childhood memories. I find it amazing and reassuring that or-
ganizations like this are helping people understand how and where they fit in the world. 
 Some might make the argument that purpose and meaning are just reserved for the privileged few who 
earn a good living and work at a stable company. Unfortunately, most people in the world are barely strug-
gling to put food on the table, let alone worry about any kind of purpose or meaning at work. But that 
doesn’t mean that these people don’t deserve to have purpose and meaning as well. We all deserve and 
need this, whether we are senior executives at global companies, janitors, retail employees, gig workers, or 
anyone in between. Purpose and meaning should not be a privilege at work; it should be a right for any 
employee at any level.  
 

Bernard Tyson was the chairman and CEO of Kaiser Permanente, one of America’s leading 
healthcare providers, which employs over 200,000 people. Unfortunately he passed away sud-
denly right before this book was published. He summarized this concept of standing for some-
thing larger than making money. 

 
Companies of the future can no longer think that they can just exist ... significant companies 
of the future cannot just exist in this little bread box, in this isolated place. We are a part of 
greater society and a greater society is a part of us. The trend of when and how we engage in 
the bigger societal issues will continue to be a part of the future of leadership. 
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Implications for Leaders 
 
 ◆ Differentiate between job, purpose, impact, and meaning; they are not the same thing. 
 ◆  Make sure you understand your job, purpose, impact, and meaning first before helping others understand 

theirs. 
 ◆  Focus on storytelling to help employees understand how their work is having an impact. 
 ◆  Get to know your employees as individuals to find out what motivates and drives them. 
 ◆  When attracting and retaining talent, make purpose, impact, and meaning a core part of your organization. 
 ◆  Consider running your own workshops and training sessions focused on purpose, impact, and meaning. 
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 Review Questions 
1. Which organization has around 160,000 employees globally and has put over 34,000 of their employees 

through an interactive in-person purpose and meaning workshop?  
A. Amazon 
B. Boeing 
C. Unilever 
D. Apple  
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Review Answers 
1. A. Incorrect. Amazon is not the organization that has around 160,000 employees globally and has put 

over 34,000 of their employees through an interactive in-person purpose and meaning workshop. 
In August 2019, the CEOs of almost 200 major U.S. organizations (including Amazon) came to-
gether to issue a statement saying shareholder value is no longer their primary concern.  

B. Incorrect. Boeing is not the organization that has around 160,000 employees globally and has put 
over 34,000 of their employees through an interactive in-person purpose and meaning workshop. 
In August 2019, the CEOs of almost 200 major U.S. organizations (including Boeing) came to-
gether to issue a statement saying shareholder value is no longer their primary concern. 

C. Correct. Unilever has around 160,000 employees globally and has now put over 34,000 of their 
employees through an interactive in-person purpose and meaning workshop, with the numbers in-
creasing rapidly. The end goal is to walk away with a purpose statement connecting them to the 
purpose of the company as a whole, thereby allowing employees to truly discover and understand 
what motivates and drives them. 

 D. Incorrect. Apple is not the organization that has around 160,000 employees globally and has put 
over 34,000 of their employees through an interactive in-person purpose and meaning workshop. 
In August 2019, the CEOs of almost 200 major U.S. organizations (including Apple) came together 
to issue a statement saying shareholder value is no longer their primary concern.  

 
  
  



 

 
Chapter 7 

New Talent Landscape  
 
Learning Objectives 

 Recognize potential factors that could cause a global talent shortage of 85 million people by the 
year 2030 

 Pinpoint true statements regarding older workers 
 
Introduction 

 “I often say in my business that the competition for talent is fiercer than the competition for 
customers.” That’s what Jeffrey Puritt told me. He’s the president and CEO of TELUS Interna-
tional, an outsourcing and offshoring company with over 30,000 employees globally. 
 

 

The Massive Talent Shortage 
What talent looks like, where it comes from, and how much talent exists are all factors causing a massive 
change in the collective workforce. According to research done by Korn Ferry, by 2030 there will be a 
global talent shortage of around 85 million people, which translates into $8.5 trillion in unrealized annual 
revenues (Korn Ferry, 2018). ManpowerGroup surveyed 40,000 employers around the world and 45% of 
them reported difficulty in filling roles today (Manpower, 2018). PwC’s CEO survey referenced earlier 
found that in 2019, one of the top-ten threats for organizations was availability of key skills. It was number 
three on the list, just one percentage point below policy uncertainty and overregulation (PwC, 2019). 
 There are several reasons for why this is happening. For starters, fertility rates around the world are 
declining. In the United States, for example, the number of births is below the required replacement rate 
for the population, meaning the population could actually start shrinking because more people are passing 
away and not enough babies are being born to keep the population stable. Western Europe actually has the 
lowest fertility rate, followed by the UK, Southeast Asia and Oceania, Central Eastern Europe and Central 
Asia, and North America. This translates into fewer employable people. 
 Second, we see an aging population. According to the United States Census Bureau, by 2030, 1 out of 
5 residents will be of retirement age. By 2035, there will be more people in the United States who are over 
65 than under 18 (U.S. Census Bureau, 2018). This is a trend seen in many parts of the world, such as the 
UK, Australia, Japan, and China. While it’s also true that life expectancy is increasing, making it possible 
for us to work longer, organizations around the world are doing virtually nothing to keep older workers 
employed. In fact many are “encouraging” their older workers to retire so that cheaper, younger employees 
can be brought on instead, which is a huge mistake. In old movies, everyone turned to respected elders for 
advice and guidance, yet inside our organizations it’s always the older people we want to get rid of first. 
 For smart companies there’s a tremendous opportunity to tap into that older talent. These are the most 
experienced and seasoned employees in your organization, the wise sages and counselors, so why would 
you want them to leave? Instead, build programs that allow them to remain as advisors, coaches, and men-
tors for the next generation of talent entering your organization. 
 Next, we see challenges around skills. The optimism from the leaders I interviewed rests on the as-
sumption that human workers will be fluent in the many emerging technologies and related skills that are 
growing in demand, such as data analytics, cyber-security, augmented and virtual reality, blockchain, arti-
ficial intelligence, robotics, and the like. Currently this is not the case. 
 This skills gap not only exists in office jobs but also in hands-on fields such as manufacturing, welding, 
machinery, and the like. When I interviewed Barbara Humpton the CEO of Siemens US, which employees 
over 50,000 employees, she mentioned that they recently had over 1,500 jobs open and while they received 



Chapter 7 – New Talent Landscape 

46 

over 10,000 applicants to fill those jobs, they weren’t able to find enough people with the required skills to 
take on those roles, which were in hands-on areas.  
 

André Calantzopoulos is the CEO of Philip Morris International, a leading international tobacco 
company with more than 77,000 employees, which is transforming its business to create a 
smoke-free future and ultimately replace cigarettes with better alternatives for adult smokers. 
According to André: 

 
We’re moving from an era of lifetime employment to lifetime employability. If your people 
don’t feel that they are learning and progressing, then they will leave you, and they should! 
Why would they want to be a part of an organization that is making them obsolete? As a leader 
it’s your job to make sure that doesn’t happen. We have to admit that we are not dealing with 
the same talent landscape we were in the past twenty or even the past ten years where we 
assumed people will stay forever. 

 
The Need to Upskill and Retrain 
In order for a society to have augmentation with technology, as opposed to replacement by technology, 
there needs to be massive upskilling and reskilling for people around the world. Siemens is overcoming this 
challenge by bringing back apprenticeships. According to the Encyclopedia Britannica, apprenticeships 
began in the 18th century BC (thousands of years ago) and were talked about in the Code of Hammurabi of 
Babylon, where artisans were required to teach their crafts to the next generation. 
 One of my favorite examples of how an organization is upskilling their knowledge workers comes from 
PwC. They launched the Digital Fitness Assessment app for their employees that evaluates their high-level 
knowledge across a variety of topics such as artificial intelligence, blockchain, and data analytics. Employ-
ees are assessed across four areas: skills, mindsets, behaviors, and relationships. After employees take the 
assessment, they are granted access to content that helps them improve across all these areas. This might 
mean reading an article, watching a video, or listening to a podcast. It’s an internal library that employees 
have at their disposal to learn about all the things they need to be successful at PwC and they get nudges to 
keep learning and growing, improving their digital fitness. 
 As a part of this they also created the Digital Accelerator program for thousands of employees across 
the company that I was fortunate enough to work with them on. These employees are basically like a col-
lective good virus that goes around and infects the rest of the workforce. They are expected to challenge 
the status quo, offer unique ideas and perspectives, and get the company as a whole to think differently. 
These digital accelerators spent a few days going through intensive and immersive training and workshops 
to help and encourage them to think differently. These sessions included things like design thinking and 
emotional intelligence. This was done in groups with 400–500 employees at a time throughout the year. 
Lots of organizations are trying to figure out what their strategy is going to be for the future. PwC executives 
would stand in front of their new “recruits” and say, “You are our strategy for the future.” For a professional 
services team like PwC, billable time is where much of the revenue comes from and typically 90% of an 
employee’s time should be billable. For the almost 2,000 digital accelerators, their billable time dropped to 
around 60%. For the remaining 30% these employees were encouraged just to spend time learning, explor-
ing, and trying to think of new ideas and ways of doing things. This a tremendous revenue hit to PwC in 
the short term but a very smart play in the long term. One of the things that really struck me about this 
program was that during the live events PwC executives would go on stage and say, “If you get back to 
work after this event and find that as you are trying to challenge the status quo, your managers or team 
members are giving you pushback, then call or email us, and we will personally fix it.” Rarely do you ever 
hear about executives who are so willing, available, and accessible to help their people. This is how true 
change happens, when the leaders step up and commit to making it happen and support the people driving 
the change. 
 The challenges around skills is also not exclusive to what we would typically classify as “hard skills” 
either. Things like empathy, self-awareness, communication, and other “soft skills” are just as much in 
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demand and lacking in the workplace. When LinkedIn surveyed 2,000 business leaders, 57% of them said 
that soft skills are actually more important than hard skills. 
 
The Diversity and Inclusion Imperative 
Diversity and inclusion are also critical components of how the talent landscape is changing and is becom-
ing a top priority for senior leaders around the world, and for good reason. In a recent LinkedIn survey of 
9,000 talent leaders, 78% said that diversity is extremely important. According to the report, “Diversity 
used to be a box that companies checked. But today, diversity is directly tied to company culture and finan-
cial performance. Our data shows that 78% of companies prioritize diversity to improve culture and 62% 
do so to boost financial performance.” Deloitte’s most recent Millennial Survey also found that millennials 
and Gen Zers who work for employers perceived to have diversity in the workforce and the senior manage-
ment teams are more likely to stay at the company for five or more years. 
 Research done by Alison Reynolds from the UK’s Ashridge Business School and David Lewis from 
the London Business School’s Senior Executive Programme found that not only do we recruit in our own 
image (race, gender, etc.) but we also tend to recruit people who think and behave like we do as well. As a 
result, we end up with a bunch of like-minded teams, which means low cognitive diversity (Reynolds, 
2017). This is a problem because, as we established earlier, the pace of change is one of the top trends 
driving the future of leadership (and work), which means that there is constantly a high degree of uncer-
tainty. In that environment, teams with low cognitive diversity are not able to approach things differently 
(for example, analyzing versus experimenting) and they are also not able to see things from unique per-
spectives or create new options. 
 Diversity refers to the similarities or differences that we as individuals possess and includes things like 
age, gender, race, religion, location, and education. Inclusion, on the other hand, is what is done to actually 
empower these different groups of people inside the organization. In other words, it’s not enough just to 
have a diverse workforce if you aren’t able to unlock the potential of that workforce and make them feel 
like they belong. As a leader, that’s your job. 
 

Jeff Dailey is the CEO of Farmers Insurance, which employs around 20,000 people and has 
over 45,000 exclusive and independent agents. I really love what he told me: “Ultimately the 
goal of every leader should be to allow everybody to contribute to the best of their possible 
potential, and to the extent that you’re not inclusive, that becomes impossible to do.” 

 California actually became the first state to mandate that all publicly-traded companies that have their 
headquarters in the state have at least one woman on its board by the end of 2019. This will increase by 
2021, when companies that have five directors will be required to have two or three women on the board, 
depending on how large the board is. Companies that don’t meet these requirements will face financial 
penalties. 
 According to a McKinsey report called “Delivering Through Diversity,” “Companies in the top-quartile 
for gender diversity on their executive teams were 21% more likely to have above-average profitability than 
companies in the fourth quartile. For ethnic/cultural diversity, top-quartile companies were 33% more likely 
to outperform on profitability” (McKinsey, 2018). 

 
Mastercard has about 14,000 employees around the world and diversity and inclusion is embed-
ded into the very foundation of how they do business. Ajay Banga, their CEO, explained: 
 
Mastercard believes in being a force for good. We believe that creating inclusive opportunities 
for all is the way to do business. We believe these things are central to how we succeed as a 
company. We embed those values throughout everything we do; they’re not just words on a 
poster. We believe that when organizations—public and private—determine that it’s in their 
own interest to do good and operate in ways that are decent and inclusive, we can move 
toward a healthy, global economy where everyone can thrive. The kind of economy that can 
produce a better world, with more transparency, greater sustainability, and a legitimate path 
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to prosperity for all people. We have a culture built on purpose, where we get things done 
and embrace diversity as the key driving innovation and we embrace innovation as fundamen-
tal to our survival. 

 
Dow is a material science organization (formerly a part of Dow Chemical) with 40,000 employ-
ees globally. They are taking steps to ensure they have the right leaders in place who are pro-
moting diversity and inclusion, which is a major focus for Dow. These leaders are held account-
able not only for traditional financial metrics but also for D&I metrics, which are part of the 

corporate scorecard; it’s a component of their evaluation as leaders. When Jim Fitterling, the CEO of Dow 
Chemical, does his quarterly all-hands meetings and talks about the financial results, he also discusses 
diversity and inclusion and employee participation in resources groups throughout the organization (Bloom-
berg, 2019). 
 Google is one of the few organizations that actually publishes an annual diversity and inclusion report 
based on their own workforce. This holds Google accountable not only to employees but also to the world 
at large. When it comes to inclusion efforts, Google currently has over 20 employee resource groups with 
more than 250 chapters spanning 99 offices and 46 countries. These groups are also led by more than 500 
employee volunteers and the groups themselves comprise over 20,000 employees, which is roughly 20% 
of their workforce. Almost 80% of employees at Google have taken steps to understand their unconscious 
bias via training and education programs, and over 2,000 employees have taken part in Diversity Core, a 
program that allows Googlers to spend 20% of their time to come up with ways to make the company more 
diverse and inclusive. Perhaps the most important statistic is that there are zero statistically significant pay 
differences among Googlers (Google, n.d.). They are clearly committed not only to building a diverse 
workforce but also to empowering that workforce to do their best work while making them feel like they 
belong at Google. Google isn’t perfect, but they are working harder on these efforts than most other organ-
izations in the world. 
 

The talent landscape is changing and as a leader responsible for attracting and retaining the best 
talent, it’s your job to adapt the organization accordingly. George Corona is the president and 
CEO of Kelly Services, a workforce management and staffing services company with around 
8,000 employees. George believes that while talent is crucial now, it will make or break com-

panies in the future:  
 

Those that are going to succeed will succeed because they have the very best talent and the 
very best people. Understanding how to identify that talent, how to recruit that talent and 
how to motivate that talent, I think is going to be much more important in the future that it is 
even right now. 

 

Implications for Leaders 
 

 ◆ Invest in reskilling and upskilling programs. 
 ◆ Strive to develop diverse teams and question what you are doing to make those diverse teams feel like they 

belong. 
 ◆ Create programs that allow older workers to remain a part of your organization; for example, have them 

stay on as a coach or mentor. 
 ◆ Help employees understand how their careers and jobs are changing and what skills they can learn to stay 

relevant and valuable members of the company. 
 ◆ Create talent profiles and work to identify the potential jobs and opportunities that your company will have 

in the future. Look beyond today’s talent. 
 ◆ Tie diversity and inclusion and training and upskilling efforts to salary and incentive programs. 
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Review Questions 
1. Which organization listed below is one of the few that actually publishes an annual diversity and inclu-

sion report based on their own workforce? 
A. Google 
B. Dow 
C. Farmers Insurance 

 D. Mastercard 
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Review Answers 
1. A. Correct. Google is one of the few organizations that actually publishes an annual diversity and 

inclusion report based on their own workforce. This holds Google accountable not only to employ-
ees but also to the world at large. 

 B. Incorrect. Dow does not publish an annual diversity and inclusion report based on their own work-
force. Dow is a material science organization (formerly a part of Dow Chemical) with 40,000 em-
ployees globally. They are taking steps to ensure they have the right leaders in place who are pro-
moting diversity and inclusion, which is a major focus for Dow. 

 C. Incorrect. Farmers Insurance does not publish an annual diversity and inclusion report based on 
their own workforce. Farmers Insurance employs around 20,000 people and has over 45,000 ex-
clusive and independent agents. 

 D. Incorrect. Mastercard has about 14,000 employees around the world and diversity and inclusion is 
embedded into the very foundation of how they do business, but they do not publish an annual 
diversity and inclusion report based on their own workforce. 

 
 
 
 
 
 
 
 
 
 



 

 
Chapter 8 

Morality, Ethics, and Transparency  
 
Learning Objectives 

 Recognize true statements regarding ethics  
 
Introduction 
On January 2, 2012, Forbes published a story with the title “Why Best Buy Is Going out of Business...Grad-
ually” (Downes, 2012). Online this article has almost 4 million views. But Forbes clearly underestimated 
Best Buy’s new CEO. 
 Hubert Joly is the executive chairman and former CEO (he retired in 2019) of Best Buy, a consumer 
electronics retailer with over 125,000 employees around the world. He joined the company in 2012 when 
it was struggling and many thought that Best Buy would just be another one of those retailers that would 
disappear. Several years later not only has Best Buy survived but it’s actually thriving with higher revenues, 
an increased stock price (over 271% during the past five years at the time of writing this), and an aggressive 
growth plan for the future. Other retailers like Radio Shack and Circuit City failed where Best Buy was 
able to succeed. Among the several things that Hubert and his team did was invest back into the employees 
with new training and development programs and increased wages. Hubert helped make other people more 
successful so that they in turn could help the company be more successful. Not only that, but he did this 
while the company was struggling, something that took tremendous courage. Where other leaders would 
cut wages and training programs during tough times, Hubert increased them. 
 

When I spoke with Hubert I felt like I was speaking with someone who is part business leader, 
part philosopher, and part monk. Although our discussion was on the future of leadership, he 
weaved in stories from history, religion, business, and his own life. Perhaps more importantly, 
I felt like I was speaking with someone who had a strong moral and ethical true north. It’s no 

surprise that Best Buy was ranked among the world’s most ethical companies by the Ethisphere Institute. 
In Hubert’s own words: 
 

If you believe your role as a leader is to be the smartest person in the room and to make sure 
that everybody knows how smart you are, you’re wrong. If you believe that your role as a 
leader is to create an environment in which others can be successful, then you’re on the right 
track. You need to be a values-driven leader. Integrity in this world of transparency is more 
important than ever. It’s not just about complying with the rules. It’s about doing the right 
thing. 

 
Ethics versus Morals 
Generally speaking, ethics refer to right and wrong—but in the context of an external source such as policies 
or codes of conduct for the organization. Ethics usually apply to everyone. Morals on the other hand are 
internal guiding principles that are far more subjective and apply specifically to you. In the context of 
leadership, your morals will impact the ethics of the organization. Take the collapse of Enron, one of the 
greatest cases of corporate fraud and deception in the modern business world. Clearly what the leaders of 
Enron did was not ethical; it violated numerous rules and codes of conduct. But if these leaders had their 
own strong moral compasses that pointed them in the right direction, they wouldn’t have steered the organ-
ization and all the stakeholders down a path of treachery and unethical behavior. 
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Wolf-Henning Scheider (whom we met earlier in the book), the CEO of ZF Friedrichshafen 
AG, offers great guidance on this: 
 

Future leaders must practice constant reflection and transparency, not just by themselves but 
with their teams. When I hold meetings, anyone is allowed to question a practice, a policy, or 
a behavior in our company and they are also allowed to question me as a leader. There should 
be no place for leaders to hide in their organizations. 

 
 According to the Association for Talent Development, organizations that have a strong ethical founda-
tion do better financially, have higher employee retention, and see more customer referrals and higher cus-
tomer satisfaction numbers (Smith, 2017). These numbers should not be surprising. Ethical organizations 
are made by ethical and moral leaders. Further research by Bentley University found that 86% of millenni-
als, which are going to make up over 75% of the workforce by 2030, consider it a top priority to be a part 
of an organization that conducts itself in an ethical and responsible way (Bentley, 2018). Unfortunately, 
according to a study by Deloitte, less than half of millennials actually believe that businesses behave ethi-
cally and less than half believe that business leaders are working toward improving society as a whole 
(Deloitte 2019). As a leader, if you don’t make this a focus, you will miss out on being able to attract the 
majority of the world’s talent. Another study, published by the Harvard Business Review, found that based 
on a study of 195 leaders in 15 countries and spanning over 30 global organizations, having “high ethical 
and moral standards” was ranked as the top leadership competency (Giles, 2016). 
 
The Impact of an Ethical Leader 

Being an ethical leader also has a significant impact on the decision-making of the rest of the 
organization. The 2018 Global Benchmark on Workplace Ethics report found that across 18 
countries in corporate cultures that were identified as “weak” when it comes to ethics, employ-
ees were far less likely to seek guidance when they were unsure of what ethical action they 

should take. The flipside of this is also true. In organizations with a strong culture of ethics, over 70% of 
employees stated that they seek guidance when uncertain (Ethics, 2018). This has profound implications 
because it means that if you want your employees to be ethical, it has to start with the leaders. Mark Feldman 
is the CEO of GSN, which is home to GSN Games and also the Game Show Network. He does this by 
leading by example. 
 “The question I ask myself every day is ‘Does every person in this organization see that I model in my 
behavior what I expect of them?’ Put another way: ‘I hope there’s not a person in this organization who 
thinks there’s anything I would ask them to do or has been affected by anything that I don’t ask of myself 
or expect of myself.’” 
 Today, employees, customers, and all stakeholders want to be a part of an ethical organization that has 
strong moral leaders, and this trend is only going to increase. A Cone Communications Millennial Em-
ployee Engagement Study found that 75% of millennials would take a pay cut to work for a company that 
is socially responsible and 64% won’t take a job if a potential employer doesn’t have strong corporate 
responsibility practices (Dailey, 2016). For over a decade Ethisphere has been putting out the World’s Most 
Ethical Companies list. Each year they find that publicly traded companies that appear on the list consist-
ently outperform the markets. A study by LRN found that 94% of employees say it is “critical” or “im-
portant” that the company they work for is ethical (LRN, 2007). A study by Accenture found that a com-
pany’s ethical values and authenticity influence purchase consideration for 62% of consumers. Another 
74% of consumers want more transparency in how companies highlight issues like sourcing products and 
ensuring safe working conditions (Barton, 2018). 
 

Bill Rogers is chairman and CEO of SunTrust Banks, Inc. (around 23,000 employees), which 
recently announced a merger with BB&T (37,000 employees) to form Truist Financial Corpo-
ration, the nation’s sixth largest bank. According to Bill, “Leadership will be a much more pub-
lic endeavor than it has been in the past. It will require increased awareness of social issues and 

a recognition that clients want to do business with companies that contribute to a greater social good.” 
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 While being an ethical leader is crucial, it’s often your morals that will be the true guide of the decisions 
you make. A few years ago, Indiana signed a law into effect that allowed businesses to refuse service to 
gay, lesbian, and transgender people. This was ethical; in fact, it was so ethical that it became a law so 
everyone who followed this law could say they were doing the ethical thing. But was this moral? Marc 
Benioff, the CEO of Salesforce, didn’t think so. As a result, he offered a relocation package to any employee 
who wanted to leave the state, and he said he would cancel all programs that would require any employees 
or customers to travel to Indiana, which would have dramatic financial implications for the state. Eventually 
the law was changed to prohibit this kind of discrimination. Marc wasn’t the only CEO or public figure to 
oppose this law, but he was absolutely leading the charge. He didn’t do this because of ethics; he did this 
because his morals guided him on right and wrong. 
 In an interview he said, “I’m all for a healthy mind and a healthy body, but I’m also about having a 
healthy planet and a healthy country and taking care of others who don’t have as much. That’s my spiritu-
ality.” In other words, that’s his moral compass.  Unfortunately, we don’t have too many leaders like this. 
In “The State of Moral Leadership in Business” study conducted by LRN in 2018, only 17% of respondents 
said their leaders normally tell the truth. Sadly, only 23% of employees said that their managers are moral 
leaders (LRN, 2018). According to a study led by Jim Lemoine at the University of Buffalo, which did a 
meta-analysis of over 300 sources, “Leaders who value morality outperform their unethical peers, regard-
less of industry, company size or role” (Biddle, 2018). Another study conducted by researchers at the Uni-
versity of Sussex, the University of Greenwich, the IPA, and CIPD found that when leaders display pur-
poseful behaviors such as showing strong morals, employees are less likely to quit, are more satisfied, and 
are better performers (Bailey, 2018). 
 The issue is that morality is subjective, which means that not everyone will agree with your morals and 
you likely won’t agree with everyone else’s. That’s okay. The problem arises when your team doesn’t know 
what your morals are and what you stand for as a leader, which is why it’s so important for you to be honest 
and clear about these things. 

 
Diane Hoskins is the co-CEO of Gensler, a global architecture, design, and planning firm em-
ploying more than 6,000 people around the world. I really like how she put this: 
 
Most successful organizations communicate clear values. That is foundational. As organiza-
tional leaders, we also need to stand for something as the people we are. Our talent and cli-
ents want to know what our firm is committed to, and they want to know what our leaders 
are committed to as part of their professional and personal lives. 

 
Leaders Must Be Transparent 
As a leader, if you want to build trust, you have to focus on transparency, which is simply being honest and 
forthright about what is happening in the company now and in the future. According to career website 
Glassdoor, 90% of job seekers say it’s important to work for a company that embraces transparency 
(Glassdoor, 2018). Of course, this is not something that only employees want; customers expect it as well. 
A study by Label Insight found that 94% of consumers are likely to be loyal to a brand that offers complete 
transparency and 73% of consumers would actually be willing to pay more for a product that offers com-
plete transparency in all attributes (Label Insight, 2016). 
 

 “You can’t fake it. You’ve got to be transparent. You’ve got to be candid. You’ve got to be 
trustworthy.” This is what Steve Smith, the CEO of Amsted Industries, told me. He leads a team 
of over 18,000 employees and the company is 100% owned by the employee stock ownership 
plan. 

 Leaders can no longer hide behind bureaucracy or hierarchy. We have all seen our fair share of scandals 
and lies, whether from organizations like Enron or from Volkswagen, with their emissions scandal that is 
still dramatically hurting the company several years after being uncovered. Everyone who interacts with 
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your organization expects that as a leader you will create an ethical and transparent company and that your 
morals will be the guiding compass for making this happen. 
 

Andree Simon is the president and CEO of FINCA Impact Finance, which employs over 10,000 
people. She gave me a fantastic visual of what it feels like to become a transparent, authentic, 
and even vulnerable leader. In other words, what it feels like to be your true self where those 
around you understand who you are, what you stand for, and what you believe: 

 
For a long time, I thought that leaders had to look and behave a certain way and that they had 
to behave with absolute authority and never show weakness. I had the opportunity to work 
with this amazing coach. She made this comment to me at one point: “You know, it’s kind of 
like you’re wearing a gorilla suit a lot of the time. You’re zipped up inside this hot, sweaty suit. 
But you’re really not acting like yourself.” It was a really liberating thing to hear. I took that 
gorilla suit off and I became true to myself in terms of what I believe in as a person and how I 
communicate with people, and I allowed myself to be really confident. 

 

Implications for Leaders 
 

 ◆  Understand your own moral compass. What is it that you stand for and believe? 
 ◆  Over-communicate the importance of doing the right things and being ethical and moral. 
 ◆  Offer guidance and support to other leaders and employees who are struggling with ethics and morals. 
 ◆  Be as transparent as you can in as many areas as you can. 
 ◆  Take a stance. It’s no longer good enough to float in neutral territory. 
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Review Questions 
1. What percentage of millennials consider it a top priority to be a part of an organization that conducts 

itself in an ethical and responsible way?  
A. 62% 
B. 70% 
C. 75% 

  D. 86% 
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Review Answers 
1. A. Incorrect. The percentage of millennials that consider it a top priority to be a part of an organization 

that conducts itself in an ethical and responsible way is not 62%. That number represents the per-
centage of consumers who are influenced by a company’s ethical values and authenticity. 

B. Incorrect. The percentage of millennials that consider it a top priority to be a part of an organization 
that conducts itself in an ethical and responsible way is not 70%. That number represents the per-
centage of employees in organizations with strong ethical cultures who seek guidance when uncer-
tain. 

C. Incorrect. The percentage of millennials that consider it a top priority to be a part of an organization 
that conducts itself in an ethical and responsible way is not 75%. That number represents the per-
centage of the workforce in 2030 that will be made up of millennials. 

 D. Correct. The percentage of millennials that consider it a top priority to be a part of an organization 
that conducts itself in an ethical and responsible way is 86%. 

 
 
 
 
 
 
 
 



 

 
Chapter 9 

Globalization  
 
Learning Objectives 

 Select the percentage of multinational companies that believe they have a strong leadership pipeline 
to meet future business challenges 

 
Introduction 
Globalization is defined in many ways. I like to think of it as making the world a smaller place in which the 
language you speak, the currency you transact in, where you are located, and the culture you subscribe to 
are no longer barriers to doing business. The world is becoming like a big city and today every company 
can be a global one. 
 There used to be a time when the things we created, the ideas we had, the currency we used, and the 
culture that we subscribed to came from and stayed in one particular part of the world. Over time this 
expanded. Merchants and explorers traveled to different lands, bringing new cultures, ideas, currencies, and 
things with them. Migrants started relocating and soon our little village became connected to many villages. 
Fast forward to today and now our goods and services, financial markets, and technologies are intertwined 
with many countries globally. You may live in the United States and have a car imported from Japan, eat 
at a local German restaurant, buy meat imported from New Zealand, wear clothes made in Thailand, use 
technologies manufactured in China—you get where this is going. 
 People, ideas, technology, information, and pretty much anything else you can think of has become 
dynamic, like a never-ending flowing river or perhaps more like raging rapids. Nothing stays in its place, 
and with the continued advancement of technology all of these things are traveling faster, more cheaply, 
and more efficiently to every corner of the planet. A study done by the Association of Talent Development 
found that only 18% of multinational companies believe they have a strong leadership pipeline to meet 
future business challenges (Wellins, 2016). 
 
Diversity and Curiosity Are Key 
All of this means that leaders today, and more so in the future, are going to have to be global citizens. 
Understanding different cultures and ways to communicate and collaborate, how to attract and retain talent 
in different parts of the world, working with diverse and remote teams, and aligning a global workforce on 
common goals are all requirements for the future leader. Globalization means that as a leader you need to 
become an explorer, someone who is fascinated, curious, and interested in people who are different than 
you and ideas and cultures that are unfamiliar to you. 
 Unfortunately, leadership development programs today are not designed for this new type of future 
leader—something that will be addressed later in this book. 

 
Pierre-André de Chalendar, the CEO of Saint Gobain, which employs over 180,000 people 
around the world, put this nicely: 
 
The world is simultaneously becoming more global due to digital technologies and infrastruc-
tures, and more local, with a strong comeback of regional specificities where a good 
knowledge of local culture is a crucial condition for success. Consequently, the leaders of com-
panies have to deal with these two opposing trends. 
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Implications for Leaders 
 

 ◆  Experience leading in different parts of the world throughout your career. 
 ◆  View foreign ideas, cultures, and people as opportunities to learn, rather than as things to fear. 
 ◆  Understand the big picture of the business as opposed to just focusing on a particular segment. 
 ◆  Pay attention to global macro trends. 
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Review Questions 
1. What term does the author use for making the world a smaller place in which the language you speak, 

the currency you transact in, where you are located, and the culture you subscribe to are no longer 
barriers to doing business? 

  A. Multiculturalism 
  B. Ethnicity 
  C. Culture 
  D. Globalization 
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Review Answers 
1. A. Incorrect. The author does not use the term multiculturalism for this. Multiculturalism is the pres-

ence of, or support for the presence of, several distinct cultural or ethnic groups within a society. 
 B. Incorrect. The author does not use the term multiculturalism for this. Ethnicity is defined as the fact 

or state of belonging to a social group that has a common national or cultural tradition. 
 C. Incorrect. The author does not use the term multiculturalism for this. Culture encompasses the cus-

toms, arts, social institutions, and achievements of a particular nation, people, or other social group. 
 D. Correct. Globalization is the author’s term for making the world a smaller place in which the lan-

guage you speak, the currency you transact in, where you are located, and the culture you subscribe 
to are no longer barriers to doing business. 

 
 
 



 

 
Chapter 10 

Are We Ready for These Trends?  
 
Learning Objectives 

 Choose the percentage of individual contributors who answered “yes, definitely” to whether they 
are taking actions to prepare for the trends shaping the future of leadership 

 
Introduction 
The previous six chapters presented the top trends that CEOs around the world identified as impacting the 
future of leadership. But are we actually doing anything about these trends today, and if so, how well? The 
survey of almost 14,000 LinkedIn members asked people if they, their managers, and their senior executives 
were aware of these trends and were taking actions to prepare the company to address them. Respondents 
were allowed to select from four responses: 

No 

Somewhat 

Yes, definitely 

Not applicable—I don’t have any managers 
 
 The responses were then broken down by seniority, including individual contributors, managers, and 
senior executives. The results were startling, as seen in Figure 10.1. (A few responded with “not applicable,” 
which is not included here.) 
 This alone shows that collectively, employees are not confident in their managers’ or senior executives’ 
ability to prepare their organization for the trends shaping the future of leadership. It’s also interesting to 
see that employees are more confident in their own actions versus those in leadership positions. How can 
people work for organizations when they don’t have confidence in the abilities of their leaders? 
 

Taking Action on Leadership Trends 
 

 
 

Figure 10.1 Taking action on leadership trends. 
 
 The data becomes much more interesting when comparing the responses of individual contributors 
versus those in leadership positions, who were classified as either managers or senior executives. In Figure 
10.2, you’ll see that the more senior the individual, the more they believed they were taking actions to 
prepare. 
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Are You Taking Actions to Prepare for the 
Trends Shaping the Future of Leadership 

 

 
 

Figure 10.2 Are you taking actions to prepare for the trends shaping the future of leadership? 
 
 When all the leaders (managers and senior executives) were asked if they are taking actions to prepare, 
61% of them responded with “yes, definitely.” However, when individual contributors were asked this same 
question about their leaders, only 21% responded with “yes, definitely.” This means there’s a massive 40% 
gap between how leaders view their actions toward these trends and how their employees view their actions 
toward these trends. 
  

Gap Between Employees and Leaders 
 

 
 

Figure 10.3 Gap between employees and leaders. 
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 Only 20% of all employees believe that their managers are definitely aware of these trends and taking 
action, and only 28% of employees believe that their senior executives are definitely aware of and ready 
for these trends. Yet 50% of individual contributors said that they are taking action, 58% of managers said 
they are taking action, and 68% of senior executives said they are taking action (58% of those who are self-
employed said they are taking action). When comparing the responses of individual contributors to those 
of leaders (managers and senior executives) who said “yes, definitely,” there is a 41% gap between how all 
employees view leader’s actions versus how leaders view their own actions (Figure 10.3). 
 Finally, let’s compare the responses of managers with those of senior executives (Figure 10.4). 
 

Gap Between Managers and Senior Executives 
 

 
 

Figure 10.4 Gap between managers and senior executives. 
 
 Even here we can see that large gaps exist between managers and senior executives. Here’s what the 
gap looks like across the organization. For example, 20% of individual contributors don’t think their man-
agers are taking actions to prepare, whereas only 4% of managers self-identified as taking no action to 
prepare. This results in the 16% gap seen in the first “No” column (Figure 10.5). 
 

Gap in Taking Action on Leadership Trends 
 

 
 

Figure 10.5 Gaps in taking actions on leadership trends. 
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 When taking into account all of the survey data and the feedback from the CEOs I interviewed, the 
findings are concerning. But they also show that there is a rather large opportunity for leaders and organi-
zations around the world. I learned a few things. 
 
We Need Less Talk and More Action 
CEOs at over 140 organizations around the world identified these specific trends as being crucial to the 
future of leadership, yet it doesn’t appear that their words are matching their actions, especially because the 
CEOs I interviewed kept telling me that they were doing something about these trends. Dare I say that many 
leaders around the world are simply paying lip service. 
 My assumption was that if a CEO identified a trend as being crucial, then surely that organization would 
be taking action to address it. Of course, identifying trends is not the same thing as doing something about 
them. CEOs and leaders around the world need to step up to make sure that they and their people are aware 
of these trends and are actively doing something to address them. Right now, the words are speaking louder 
than the actions but we need the actions to speak louder than words. This is true across the organization for 
mid-level managers, senior executives, and CEOs—everyone in leadership positions needs to step up. Host 
open discussions about these trends, allocate resources to explore them, make them a part of your regular 
conversations, run your own internal research projects with your employee base, and make sure the entire 
executive and leadership teams are doing the same. 
 
There’s an Organizational Breakdown 
There is clearly a breakdown among employees at all levels in organizations as far as awareness of these 
trends and how they are being addressed. The majority of leaders believe that they have a handle on these 
trends, yet the vast minority of employees who work for these leaders actually agree (a 41% gap under “yes, 
definitely”). This can be due to numerous things, such as strict hierarchy in organizations with lots of bu-
reaucracy, lack of communication and collaboration, fear on behalf of leaders forcing them to focus on their 
own self-preservation, or any number of other factors. The fact that the more senior the leader, the larger 
the gap between them and their employees shows that perhaps they are removed from the day-to-day aspects 
of their organizations and need to spend more time understanding what’s happening on the ground floor. 
 The point is that leaders must do a better job of learning about and communicating about these trends, 
showing their teams that they are indeed aware of them and are doing something about them. As a leader, 
you may feel that you are quite comfortable with how things are changing, but your employees need to 
know that, otherwise they won’t have the confidence and trust that’s required for you to lead effectively. 
You can’t lead if your employees don’t believe in you, and your employees won’t believe in you unless 
you communicate your understanding of these trends, visibly demonstrate what you are doing to prepare 
for them, and show that you are helping others prepare as well. Remember, employees often emulate lead-
ers, so by being more communicative and open about what you’re doing, you are also helping your em-
ployees be more successful as well. Ask employees about these trends and what they think about them. 
Learn what trends your employees are paying attention to and why. Come up with a shared plan for you 
and your team and become more aware of these trends along with action items. 
 
Employees Are More Confident in Themselves Than in Those Around Them 
Employees across all levels believe that they are more aware of these trends and are taking actions to pre-
pare better than those around them, meaning that they have more confidence in themselves than they do in 
those with whom they are working. In psychology there is a concept known as illusory superiority or the 
above-average effect, which is a cognitive bias where individuals overestimate their own qualities and abil-
ities. In fact, we see this in many areas. People tend to believe they are better drivers and listeners than they 
really are and that they are more self-aware than they really are. Of course, this is one possible explanation 
for why people believe they are doing a better job of preparing for future trends than those around them. 
Another could be that we are collectively and legitimately ready for the changes that are coming our way. 
However, my general perception from all the work I’ve done during my career tells me that this is not the 
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case. I encourage organizations to create and develop resources and assessments that continuously allow 
employees to evaluate their preparedness for the future of leadership. These will give you a great gauge on 
just how prepared you and your organization are. These can be fun and engaging activities; you’ll find an 
example of how PwC does something similar later in the book. I also included the responses from self-
employed individuals, and you can see from the data that they are close to the range of managers. 
 The research is clear: leaders can do better, and they must do better. Your people want to know that 
you are thinking about the future, about their future. Your people should be confident in you to guide them 
and lead them. There is a tremendous opportunity here. Let this serve as your battle cry to step up. What 
are you going to do about it? 
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Review Questions 
1. When asked whether senior executives were aware of leadership trends and taking actions to prepare, 

what percentage of respondents answered “yes, definitely”? 
  A. 16% 
  B. 28% 
  C. 51% 
  D. 56% 
 
2. When asked whether managers were taking actions to prepare for the trends shaping the future of lead-

ership, what percentage answered “no”? 
  A. 4% 
  B. 9% 
  C. 36% 
  D. 58% 
 
3. In Figure 10.5, where was the largest gap among answers with regard to taking action on leadership 

trends? 
  A. The gap between managers and senior executives who answered “no” 
  B. The gap between individual contributors and managers who answered “somewhat” 
  C. The gap between managers and senior executives who answered “yes, definitely” 
  D. The gap between individual contributors and executives who answered “yes, definitely” 
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Review Answers 
1. A. Incorrect. When asked whether senior executives were aware of leadership trends and taking ac-

tions to prepare, the percentage of respondents who answered “yes, definitely” was not 16%. That 
number represents the percentage who chose the answer “no.” 

 B. Correct. When asked whether senior executives were aware of leadership trends and taking actions 
to prepare, 28% of respondents answered “yes, definitely.” 

 C. Incorrect. When asked whether senior executives were aware of leadership trends and taking ac-
tions to prepare, the percentage of respondents who answered “yes, definitely” was not 51%. That 
number represents the percentage who chose the answer “somewhat.” 

 D. Incorrect. When asked whether senior executives were aware of leadership trends and taking ac-
tions to prepare, the percentage of respondents who answered “yes, definitely” was not 56%. That 
number represents the percentage who chose the answer “yes, definitely” when asked about them-
selves. 

 
2. A. Correct. When asked whether managers were taking actions to prepare for the trends shaping the 

future of leadership, 4% answered “no.” 
 B. Incorrect. When asked whether managers were taking actions to prepare for the trends shaping the 

future of leadership, 9% did not answer “no.” That number represents the percentage who chose 
the answer “no” when asked about individual contributors. 

 C. Incorrect. When asked whether managers were taking actions to prepare for the trends shaping the 
future of leadership, 36% did not answer “no.” That number represents the percentage who chose 
the answer “somewhat.” 

 D. Incorrect. When asked whether managers were taking actions to prepare for the trends shaping the 
future of leadership, 58% did not answer “no.” That number represents the percentage who chose 
the answer “yes, definitely.” 

 
3. A. Incorrect. When asked about taking action on leadership trends, the gap between managers and 

senior executives who answered “no” was 13%. This was one of the smallest gaps shown. 
 B. Incorrect. When asked about taking action on leadership trends, the gap between individual con-

tributors and managers who answered “somewhat” was 22%. This was about the middle of the 
range of the gaps shown. 

 C. Incorrect. When asked about taking action on leadership trends, the gap between managers and 
senior executives who answered “yes, definitely” was 38%. This was one of the highest gaps, but 
there was a category with a larger gap. 

 D. Correct.  When asked about taking action on leadership trends, the gap between individual con-
tributors and executives who answered “yes, definitely” was 40%. This was the largest gap shown. 
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Chapter 11 
Challenges 

 
Learning Objectives 

 Recognize the greatest challenges that leaders of the future will face, according to the CEOs inter-
viewed 

 Determine what CEOs consider the top challenge for future leaders 
 
Introduction 
Leaders have always been faced with challenges, and that won’t change. But what are the most crucial 
challenges that future leaders will have to know how to overcome over the next decade and beyond? Ac-
cording to the over 140 CEOs I interviewed, these are the greatest challenges that leaders of the future will 
face: 

 Short-term versus long-term thinking 
 Leading diverse teams 
 Adapting to technology advancements and changes 
 Reskilling and upskilling employees 
 Keeping up with overall pace of change 
 Attracting and retaining talent 
 Thinking beyond the business to focus on doing good 
 Sticking with what worked in the past 
 Making sure the organization stays “human” 

 
 I asked the CEOs, “When it comes to leading organizations in the next 10 years, what will be some of 
the greatest challenges for the leader of the future?” I then listened to the open-ended responses from the 
CEOs and classified them into various categories; the ones above were the most common responses. These 
answers were then added into the LinkedIn member survey and respondents had the opportunity to select 
their top three. You can see how the priority of the challenges differs across seniority levels. Admittedly, 
however, since the CEO responses were open-ended, they may have simply forgotten to mention a specific 
challenge or perhaps they assumed that these were already future challenges. Still, I included their responses 
for comparison. Figure 11.1 shows the top three responses for individual contributors (ICs), managers, 
senior executives, and CEOs. Figure 11.2 gives the full list of challenges and how each group prioritized 
them. 
 The ICs, managers, and senior executives were almost perfectly aligned on the top-three challenges for 
future leaders, and in fact for all of the challenges discussed above. However, when comparing the CEO 
priorities, the alignment is not even close. For starters, reskilling and upskilling employees was a high 
priority across the board but the CEOs hardly mentioned this as a challenge during our interviews (around 
40% versus 11%). Attracting and retaining talent was another challenge that was actually number one for 
all groups but didn’t even make it into the top three for CEOs. Making sure the organization stays human 
was almost dead last for CEOs, whereas it was in the middle of the pack for all other groups. Again, this 
discrepancy could have occurred for a variety of reasons, since the CEOs had open-ended responses while 
the other groups had to pick from those that CEOs identified. 
 All of these challenges fall under two categories, which I call “futurize” and “humanize” (Figure 11.3). 
The futurize challenges are shifting from short-term to long-term thinking, adapting to technology advance-
ments and changes, keeping up with the overall pace of change, and moving away from what worked in the 
past. The humanize challenges are leading diverse teams, reskilling and upskilling, attracting and retaining 
talent, focusing on doing good, and making the organization human. 
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Top 3 Challenges for Future Leaders 
 

 
 

Figure 11.1 Top-three challenges for future leaders. 
 
 

Top Challenges for Future Leaders 
 

 
 

Figure 11.2 Top challenges for future leaders. 
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Challenges for Future Leaders 
 

 
 
 

Figure 11.3 “Futurize” and “humanize” challenges. 
 
Futurize 
To futurize means exactly what it sounds like: to bring our organizations into the future. This applies to all 
aspects of the business, ranging from technology to leadership and everything in between. Leaders can’t 
expect to drive forward if they are constantly stuck looking in the rearview mirror. 
 
Short-Term to Long-Term Thinking 

We have all been conditioned to look at the short-term. We expect quarterly results from our 
organizations; if we work out for a few months, we expect to be athletes; if we build our personal 
brands for a short time, we expect to be famous; and if we study something quickly, we assume 
we’ve become subject matter experts. We live and work in a world of instant gratification, 

which I believe has caused us to neglect a crucial element of success: patience. As Paul Polman from Uni-
lever has stated, “Too many CEOs play the quarterly game and manage their businesses accordingly. But 
many of the world’s challenges cannot be addressed with a quarterly mindset.” 
 A study published by the Harvard Business Review actually found that a company’s short-termism is 
negatively correlated with innovativeness (Knott, 2017). 
 As a future leader, you must be able to shift your perspective from one that is purely focused on the 
short-term to one that is focused on the long-term success of the organization and the people who work 
there. 
 
Past versus Future 
As leaders, we are often tempted to take something that has worked in the past and apply it to present-day 
situations, only to find that the same result is no longer attainable. Just because something worked in the 
past doesn’t mean it will work in the present, or for that matter, the future. For many decades in the world 
of chess, grandmasters played certain opening moves because they were generally accepted to be the best. 
But as the years went on and we gained access to computers and better theoretical knowledge of the game, 
these moves evolved. Today, if a grandmaster played their game based on opening knowledge from a few 
decades ago, they would get obliterated. The same is true in the world of business. 
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I love how Barbara Humpton from Siemens talks about this: “How willing am I to kick over 
my sand castle and start building something new? As change happens all around us, are we 
agile enough to recognize when it’s time to move on? I think that’s going to be the toughest 
thing for leaders.” 

 
Future leaders must learn from the past, but they must also adapt and devise new approaches 
for the future if they wish to succeed. Take this piece of advice from Nigel Travis, the former 
CEO of Papa John’s Pizza and Dunkin’ Brands: 
 
During my career, one of the greatest lessons I learned was the importance of anticipation. I 
would always look forward but plan backwards. Meaning I would always look toward a new 
horizon, but I would look toward that new horizon early on. I was constantly put into positions 
where I couldn’t use past approaches or methods, so I had to create new ones. One of the 
things that makes a great leader is their ability to learn from the old but to create the new. 

 
Keeping up and Adapting to Technology 
One of the greatest challenges that leaders of the future will face, even more so than now, is trying to keep 
up with the pace of change and adapting to technological advancements that are coming their way. Just 
when you feel like you are grasping what’s going on around you, the landscape will shift and you will be 
placed in what appears to be a foreign environment. How do you keep up? After all, it’s not as if there is a 
blueprint for what to do because inherent in “keeping up” is the idea that the future is uncertain, and that’s 
the hard part. 
 

Michael Neidorff is the CEO of Centene, a healthcare company with around 50,000 employees 
globally that is headquartered in St. Louis. He’s been the CEO for over 20 years and has been 
doing a stellar job. He states, “The challenge of uncertainty is the greatest challenge anyone can 
face, but embracing innovation and technological change is key to continuing to evolve in to-

day’s environment. Instead of seeing this as an obstacle, view it as a window to the future.” 
 For starters, leaders must embrace the idea that change isn’t something you fight or rebel against. It’s 
a certainty that exists in an uncertain world. Many people are scared of change, which is a natural reaction 
since we don’t know what’s going to be on the other side. But if you view change not as something that has 
a starting point and an end point but as something that is ongoing and continuous, then you will realize that 
there is far less to fear. Change how you think about change. 

 
Jim Whitehurst is the president and CEO of Red Hat, an open source software company with 
around 13,000 employees globally that was just acquired by IBM for $34 billion. He put this 
idea nicely: “The world is becoming less certain, so the role of organizational leaders is to foster 
their teams’ capacities to thrive in a world without clarity. The trick is embracing uncertainty, 

not taming it.” 
 The chess grandmaster can’t possibly learn every single possible move in a game of chess; as I men-
tioned earlier, it’s a virtually limitless game. So how do they train and improve? I’ve played chess for most 
of my life and recently started taking lessons with a grandmaster. One of the things that top players pay 
attention to most is patterns. They may be playing against an opponent and recognize similar positions or 
structures that immediately trigger their “spidey sense.” Leaders must be adept at understanding patterns. 
 

Leaders must also practice “Powers of Ten.” When I interviewed the CEO of IDEO, Tim Brown 
(who recently stepped down after 19 years), he told me about a short film that came out in the 
1970s called Powers of Ten. (It’s available for free on YouTube and is about 9 minutes long.) 
It starts off by showing a couple having a picnic on the grass, then it zooms out 10 times to 

reveal the larger park, then 10 times again to show that they are near a body of water, some buildings, boats, 
and streets where cars are driving. The scene continues to zoom out until viewers are 100 million light years 
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from the couple on the grass. Then the view begins to zoom back in until we get to 0.000001 angstroms, 
far beyond the cellular level to the atomic level. 
 Leaders need to think in powers of ten, meaning they need to be able to look at the very big picture but 
also be able to understand the details of what that picture means and even how it was put together. In terms 
of technology, for example, a leader must understand the potential implications of that technology on the 
company, the industry, or even the world, yet also be able to understand how that particular technology 
might impact a single employee or task inside of the organization. Leaders must zoom out and also be able 
to zoom in. Doing so will allow you to put things into perspective so you don’t find yourself chasing the 
next shiny toy that comes your way. Being able to practice powers of ten will help you understand where 
your time and resources should go. 
 
Humanize 
Every company in the world can exist without technology, but no company in the world can exist without 
people. CEOs around the world recognize that people are and will continue to be for the foreseeable future 
the most valuable asset of any organization. The humanize challenge comes down to several things: leading 
diverse teams, reskilling and upskilling employees, attracting and retaining top talent, focusing on doing 
good, and making the organization human. 
 

Antonio Huertas is the CEO of MAPFRE, a global insurance company headquartered in Spain 
with around 40,000 employees around the world. He’s a big believer in making organizations 
human. As he told me during our interview: 
 
The way forward is being authentic, spending time with your stakeholders just as you are, 
leading your teams, just as you are, and even being on social media just as you are and the 
way you really behave. You can’t expect others to be authentic and transparent if you as a 
leader are not prepared to be these things yourself. In this hyper-connected world, we have 
to lean toward humanism, putting people at the center of things. 

 
Leading Diverse Teams 
At some point in our careers we have all been a part of a team where everyone looks the same, believes in 
the same things, has similar backgrounds, and does the same kind of work. Many of you reading this book 
might be a part of that kind of a team as we speak. I’ve seen many of these teams first hand. Often when I 
get brought in to speak with executives at global organizations, I immediately notice that I’m in a room 
filled with older white guys in suits. The funny thing is that after these events, people quietly come up to 
me and make fun of the fact that their teams are so homogeneous. It’s time to stop making fun of our teams 
and start changing them.  
 A diverse team isn’t just composed of people who don’t look alike. Diverse teams can mean that people 
are from different generations, backgrounds, cultures, religions, sexual orientations, physical locations, and 
so on. Leading a homogeneous team is easy; it’s a cop-out where you typically end up with a bunch of yes-
men or women. The challenge here is twofold: having the courage as a leader to make sure that diverse 
teams are actually created, and then adapting your mindsets and skillsets to be able to effectively lead these 
diverse teams. 
 In his book Team of Teams: New Rules of Engagement for a Complex World, General Stanley 
McChrystal talks about some of the challenges he ran into during the Iraq War. He was the leader of a 
diverse group of teams, including the Navy SEALs, Army Special Forces, and others. Although all of these 
teams were individually skillful, it was challenging for them to collaborate and bring their abilities together. 
As a result, McChrystal did things such as diversify the teams (McChrystal, 2015). A commando, for ex-
ample, would spend a few months working in an analyst unit and an analyst would spend a few months 
working with commandos. As a result of creating these diverse teams, the silos crumbled and the greater 
team became more powerful than the individual parts. 
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George Oliver is the CEO of Johnson Controls, a multinational conglomerate with over 120,000 
employees around the world. According to George, “What translates into success is having a 
diverse team that is proven to be more innovative than one that looks the same and is built on 
the past. What we are building at Johnson Controls is a diverse culture that is based on team-

work, team incentives, and ultimately everyone being focused on the same goal of winning with teams 
being recognized for their success.” 
 
Attracting and Retaining Top Talent 
For the foreseeable future, the greatest asset that any organization in the world has is its people. People are 
the ones who design products and services, build relationships with customers, imagine and create the fu-
ture, and lead others. It’s the people who will determine the future success of your organization. 
 This has always been a challenge for business leaders around the world, but with each passing year it 
becomes harder for organizations to attract and retain the very best talent. Organizations are more actively 
investing in things like employee experience to create more desirable places to work, skillsets are evolving, 
many leaders are having a hard time even filling existing roles, and employees have a more powerful voice 
than ever before to share what they care about, what they value, and what they expect to see in organiza-
tions. It’s no longer about people trying to convince organizations why they should work for them; now it’s 
about the organizations convincing people why they should work for them. This a complete reversal in the 
world of talent. 
 A recent McKinsey Global Institute study estimates that employers in Europe and North America will 
require 16 million to 18 million more college-educated workers in 2020 than are going to be available. 
Companies are going to have a hard enough time filling one in ten roles, let alone be able to fill those roles 
with top talent (Keller, 2017). 

 
Barri Rafferty is the CEO of Ketchum, a global communications consultancy with more than 
2,000 employees. She had this to say about talent: 
 
If you want to attract and keep top talent, then you need to make sure to invest in their expe-
rience. Employees have more power and this will only continue to increase. We have to build 
organizations with our people, not for them. Leaders must understand that they and their 
organizations are nothing without the people who work there. 

 
Reskilling and Upskilling Employees 
New technologies are emerging on a regular basis and the overall pace at which technology is advancing is 
staggering. These new technologies enable new ways of working, never before seen business models, and 
novel challenges and opportunities. The challenge for future leaders here is not only to make sure new 
employees have the right skills in place to adapt but to also make sure that existing employees can pivot to 
fill new roles. We have always assumed that the things we have learned in our educational institutions and 
our organizations would last us for most of our careers. Most organizations have no idea what jobs, careers, 
skills, or mindsets they are going to need from a future workforce, so how can they train and hire for them? 
 

How will you respond as a leader when a large percentage of your workforce is legitimately 
worried about being displaced by technology? A true test of leadership is the ability to contin-
ually invest in your team. We distinctively invest in frontline teammates to give them oppor-
tunities for growth beyond the standard career ladder. Professional development additionally 
requires an investment in personal self-awareness and mindfulness. Encouraging teammates 
holistically drives the motivation and resilience when new technologies emerge. 

 
 This came from Kent Thiry, the CEO and executive chairman of the board of directors at DaVita Inc., 
a healthcare company with almost 80,000 employees. 
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 I wish more leaders embraced this kind of mentality, that reskilling and upskilling your workforce isn’t 
just something to do because it makes business sense, but because it shows just what kind of a leader you 
are and that you’re willing to look after your people. 
 Amazon, for example, recently announced something called “Upskilling 2025,” where they are invest-
ing more than $700 million to train 100,000 employees (a third of their workforce) for higher-skilled jobs 
through 2025. The training programs will be made available to employees across the organization. This 
means employees will also have greater internal mobility in the company if they decide to pursue another 
role. For example, a worker in manufacturing would be able to learn the skills necessary to transition into 
something more technical like machine learning. These programs include things like Associate2Tech, Am-
azon Technical Academy, and Machine Learning University. It’s no wonder Amazon is focusing on this— 
as of this writing, the company has over 20,000 vacant positions they are struggling to fill. Amazon is also 
looking beyond their organization by offering certifications that can be used at other companies (Matsakis, 
2019). 
 Organizations like Accenture, AT&T, JPMorgan Chase & Co., and others have also developed longer-
term reskilling plans where they are investing hundreds of millions of dollars in the future of work. 
 
Doing Good 
As individuals, we care about being a part of an organization or transacting with an organization that cares 
about more than just making money. We want to be a part of organizations that focus on creating a positive 
impact on society, the community, and the world at large. It’s a bit sad to see that this is even identified as 
a top challenge but with our constant obsession with quarterly profits and making money, the human stuff 
tends to get pushed to the side. It’s a challenge because not only do leaders need to make this shift, but they 
also need to guide and teach others to make this shift as well, including all of their stakeholders. 

 
Lynn Jurich is the CEO of Sunrun, the United States’ leading home solar and energy services 
company, with more than 4,000 employees across the nation. Lynn is very passionate about 
this: 
 
There has to be a broader awareness for leaders about how you’re operating in other spheres, 
in addition to just the capital markets. Leaders must understand how their organizations op-
erate within our political system, our social system, with disadvantaged communities, and the 
like. Leaders of all institutions need to ask themselves how they are contributing to the greater 
good and how they are impacting people. 

 
 Future leaders must be able to demonstrate and articulate how the work the organization is doing is 
helping to make the world a better place. It won’t be enough to just showcase great financial returns and 
performance. 
 Smile Brands is a dental service organization in the United States with over 5,000 team members. Not 
only does the company have almost a perfect five-star rating on Glassdoor but their CEO, Steve Bilt, has a 
98% employee approval rating as well, a combination that almost no other organization has. The company 
culture has been built around a simple three-word mission: Smiles for Everyone®. While this may sound 
like marketing-speak, at Smile Brands, this is a powerful mantra that guides interactions with patients, 
providers, employees, suppliers, and even community partners. After a change in ownership in 2013, the 
two founders of the company, Steve Bilt and Brad Schmidt, left. The new owners attempted to put their 
stamp on the organization and they did this by changing the mission and posting their new version in all 
practice locations. The new mission, “to give providers and their dental teams the freedom to put patients 
first so they can become the most preferred dental office in their community,” was full of business speak 
and failed to connect with the hearts and minds of the employees. Not only did it lack the simplicity of the 
former mission, but more importantly, there was a big disconnect between management actions and their 
new stated mission. In 2016, when Bilt and Schmidt returned, long-time employees pleaded to bring back 
“Smiles for Everyone”—and that’s still their current mission. According to Bilt, “Our business is and al-
ways will be about people, that starts with our people and our culture. When we get that right, it naturally 
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extends to the patient and our broader communities. Ultimately, connecting with our people and our purpose 
is the ‘how’ behind our ‘why’ of delivering Smiles for Everyone.” 
 
Making the Organization Human 
Think about what most organizations do when they have a bad quarter: they immediately cut the humans 
as if they are expendable cogs. In fact the word “cog” is a synonym for “employee” and this is exactly how 
we have been treating them for decades. 
 Making the organization more human means that as leaders we view those who work with and for us 
as more than just employees. We view them as individuals who have families and friends, fears and points 
of stress, hopes and dreams, hearts and minds, goals and aspirations, and above all as human beings just 
like you. In a technology-driven world we often lose sight of our humanness, but remember, you’re the 
lighthouse always guiding your people to the future and to safety, not toward the rocks. 
 

Mike McDerment is the CEO of FreshBooks, a 300-person company that provides accounting 
software for self-employed professionals. I’m very fond of this quote from Mike: “Even with 
the pace of technological innovation, here’s the one thing that doesn’t change: people are still 
looking for a human experience. We all are.” At FreshBooks, to keep the organization more 

human, employees can volunteer to be set up on blind dates. These aren’t romantic dates, though; they’re 
professional dates with people from different teams who would rarely get the opportunity to interact with 
one another. They can go grab coffee or lunch. The whole point is for employees to get know each other as 
humans as opposed to just workers. Leaders can better get to know their people, stay on top of what is 
happening on the ground floor and across the organization, and learn from and share ideas across depart-
ments and seniority levels. It’s fun, and human. 
 At Barry-Wehmiller, a 12,000-person manufacturing company, they measure turnover and retention, 
just like any other company would. However, they don’t refer to this as headcount; instead, they call it 
heart-count to remind themselves that the people who work there are humans and not expendable and re-
placeable cogs. Think of every employee in your organization as a heart and soul instead of just a head or 
a pair of hands. 
 

Bobby Chacko is the CEO and president of Ocean Spray, an agricultural cooperative with over 
2,000 employees. He understands the importance of seeing employees this way: “As organiza-
tions get more complex and as leaders start to leverage more technology, they oftentimes miss 
the human element. Instead, leaders must constantly be thinking about how to use technology 

to connect to the human side of work and to never lose that, regardless of how much technology they start 
bringing in.” 
 
We Aren’t Ready for These Challenges 
One of the questions that the LinkedIn survey asked was how ready the respondents were to face these 
challenges. This question was also broken down by seniority level (Figure 11.4). The data clearly shows 
that across the board there is not much confidence that managers and senior executives are ready to tackle 
these challenges. 
 Of the individual contributors, 63% said their managers are either somewhat ready or not ready at all 
to face future leadership challenges, which is in stark contrast to 62% of managers who self-reported to be 
in either the “reasonably well” or “very well” categories. These numbers were quite consistent with senior 
executives as well. Individual contributors put 62% of their senior executives in these bottom two catego-
ries; meanwhile 69% of senior executives put themselves in the top two categories. Managers also put 61% 
of senior executives in the bottom two categories for preparedness for these challenges. 
 Looking at the data we can see the massive opportunity that leaders and organizations around the world 
can seize, assuming that they actually take action. 
 These are the top challenges that leaders of the future must be able to overcome. In fact, we are already 
seeing these challenges today, but not at the scale they will be in ten years from now. 
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We Aren’t Ready for Challenges Facing Future Leaders 
 

 
 

Figure 11.4 Lack of readiness for challenges facing future leaders. 
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 What does this mean for how you as a future leader can adapt to the trends described earlier, and what 
can you do to overcome the challenges outlined above? You start by arming yourself with a new and up-
graded arsenal of mindsets and skills that I call “The Notable Nine.” 
 
Enter the Notable Nine 
From all of the research done for this book, four mindsets, along with five skills, kept coming up as being 
essential for the future leader to possess: the Notable Nine (Figure 11.5). The four mindsets are those of the 
explorer, chef, servant, and global citizen. These are covered in detail in Part 3. The five skills are those of 
the coach, futurist, technology teenager, the translator, and Yoda. These are covered in detail in Part 4. 
 Mastering and using the Notable Nine, along with making sure that others around you are doing the 
same, will make you a great future-ready leader, future-proof your career, and increase your value tenfold 
for any organization. 
 

 
 

Figure 11.5 The notable nine: mindsets and skills. 
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Review Questions 
1. What do managers consider the top three challenges for future leaders? 
  A. Attracting and retaining talent; adapting to technology advancements and changes; and keeping 

up with the overall pace of change 
  B. Keeping up with the overall pace of change; leading diverse teams; and adapting to technology 

advancements and changes 
  C. Attracting and retaining talent; adapting to technology advancements and changes; and re-

skilling and upskilling employees 
  D. Reskilling and upskilling employees; adapting to technology advancements and changes; and 

leading diverse teams 
 
2. What company recently announced an initiative called “Upskilling 2025,” where they will be training 

about a third of their workforce for higher-skilled jobs through 2025? 
  A. Accenture 
  B. Amazon 
  C. AT&T 
  D. JPMorgan Chase & Co. 
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Review Answers 
1. A. Incorrect. Managers to not consider the top three challenges for future leaders to be attracting and 

retaining talent; adapting to technology advancements and changes; and keeping up with the overall 
pace of change. These were the top three challenges according to senior executives. 

 B. Incorrect. Managers to not consider the top three challenges for future leaders to be keeping up 
with the overall pace of change; leading diverse teams; and adapting to technology advancements 
and changes. These were the top three challenges according to CEOs. 

 C. Correct. Managers consider the top three challenges for future leaders to be attracting and retaining 
talent; adapting to technology advancements and changes; and reskilling and upskilling employees. 

 D. Incorrect. Managers to not consider the top three challenges for future leaders to be reskilling and 
upskilling employees; adapting to technology advancements and changes; and leading diverse 
teams. This is a mix of what managers, senior executives and CEOs consider to be the top chal-
lenges. 

 
2. A. Incorrect. Accenture did not recently announce an initiative called “Upskilling 2025,” where they 

will be training about a third of their workforce for higher-skilled jobs through 2025. However, 
they are among the companies who are developing longer-term reskilling plans where they are 
investing hundreds of millions of dollars in the future of work. 

 B. Correct. Amazon recently announces an initiative called “Upskilling 2025,” where they will be 
training about a third of their workforce for higher-skilled jobs through 2025. They are investing 
more than $700 million to train 100,000 employees. 

 C. Incorrect. AT&T did not recently announce an initiative called “Upskilling 2025,” where they will 
be training about a third of their workforce for higher-skilled jobs through 2025. However, they are 
among the companies who are developing longer-term reskilling plans where they are investing 
hundreds of millions of dollars in the future of work. 

 D. Incorrect. JPMorgan Chase & Co. did not recently announce an initiative called “Upskilling 2025,” 
where they will be training about a third of their workforce for higher-skilled jobs through 2025. 
However, they are among the companies who are developing longer-term reskilling plans where 
they are investing hundreds of millions of dollars in the future of work. 
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The Explorer 
 
Learning Objectives 

 Spot the term that refers to how you think, which in turn influences and shapes how you act 
 Select types of informal learning 

 
Introduction 
Before we explore the specifics of each of the four mindset types, I need to explain what I mean by mindsets. 
A mindset refers to how you think, which in turn influences and shapes how you act. 
 Take, for example, a leader who believes in having a strict hierarchy where it’s his or her responsibility 
to tell everyone what to do, where they make all of the decisions, and believe that they should never be 
questioned because of their status inside of the company. This type of leader will be much more close-
minded to outside perspectives and ideas, won’t practice any kind of empathy or self-awareness, and will 
end up creating a toxic culture. Then consider another leader who believes in serving those around them, 
someone who believes in questioning assumptions and challenging the status quo, who understands that 
work and life are blurring together. This type of leader will build a much more human team based on trust 
and psychological safety where employees are valued and treated fairly. 
 What you as a leader believe will influence the type of organization you are a part of and help create. 
This is a tough thing to change because many of us were taught a style and approach to leadership that no 
longer works or is relevant. With mindsets, you can’t fake it, meaning that you can’t secretly believe in 
command and control yet put up a facade of openness and transparency; your people will know and you 
will fail as a leader. 
 

4 Mindsets for the Future Leader 
 

 
 

Figure 12.1 Four mindsets for the future leader. 
 
 During my interviews, CEOs identified just over a dozen mindsets that are essential for leaders of the 
future. Several of these mindsets were related and intertwined with one another, so I grouped them together 
(see Figure 12.1). For example, curiosity and learning were two separate mindsets but one cannot exist 
without the other so they became the mindset of the explorer. The mindsets outlined in this section were 
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defined by CEOs around the world as being most crucial for future leaders through 2030 and beyond. As a 
current or future leader, you must understand and practice all of them. From this day forward, this is how 
you must think as a leader. 
 
An Overview of the Explorer 
History is riddled with stories of explorers who have discovered new lands, people, things, and ideas. Ex-
plorers are seekers who traverse the unknown but not all explorers are also leaders, Sir Ernest Henry Shack-
leton was both, yet most people don’t know about him. He was born in Ireland but lived in Britain. In 1914 
he was a part of an expedition to explore the Antarctic, with the goal of crossing it from sea to sea, spanning 
1,800 total miles. They never completed their quest, but what followed was one of the greatest lessons in 
leadership ever told. 
 To find a crew, Shackleton took out an ad in a newspaper, which was rather blunt yet honest: “Men 
wanted for hazardous journey. Small wages, bitter cold, long months of complete darkness, constant danger, 
safe return doubtful. Honour and recognition in case of success.” Imagine if your company was just as 
brutally honest about what it was like to work there. Would people still apply? For most organizations the 
job descriptions wouldn’t sound that dissimilar to Shackleton’s except in the case of success most employ-
ees don’t get the honor and recognition! 
 A few dozen men applied and the journey began. It didn’t take long for disaster to strike. While they 
were navigating through the Weddell Sea near the Antarctic coastline, their ship, Endurance, became 
trapped in the ice for ten months. Ultimately the ship was crushed by the ice and sank and still hasn’t been 
recovered to this day. Before the ship submerged, the crew gathered all of the supplies, along with three 
lifeboats, and made an ice floe their home for the next five months. They didn’t know how long they would 
be able to survive. 
 Eventually the ice started to thin and melt before cracking, forcing the crew into their lifeboats. Shack-
leton decided to head to Elephant Island, a five-day journey battling high winds and waves. By the time 
they arrived it had been over a year since they set foot on solid land. Elephant Island was uninhabited and 
uninhabitable and Shackleton knew that if they stayed there they would all surely perish. He took the least 
damaged boat and set out with a crew of five to South Georgia Island 800 miles away to get help. Traveling 
by the direction of the sun, which appeared only a few days through the overcast skies and storms, they 
finally made it sixteen days later. But the journey didn’t end there. Upon reaching the island they still 
needed to make contact with a whaling station on the other end of the island. Shackleton and two crew 
members were to make the trek to the whaling station while the rest of the men stayed with the lifeboat. 
They took screws from the lifeboat and inserted them into the bottom of their shoes to get traction in the 
snow and began walking for almost two days straight across glaciers and snow fields. 
 Exhausted, hungry, and frail, they finally made contact with the whaling station. They were then able 
to rescue the few men who stayed behind with the lifeboat but it took three attempts and three months to 
rescue the almost two dozen men who remained on Elephant Island. All 28 members of the crew survived. 
Several years later Shackleton began another expedition to Antarctica but just as it began, he died of a heart 
attack at age 47. He was buried on South Georgia Island. 
 What makes this story so amazing isn’t just the fact that everyone survived; it’s how they survived. 
Even when they were on the ice floe, Shackleton tried to entertain the crew so they wouldn’t think about 
their precarious situation. He encouraged his men to tell stories and toast their loved ones. They even played 
hockey together and had sing-alongs. His constant message was that strength lies in unity. In the eyes of 
his men his spirits never wavered, as evidenced by the recovered journals of his crew, which documented 
his optimism, strength, respect, and admiration that he had for those he traveled with. He put the needs of 
everyone else before his own. 
 Lionel Greenstreet, the first officer of that crew, described the one they called the “boss”: “Shackleton’s 
first thought was for the men under him. He didn’t care if he went without a shirt on his back so long as the 
men he was leading had sufficient clothing” (Dartmouth, n.d.).  
 When I was reading through the many stories written about Shackleton, I kept wondering how many 
corporate leaders today would behave in the same fashion had they been put in Shackleton’s shoes. We all 
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know the answer: not many. Leaders today focus on profits, but just imagine what it would be like to lead 
when your focus isn’t on money but on the very lives of the people you work with, including your own. 
 The story and history of Sir Ernest Henry Shackleton is a fascinating one, and there are many books 
and several films about him. He wasn’t just a great explorer but also a great leader, which is why he em-
bodies the true mindset of the explorer that leaders of the future must possess. This means you are curious, 
a perpetual learner, have a growth mindset, are open minded, and are agile and nimble.  
 
Curiosity 
When Michael Dell was asked to name a single attribute that CEOs will need to succeed in the future, his 
response was “curiosity.” This is also echoed by none other than Walt Disney, who famously said, “Around 
here, however, we don’t look backwards for very long. We keep moving forward, opening up new doors 
and doing new things, because we’re curious ... and curiosity keeps leading us down new paths.” Even the 
great Albert Einstein admitted, “I have no special talent. I am only passionately curious.” 
 As children we all grow up with a certain sense of curiosity and wonder, of wanting to understand how 
things work and what our limits are. But as we go through our education system and then get hired by 
corporations around the world, our ability to express curiosity decreases. In schools we are taught always 
to have the right answers to pass the test, and in business we are incentivized and told to do our jobs, make 
money, avoid failure, and be efficient. But curiosity goes against these principles; inherent in being curious 
is taking chances, being wrong, and challenging the status quo. As Pablo Picasso once said, “All children 
are artists. The problem is how to remain an artist once he grows up.” 
 What is rather apparent in the corporate world is that employees, even if curious, aren’t able to express 
or pursue that curiosity. Children have no issues vocalizing and showing their curiosity and they certainly 
have no problem challenging authority and questioning the status quo. In most organizations, however, 
someone who does this is viewed as a problem employee. This is why many employees still ask questions 
but they do so in their own minds; we all have ideas we want to explore, things we want to try, and im-
provements we’d like to suggest, but unfortunately we keep these things to ourselves. There’s a big differ-
ence between being curious and being able to act upon and express that curiosity. 
 As the world continues to change, our organizations must adapt, and it’s the curious leaders who are 
going to be at the helm of these organizations. This is the mindset that will force the pursuit of new ideas, 
products, services, and methods of doing things. 
 

Bradley Jacobs is the CEO of XPO Logistics, which has over 100,000 employees globally. He 
previously founded United Rentals, the largest equipment rental company in northern Califor-
nia, and during his career he has led over 500 acquisitions and has been ranked among the 
world’s best CEOs by places like Barron’s and Glassdoor. Bradley is fueled by curiosity; he 

told me, “Curiosity is like the fountain of youth when it comes to effective leadership.” 
 

More seasoned leaders also typically believe that they’ve been in the game long enough and as 
a result can afford to coast along, doing things the same way they always have. SOS Interna-
tional is the world’s largest medical and travel security services firm, with over 11,000 employ-
ees. At the helm of this organization is Arnaud Vaissié, who co-founded the company almost 

40 years ago. He’s been a leader for decades, longer than almost any other CEO I had the opportunity to 
interview. It’s easy to assume that he has seen and done it all. As Arnaud told me, “Because of the fact that 
I have been in leadership for so long, I need to maintain an edge on curiosity and not be blasé. Because at 
some point you say, I’ve seen it all, and frankly with the changes going on, nobody has seen it all.” 
 I like the following definition of curiosity put forward in a research paper (Kashdan et al., 2017): “Cu-
riosity can be commonly defined as the recognition, pursuit, and desire to explore novel, uncertain, comlex, 
and ambiguous events.” Essentially it asks, “what if?” “why?” and “how?” 

 
Mark Smucker is the president and CEO of the J.M. Smucker Company, which employs over 
7,000 people. Mark told me, “I think organizations are hungrier now than they ever were for 
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understanding why, why we’re changing, why we’re doing ‘this,’ why our business is challenged. What 
can we do differently? But the why is very important.” 
 Over the past few years Dr. Todd Kashdan has been leading a team to study curiosity. He joined with 
Merck KGaA to create the “State of Curiosity Report,” published in 2016 and again in 2018; the 2018 
version was based on data collected from over 3,000 survey respondents (Kashdan, 2018). The research 
found that the highly curious individuals with the greatest potential to innovate inside of organizations 
possess four distinct characteristics: 
 
Joyous Exploration 
This is where we gain great pleasure from recognizing and seeking out new knowledge and information 
and get joy from learning and growing. According to Todd, this is where most people stop when it comes 
to curiosity; they assume curiosity is just about tinkering and exploring new things the same way children 
do. 
 
Deprivation Sensitivity 
This occurs when individuals recognize that there is a gap between what they know and what they want to 
know and then try to close that gap. For example, after I identified that curiosity was one of the top mindsets 
for the future of leadership, I needed to learn as much as I could about this topic to close my knowledge 
gap. I read books, examined studies, and spoke with experts like Todd. This can be a hectic and stressful 
experience, kind of like writing this book! Todd pointed out that this can also be an area where leaders mess 
up because this doesn’t look like our traditional notion of curiosity (joyous exploration). 
 
Openness to People’s Ideas 
Cultivating curiosity requires being open to diverse perspectives and ideas from others and also intention-
ally seeking out new ways of doing things. Leaders need to be okay with saying “I don’t know” and valuing 
the perspectives and ideas of other people, as opposed to just assuming that because they are leaders they 
are inherently smarter, make better decisions, and are more valuable to the organization. Almost 20% of 
the CEOs I interviewed specifically called out being “open minded” as crucial for future leaders. 
 

Candido Botelho Bracher is the CEO of Itau Unibanco, the largest financial conglomerate in 
the southern hemisphere, with revenues over $42 billion, assets over $400 billion, and an em-
ployee base of over 100,000 people globally. During our interview, he greatly stressed this idea 
of being open minded as essential for future and current leaders: 

 
As business transformations become much more frequent and necessary, the leader of the 
future must always be open to questioning ideas and assumptions from those who report to 
him or her or from third parties. Under these circumstances, the leader cannot be expected 
to always have all of the knowledge, information, and answers. Increasingly leaders will have 
to rely on their people with varied backgrounds and perspectives to make the best decisions. 
This means that in order to have a successful company, leaders must be open minded to ideas 
that are not their own. 

 
Stress Tolerance 
This last characteristic is not necessarily one we think about when it comes to curiosity. After all, curiosity 
should just be fun, relaxing, autonomous, and exploratory, right? It should all just be joyous exploration. 
Actually, as I mentioned above and as Todd and his team identified, curiosity can be stressful because you 
are exploring something new, unfamiliar, and uncertain. As a leader, not only do you need to know how to 
manage this, but you also need to help your team understand how to cope with it as well. 
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We Need More Curiosity 
Looking at these four characteristics, it’s quite easy to see why we don’t have more curiosity in the work-
place. Most of us have no time to seek out new knowledge at work and are barely keeping our heads above 
water with our current workloads to begin with. According to LinkedIn’s “2018 Workplace Learning Re-
port,” which surveyed 4,000 employees around the world, 94% of workers would stay at their company 
longer if it invested in their career development, yet the number-one reason why employees say that they 
feel held back at work is because they just don’t have the time to learn the skills they need to stay relevant 
and successful in their jobs (LinkedIn, 2018). 
 Any kind of vulnerability is typically frowned upon, and the tools and learning programs that many 
organizations have at their disposal are outdated by several decades, which means employees won’t bother 
using them. Schools and organizations teach us to focus on being right, bringing in the most amount of 
money, staying efficient as possible, and minimizing risk. Also, teams often comprise individuals who look 
the same, act the same, believe the same things, work in the same geographic location, and even work on 
similar projects, which means there is lack of cognitive diversity. 
 

Elena Donio is the CEO of Axiom, a legal services provider with over 2,000 employees glob-
ally. According to Elena: “It’s really important to be inquisitive, to be listening, to be hearing, 
and profiling for ideas in all places of the company, to be able to be vulnerable and know that 
the best answers very often don’t come from the top officers, but rather come from a syndicate 

of individuals who are closest to the client, closest to the problems and opportunities that we’re seeing in 
the field, and to really be active in creating and enforcing and rewarding that kind of dialogue.” 
 

Melissa Smith is the CEO of Wex Inc., which employs around 4,000 people around the world. 
When we spoke about this, she said, “I love diversity of thought; it creates competitive ad-
vantages for companies because they will innately be wired in different ways, based on bringing 
in different types of leadership.” 

 Part of the reason curiosity appears to suffer inside our organizations is because of our obsession with 
focusing on the short-term and our comfort with the familiar. The hierarchy itself is one of the most resilient 
structures ever created and is designed to push away anything new and unfamiliar, which means change of 
any kind is hard to achieve. Curiosity is almost seen as a problem in most organizations because it disrupts 
the machine. Leaders need to see the new and unfamiliar not as threats but as opportunities. In the Star 
Trek: The Next Generation series, Captain Jean-Luc Picard provides voiceover as the show begins: 
 

Space: the final frontier. These are the voyages of the Starship Enterprise. Its continuing 
mission: to explore strange new worlds. To seek out new life and new civilizations. To 
boldly go where no one has gone before! 

 
 If most leaders today were to create their own voiceover, it would probably sound something like this: 
 

Space, it’s a new frontier, but why bother? These are the voyages of the Starship Enter-
prise. Its continuing mission: to make sure we maintain the status quo. To keep our heads 
down and to avoid change. To go to the same places we have already been! 

 
 Sounds like a great show, right? 
 As I mentioned earlier, the types of filters you have in place for leadership will reflect the types of 
people who become leaders. Those who focus purely on short-term results will find that their teams will 
struggle with curiosity, whereas those who focus on longer time horizons will see the opposite impact. 
Recall the story of Hubert Joly and Best Buy; his turnaround efforts took several years to manifest. Had 
Hubert focused only on quarter-to-quarter financials, Best Buy would likely no longer be in existence. 
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 When curiosity isn’t supported inside the organization, employees at all levels shut this muscle down 
and eventually you get cogs. How, in this type of environment, can any sliver of curiosity possibly be 
cultivated? It can’t. 
 3M employs 100,000 people around the world and they are involved in creating products and services 
for a variety of industries, including manufacturing, healthcare, consumer goods, and even worker safety. 
They have a unique culture where employees can spend 15% of their time to pursue ideas that they are 
genuinely excited about and interested in. Of course, employees still need to make sure they are able to 
deliver on their existing responsibilities, but they are given that time to be curious. As a result, 3M has seen 
many innovations spawn from employees’ curiosity, including multilayer optical film, Cubitron abrasives 
(used on tools like sanding discs for automotive repair and manufacturing), Post-it Notes, and hybrid air 
purifiers. But this 15% time doesn’t have to be used for making a product or creating a service; it can also 
be used for something like trying to improve a process or creating an employee special interest group. Intuit 
has something similar in place where employees can spend 10% of their time pursuing things they are 
interested in. 
 Not all organizations take on this approach of allocating a specific amount of time for experimentation. 
Others simply give employees space or they create programs that employees can opt into where they receive 
time and resources to explore their ideas. Microsoft has the Garage, where employees are encouraged and 
supported to hack and make things. At Capital One, employees across all levels are encouraged to suggest 
new ideas, ask questions, and challenge the status quo, regardless of their title or function in the company. 
They focus on the merits of ideas, which trumps any hierarchy. 
 Bain, a management consulting firm, has an externship program where employees are able to work at 
different companies and nonprofits around the world for six months at a time. By doing so, employees are 
constantly exposed to new ideas, cultures, and perspectives. This helps foster curiosity. 
 Pretend for a moment that your role is “chief curiosity officer” at your company. What sort of programs 
or ideas would you put into place to help create and encourage this mindset? Why aren’t they in place 
currently? 
 

I had the privilege of speaking with Francesco Starace, the CEO of Enel, an Italian energy com-
pany that employs almost 70,000 people. Enel is Europe’s largest utility company by market 
capitalization and has over 73 million global customers. Francesco is one of the many CEOs 
who stressed the importance of curiosity for leadership. “They have to have an inbred curiosity 

that keeps them hooked and connected with what changes or happens around themselves, not to lose touch.” 
 “Not to lose touch.” I love that Francesco said that, because losing touch is exactly what happens when 
we stop being curious: we get disconnected from our teams, our customers, our organizations, and from 
those around us. 
 Employees and leaders who are a part of an organization that is already thriving may be more hesitant 
to show curiosity. After all, clearly something is working, otherwise the company wouldn’t be doing well, 
right? There is a tendency to challenge the status quo and to exhibit curiosity only when things are not going 
well. The worse the company is doing, the more curious we might become. This is typical in innovation 
circles. Organizations usually make innovation a priority when things aren’t doing well and they need to 
think of something new to get out of their slump. Usually the CEO will hold some kind of an all-hands 
meeting and say, “We’ve had a few tough quarters, so we really need some new ideas to help us improve.” 
It’s far easier to explore new ideas and approaches to something when things are going well, as opposed to 
trying to force curiosity when the ship is sinking. 
 Even successful organizations need curious leaders and employees. Pixar Animation Studios has been 
an enormously successful company, with a track record of hit movies like Inside Out, Toy Story, Cars, 
Finding Nemo, Monsters, Inc., and many others. New employees who join the company are often hesitant 
to question the already successful ways that the company does things. To combat this Ed Catmull, co-
founder and president, makes sure to bring up all the times when Pixar made bad choices. Ed encourages 
new employees to be curious and to challenge the way things are done from day one. 
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When it comes to leaders, Ed is absolutely correct when he says that leaders aren’t supposed to 
prevent risk; instead they are supposed to build the capability to recover when failures inevitably 
occur. Shellye Archambeau is the former CEO of MetricStream, a computer software company 
with over 1,500 employees. She’s also a board director at Verizon and Nordstrom. When I asked 

her about this, she said, “Those who learn and are able to take the best risks will drive the best performance. 
With all these things changing around you, unless you’re a risk taker you are just not going to be able to 
capitalize on the opportunities that exist out there.” 
 According to the research that Todd and his team have been working on, the three most important 
curiosity enhancers are autonomy (independence to accomplish tasks); responsibility (direct accountability 
over projects); and freedom (receiving the time necessary to explore new ideas). Do you and your employ-
ees have these things? 
 A recent study of 3,000 employees conducted by Francesca Gino at Harvard Business School found 
that “only about 24% reported feeling curious in their jobs on a regular basis, and about 70% said they face 
barriers to asking more questions at work” (Gino, 2018). The study also found that when curiosity is trig-
gered, we make fewer decision-making errors, innovation increases, group conflict is reduced, and more 
open communication occurs, which leads to better team performance. According to Francesca, “Cultivating 
curiosity at all levels helps leaders and their employees adapt to uncertain market conditions and external 
pressures. When our curiosity is triggered, we think more deeply and rationally about decisions and come 
up with more-creative solutions. In addition, curiosity allows leaders to gain more respect from their fol-
lowers and inspires employees to develop more-trusting and more-collaborative relationships with col-
leagues.” 
 Francesca also discovered two common barriers to curiosity, especially when it comes to leadership. 
The first is that leaders believe that encouraging employees to be curious will make it harder to manage the 
company since employees will be allowed to explore their own areas of interest. Leaders also believe that 
curiosity would lead to disagreements, and the ability to make execute decisions will slow down, thus cost-
ing the company money. The second barrier to curiosity is the quest for efficiency at the cost of exploration. 
This means that we become obsessed with delivering on our current projects and don’t actually spend time 
asking questions or challenging conventional ways of working or thinking. Notice that the barriers to curi-
osity come down to money. When leaders prioritize money above all else, that is what they and their people 
will chase at the cost of everything and anything else. 
 In the 1990s Reed Hastings rented Apollo 13, starring Tom Hanks, on videocassette. It was a terrific 
film about the seventh manned mission intended to land on the moon; of course, that never happened. 
Unfortunately (or perhaps in this case very fortunately!) Reed misplaced the cassette and ended up with a 
$40 late fee. I too remember renting VHS cassettes in the 1980s and was always confused how a rental fee 
could be more than the cost to buy the cassette! My parents were never thrilled when they had to pay for 
my mistake. 
 As Reed was driving home, annoyed that he would have to tell his wife about his large late fee, a 
thought popped into his head. What if a video rental business was run like a health club? At a health club 
you pay a single monthly fee and then you go as often as you like, so why couldn’t something similar exist 
for video rentals? Thus, Netflix was created. Today, Netflix is revolutionizing the entertainment industry 
and they are constantly asking themselves “what if?” “why?” and “how?” It’s no surprise that curiosity is 
now one of Netflix’s nine company values. Today Netflix has over 7,000 employees and is valued at over 
$152 billion.  
 Curious leaders are the ones who will challenge the status quo and change the world. 
 
Super Perpetual Learning 
Marissa Mayer, the former CEO of Yahoo! is on the board of Walmart. When we met she was recounting 
a story of an employee meeting between the global CEO of Walmart and the head of Walmart in the USA. 
During the meeting someone raised a hand and asked, “How do you spend your time together?” The two 
CEOs looked at each other and responded that they spend about three-quarters of their time together learn-
ing. 
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 Explorers like Sir Ernest Henry Shackleton are perpetual learners. Any member of his crew could come 
and talk to him at any time, a type of “open door” policy that is often talked about in today’s business world. 
Shackleton also put together a diverse team of individuals, including a biologist, artist, photographer, phys-
icist, and meteorologist. These people came from different parts of the world, including the United States, 
Scotland, Britain, Germany, Australia, and India. He also encouraged members of his crew to cross-train 
beyond their respective fields and to learn about the different aspects of the ship and of the expedition. 
Shackleton himself spent time with whalers in Antarctica to learn about the Weddell Sea before setting off 
on the expedition. Even when he was younger he was a voracious reader, which ultimately sparked his 
passion for adventure. At age 16 he left school and since his family didn’t have much money, he couldn’t 
join the naval or the mercantile cadetships. Instead he apprenticed as a seaman on a sailing vessel, where 
he traveled the world, built relationships, and learned how to live, communicate, and collaborate with peo-
ple from all walks of life. Eventually he traveled up the ranks until he was finally qualified to command his 
own ship (PBS, 2002). 
 Where you are today professionally as either a leader or an individual contributor is not where you will 
be in the future. Where your organization is today is also not where it will be in the future. As a leader, 
when you learn, so do the employees who work with you.  
 For decades, we have assumed that everything we needed to know to be successful professionally and 
personally would be taught to us either by our educational institutions or by organizations that employ and 
train us. That assumption was correct for a while, but it’s already proven to be an outdated way of thinking 
and in the coming years it will be completely eradicated. By the time most people graduate from a four-
year university, most of what they have learned is now obsolete. 

 
Jo Ann Jenkins is the CEO of AARP, the world’s largest nonprofit organization dedicated to 
empowering those who are fifty and older. The organization has over 38 million members and 
2,300 employees. Jo Ann believes that learning is an invaluable asset: 
 
Future leaders must instill a learning culture in their organizations. Organizations that are not 
continually learning and adapting will lose their competitive edge and ultimately won’t sur-
vive. We’ve seen this over and over, and we’ll see it happen more often and faster in the 
future. Moreover, organizations that do not develop a learning culture will not be able to hire 
and retain the kinds of talent they need to succeed. Those people will just go somewhere else. 
For future leaders, this type of perpetual learning is as essential as air and water. 

 
 Super perpetual learning has a few components to it. The first is quite obvious, it’s learning new things 
on an ongoing basis. However, learning new things is also just a part of life. You know and have experi-
enced things this year that you didn’t know and experience the year before or the year before that. But 
perpetual learning isn’t just about sitting idly by and letting new things come to you; it’s about actively 
seeking out new things, people, and ideas, this is the crucial difference. The second component of perpetual 
learning is applying what you have learned on a regular basis and in new situations and scenarios, in the 
context of this book, a work environment. The last component of perpetual learning is understanding the 
results or the feedback of applying the things you have learned. 
 Learning typically happens in a few ways. The first is formal learning, which is basically what you are 
taught in a structured way, such as in an educational institution. The second is nonformal learning, which 
is more self-directed in nature but can still have some structure to it. For example, the PwC Digital Fitness 
app would be part of nonformal learning, as is listening to a podcast or TED talk with the goal of learning 
something new. The third is experiential or informal learning, which is what you might learn a bit more 
naturally. Think about how kids learn how to play tag. There is no structured curriculum or certification for 
tag but children learn by doing and experiencing. In the workplace this might be having a conversation with 
a co-worker or getting some insights via your company collaboration platform. This type of learning can 
also be intentional. 
 Formal learning is something that we as individuals typically do not control, which means that for 
leaders of the future the informal and experiential learning components are going to be essential. This also 
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means that you need to have more accountability and responsibility over your own learning. Research things 
on your own time, watch TED talks to learn a new concept or idea, check out a podcast to hear insights 
from other business leaders, and make time to grab a coffee with co-workers. In his book Informal Learning, 
Jay Cross writes, “Workers learn more in the coffee room than in the classroom. They discover how to do 
their jobs through informal learning: talking to others, trial and error, and simply working with people in 
the know. Formal learning is the source of only 10 to 20 percent of what employees learn at work” (Cross, 
2011). 
 One of the reasons why I started my podcast, “The Future of Work with Jacob Morgan,” is to learn. I 
get the opportunity to interview the world’s top business leaders, authors, and futurists on a regular basis 
and ask them things that I’m genuinely curious about. To date I’ve interviewed over 300 leaders on my 
show and I don’t plan on stopping any time soon. Leaders need to put themselves in positions of learning, 
which means not staying in a cubicle or your beautiful corner office. 
 The second component of being a super perpetual learner is applying what you learn. After all, it’s great 
to learn something but in the business environment what you learn isn’t that useful unless you can actually 
apply it. This can take many forms. Perhaps you watched a video or took some courses in your spare time 
on workflow automation. Are you able to apply this in an environment where you have to keep taking 
information and copying and pasting it into different forms or documents? If you’ve been reading up on 
empathy or self-awareness, are you actually applying those concepts when dealing with customers or during 
tense situations with employees? 
 The final component of being a super perpetual learner is being aware of the feedback that you get and 
then reapplying what you learned from that feedback. Are those around you noticing any changes based on 
how you are applying the new things you learned and are you getting any feedback on it? Are you noticing 
any changes around you? Perhaps employees are more trusting of you as a leader and are more engaged in 
their jobs now that you have been practicing empathy and self-awareness. Maybe a co-worker praised you 
on your ability to defuse a difficult customer situation. Pay attention to these things and adjust as needed. 
 Organizations around the world are making super perpetual learning a more explicit part of their culture 
and way of doing things. AT&T has over 270,000 employees around the world and recently made a startling 
discovery about its workforce. Half of the people who worked there did not have the necessary skills in a 
variety of areas that the company required and 100,000 of their workers were in jobs that required them to 
work with hardware that would likely not exist in the next ten years. This prompted the company to launch 
a massive initiative known as Future Ready, with a billion-dollar price tag. At the core of this effort is 
partnering with institutions like Coursera and Udacity to give employees easy online access to a variety of 
courses and programs that they can use to upskill themselves. These are often referred to as micro-degrees 
because they are highly specialized and focused and don’t require the financial and time commitment of a 
four-year university. In fact, many of these programs can be completed in just a few days or weeks. The 
most fascinating part of the program is a platform they created called Career Intelligence. 
 If you’ve ever invested in the stock market, the platform you use allows you to see things like projec-
tions, trends, performance, and other relevant data you might need to make proper financial decisions. 
That’s what AT&T designed Career Intelligence to be, but for skills and jobs. It’s an online portal where 
employees have insights into the jobs that are available within the company, the skills that the particular 
job requires, the salary range, and whether the area is projected to grow or shrink in the coming years. 
Imagine if all employees had access to this kind of skills and jobs roadmap that aligns employees with the 
future direction of the company. 
 To date employees have completed over 3 million online upskilling courses and earned over 200,000 
certifications. 
 The CEO of AT&T also went in front of his employees and basically told them that if they aren’t willing 
to be perpetual learners, then they should leave the company. This means that while the company will 
provide the necessary tools, resources, and support for employees to be perpetual learners, sometimes em-
ployees might have to spend their own time and resources to learn something. This is the new world we 
live in, where we as individuals have to take more accountability and responsibility to learn the things that 
will make us successful in work and in life. 
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 At WD-40 Company, which produces lubricants and cleaners, all employees are required to take the 
“Maniac Pledge”: 
 

I am responsible for taking action, asking questions, getting answers, and making decisions. I 
won’t wait for someone to tell me. If I need to know, I’m responsible for asking. I have no right 
to be offended that I didn’t “get this sooner.” If I’m doing something others should know 
about, I’m responsible for telling them. 

 
 This puts the accountability of learning in the hands of everyone who works there. You will hear di-
rectly from their CEO Garry Ridge later in the book. 
 According to a study done by Udemy, 42% of millennials in the United States say that learning and 
development is the most important benefit when deciding where to work, second only to health insurance 
(Udemy, 2018). Another study done by HR and staffing firm Robert Half revealed that in the UK less than 
half of organizations run training and development programs to help build employees’ skills and support 
career development (Robert Half, 2018).  
 As a future leader you must accept that when it comes to learning new things, your job is never done. 
Edwin Paxton Hood, an author from the 1800s, knew this many years ago: 
 

Our whole life is an Education—we are “ever-learning,” every moment of time, everywhere, 
under all circumstances something is being added to the stock of our previous attainments. 
Mind is always at work when once its operations commence. All men are learners, whatever 
their occupation, in the palace, in the cottage, in the park, and in the field. These are the laws 
stamped upon Humanity. 

 
A Family of Super Perpetual Learners 
When I think of being a super perpetual learner I think of my family. 
 I come from a family of immigrants. My parents (and surrounding family), who didn’t know each other 
at the time despite living near each other, both fled from the Republic of Georgia in the late 1970s. They 
fled from the communist regime and from persecution for being Jewish. At the time my mom lived in a 
small two-room apartment with five family members. My maternal grandfather, Alex, was a music teacher 
and was a part of the Georgian Chamber Orchestra and was first cello in the Georgian Opera House. It was 
impossible to survive on the salary of one job so he had three. My maternal grandmother, Genya, taught 
Russian and history. 
 My dad also lived in a small apartment with his parents and his brother and sister. My paternal grand-
mother was a straight-A student and a very bright woman who gave up a potential career to raise her kids. 
I never met her. My paternal grandfather was a salesperson in a clothing store. I only met him once when 
he came to visit Los Angeles to make sure his son (my dad) was able to build a good life for himself and 
his family; he passed away shortly after his visit. 
 A few years ago I visited the Republic of Georgia, where I actually proposed to my wife. I was shocked 
and saddened to see where and how they had lived. I remember the stairs leading up to the apartment were 
not sturdy, the floor was rubble, and without question these were third-world living conditions—a far cry 
from the new middle-class life they worked tirelessly to create for themselves in Los Angeles, where they 
have a pool and much more that would seem a distant dream from the run-down streets of Tbilisi where 
they spent much of their lives. 
 When my mom and her family fled Georgia, they were allowed to take only $200 per person and had 
to leave behind their passports and all other documents like birth certificates, IDs, and diplomas. They 
snuck out a small family heirloom, a diamond, in the handle of a knife. My dad fled Georgia alone and left 
the rest of his family behind, clearly realizing that he might never see them again. In fact, he never saw his 
mother or brother again and saw his dad only once when his father made that visit to Los Angeles. His sister 
eventually moved to Los Angeles. 
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 From Georgia they ended up in Vienna for a few weeks, before heading to Italy, where they spent 10 
months. Italy was where my parents actually met. To make money my family sold camera equipment, 
linens, and Russian dolls at a flea market. After Italy my dad came to New Jersey and my mom’s side of 
the family went to Australia. My mom enrolled in a university and my grandparents tried desperately to 
find work. My grandparents, Alex and Genya, held a variety of jobs. They both worked as cleaners in a 
chocolate factory and Alex also worked as a taxi driver, and musician (he played the cello for most of his 
life). My grandmother later worked as a waitress and a salesperson in a deli. Eventually she became a 
Russian and history teacher to politicians and military leaders in Australia. 
 Meanwhile, my dad caught the “American Dream” bug and wanted to move to the United States, so he 
came here first to get settled while my mom waited in Australia for word via letter for over two years (I 
didn’t exist yet). Although his dream was to live in Los Angeles, my dad ended up in New Jersey, and 
started looking for jobs as a trained engineer. His big problem was that he didn’t speak the language, nor 
did he know anything about American culture or society. 
 In New Jersey he lived in a low-income neighborhood but purposefully chose one where there were no 
Russian speakers so that he would be thrown out of his comfort zone and forced to learn and survive. For 
months he watched the Johnny Carson and Merv Griffin shows with an English-to-Russian translation dic-
tionary so that he could understand and practice the words. Being an engineer, he would try to read some 
technical books, again with the aid of the dictionary. He spent over eight hours a day practicing while 
staring into a mirror so that he could work on his mouth movements for pronunciation. After all, it’s not 
enough to simply know the words; you also need to be able to say them correctly and without a heavy 
Russian accent. He also spent time learning about the celebrities on TV so that he could understand more 
about American culture and society. He made sure to devote time each day to work on his handwriting 
since computers were still not mainstream. He worked hard to assimilate into American life and culture, as 
did my mom, who studied philosophy at Melbourne University and learned English by memorizing and 
singing popular American songs. Her little sister—my Aunt Irena—had to start first grade without speaking 
a word of English as well. She was bullied until she could finally start to communicate with the English-
speaking kids. 
 This was all before the internet and all the wonderful tools and resources we have at our disposal now. 
My dad is an old-school superperpetual learner. He told me a story of how he saved up money to fly to Los 
Angeles for an interview; upon getting to the company, the secretary told him that the manager who was 
supposed to interview him was on vacation in Lake Tahoe. My dad had several experiences where he was 
given the runaround. Finally he went for an interview at another organization and with his broken English 
he answered the questions as best as he could. After the interview the guy sitting across from him said, 
“Thanks for your time, we’ll get back to you.” At this point my dad had enough of being pushed around 
and told to wait, and he said something along the lines of, “No, tell me now. You’ve interviewed me and 
talked to me, you know if you’re going to hire me or not.” The interviewer paused for a minute and then 
stretched out his hand and said, “Congratulations, you have the job.” It turns out the guy was the president 
and owner of the company and he liked my dad’s honesty, determination, and desire to be a part of the 
company. At the time my dad’s last name was Mamisashvili, but no one could pronounce it when they 
wanted to page him on the PA system. So my dad decided he wanted an American-sounding name that 
started with the letter M, and thus our family name changed to Morgan. 
 Even today my mom and dad are constantly pushing themselves to learn. Their personal values include 
living a life of continuous improvement, growth, and learning. They both inspire me when I think of being 
a super perpetual learner. My dad still has that dictionary that he keeps at work to remind himself to keep 
learning new things and growing, and occasionally he uses it to look up a new English word. My mom is 
constantly reading new books, going to seminars, and traveling all over the world, eager to chase new 
experiences and knowledge. She actually went back to school a few years ago to become a marriage and 
family therapist after spending the majority of her career as a computer programmer. She was miserable 
and decided it was time for a change. They never stopped being hungry for more, and I am the same. 
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Growth Mindset 
When was the last time you failed at something? It could have been a test, a project, a competition of some 
sort, or perhaps just something personal. After you failed, did you feel that you could improve or did you 
get discouraged and decide that you can’t progress? 
 Carol S. Dweck, a professor at Stanford University, has been studying the power of mindset for decades. 
In her best-selling book Mindset: The New Psychology of Success, she shared her findings; it’s worth a 
read. In studying how students approach failure, she noticed that some are able to rebound and excel where 
others are not. What separated these two groups was their mindset. According to Carol, we possess two 
types of mindsets: fixed and growth (Dweck, 2016). Those with a fixed mindset believe that things like 
creativity, intelligence, or personality are the way they are and that there is nothing they can do about it. 
These individuals also try to avoid challenges; they give up easily when faced with obstacles; they often 
view effort as a fruitless exercise; they don’t believe in constructive negative feedback; and they are threat-
ened by the success of others (Mindset Works, n.d.). 
 On the other hand, those with a growth mindset believe that things like creativity, intelligence, and 
personality can be developed and there is always room for growth and improvement. These individuals 
embrace challenges, overcome obstacles they are faced with, believe in effort as a path toward mastery, see 
constructive negative feedback as something to learn from, and are inspired by the success of others and 
try to learn from them. Satya Nadella from Microsoft actually built the company culture around this very 
mindset. 
 Those with a fixed mindset are constantly looking for approval, but those with a growth mindset are 
constantly looking to learn and grow. Reading the descriptions above, what kind of mindset do you think 
you possess: growth or fixed? Well it turns out that you’re both—we all are. The type of mindset can change 
depending on the environment or the situation we are confronted with. Carol uses an example of someone 
who might frequently be in a growth mindset, but upon meeting someone who is more successful or better 
at something than they are, their mindset shifts toward being fixed. The point is to identify what triggers 
your mindset to shift and what actually happens to you. Maybe you get anxious or nervous, your body 
language might shift, or perhaps your tone changes; in my case, I find myself getting angry or frustrated. 
Once you identify your triggers and your responses, then you can figure out how to keep your mindset from 
moving from growth to fixed and also how to shift your mindset from fixed to growth. 

 
Graybar is a Fortune 500 company that specializes in supply chain management services. They 
have almost 10,000 employees and are led by CEO Kathy Mazzarelli, who has been at the com-
pany longer than I’ve been alive. She’s one of only two dozen female CEOs who represent the 
Fortune 500. Kathy started out as a customer service and sales representative and has worked 

in sales, marketing, customer service, human resources, corporate accounts, strategic planning, operations, 
and product management, among other areas. She knows that business inside and out and one of the reasons 
why she became CEO is because she’s a super perpetual learner. In her own words, “leaders must possess 
a growth mindset in which they are constantly learning, innovating and exploring new ideas. They must 
learn to ask different questions and analyze issues critically, rather than relying on past experience and 
long-held assumptions to make decisions.” 
 Explorers are masters of this. Shackleton viewed his obstacles not as failures but as things he had to 
overcome, challenges he had to conquer. If he had only a fixed mindset, then surely he and the rest of his 
crew would have died during their expedition. You must believe that you always have the potential to grow, 
to learn, and to improve. If you believe this and show this, then so will those around you. 
 
Adaptability and Agility 
On the back of every shampoo bottle you can find very clear instructions: wash, rinse, and repeat. This was 
the approach that leaders have always been encouraged to use. What they learned in schools and in their 
MBA programs would be applied at one company and then recycled in every other team or at every other 
company they joined. It was a leadership template. However, as CEOs around the world have identified, 
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the pace of change is one of the strongest trends shaping the future of leadership and work. This means that 
leaders can no longer follow this approach. What worked in the past won’t work in the future. 
 

Meet Gary Goldberg, the CEO of Newmont Mining, who leads a team of over 13,000 employ-
ees. He’s one of the many CEOs who stressed the importance of adaptability: “Future leaders 
must be adaptable in order to understand trends that increasingly impact how people choose to 
invest their time. This includes everything from robotics to climate change.” 

 Ernest Shackleton had to be nimble and agile in order to save the lives of his entire crew. His goal had 
to shift from exploring the Antarctic to saving the lives of his men. Most leaders have a very hard time 
changing course over short time horizons. In Shackleton’s case, new obstacles were thrown his way on a 
daily basis, whether it was losing his ship and living on an ice floe, finding ways to keep up the morale of 
his men, or coming up with how to give his shoes traction so that he could hike in the snow to reach the 
whaling station. Leaders can plan, read, and analyze as much as they want, but if you are constantly set in 
your ways and aren’t able to adapt to the changes happening around you, then you won’t be able to lead 
successfully. 

 
John Pettigrew is the CEO of National Grid, a British multinational electricity and gas utility 
company with almost 23,000 employees globally. He summarized this concept nicely in our 
interview: “Change and disruption are becoming commonplace. Leaders will therefore need to 
be able to do things quickly and will need to pivot regularly, meaning they will need to be agile.” 

 There is, however, a difference between simply being able to cope with change versus actually being 
able to adapt to it and thrive in the face of it. Coping just means you are keeping your head above water, 
but you must do more than that. In order to be adaptable and nimble you must have humility and vulnera-
bility, knowing that you are not the smartest person in the room, that you will need to ask for help and admit 
you don’t know how to do something, and being able to surround yourself with people who are smarter 
than you. 

 
Sylvia Metayer is the CEO of Worldwide Corporate Services at Sodexo, a facilities manage-
ment and food services company. As a whole, the company has 460,000 employees globally 
and Sylvia is responsible for over 174,000 thousand of them. When we spoke she drew a great 
analogy between yoga (something she does a lot of) and being agile. Anyone who has tried yoga 

knows that you can’t do all of the positions on day one. It takes time and practice before you can put your 
body in the various required yoga poses. The same concept applies to leaders; you need to be willing to 
work on getting outside your comfort zone, adapting your skills and mindsets to the new world of work. It 
takes time and practice but you will get there. 
 
How Leaders Can Develop the Mindset of the Explorer 
Sir Ernest Henry Shackleton once said, “The only true failure would be not to explore at all.” 
 Throughout history, explorers have risked their lives and have traveled to the farthest corners of the 
earth and beyond, for a variety of reasons. These included everything from the spread of religion to the 
search for goods, claims to new land, or fame and wealth. But the truth is that exploration is part of human 
nature, our constant quest and obsession with asking questions and seeking answers; we have done so since 
our existence and will continue to do so. Organizations who try to stifle this are literally going against one 
of our core human qualities. 
 You already have that explorer mindset in you somewhere, but some do a better job of letting it free 
whereas others try to keep it hidden and subdued. Not only is it your responsibility to be an explorer your-
self, but you must also help create a company of explorers. Mark Smucker from the J.M. Smucker Company 
does this by sharing at least one article with his company each week about what’s going on outside of their 
four walls that could impact them. According to Mark, this keeps the organization in tune with any external 
forces that might impact the business. It’s a simple act but one that Mark says is crucial. 
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 As a leader, one of the most impactful things you can do is ask questions and challenge the status quo. 
It’s likely that your organization has certain customer or employee policies, procedures, and ways of doing 
things that have been around for decades, long before you ever joined the organization. But if, as the world’s 
top business leaders have identified, the pace of change is one of the greatest trends shaping leadership and 
work, then it’s time to revisit how work gets done and how we lead. 
 If you ask questions and challenge convention, then so will your team members. 
 

This comes from Peter Simpson, the CEO of Anglian Water, a utility company in the UK with 
almost 5,000 employees: 
 
As a leader, you must be comfortable with creating innovative cultures. This means being open 
to and actually encouraging people at every level and every part of the business to ask ques-
tions and challenge you as a leader with new ideas and ways of thinking. Asking questions and 
challenging a leader and the status quo used to be viewed as a problem; today this needs to 
be celebrated. 

 
 Curiosity specifically also requires time and space. If you are constantly feeling suffocated with tasks, 
projects, and meetings, then you won’t be able to ask the questions that will help drive change. We are 
obsessed with constantly telling people how busy we are and we pride ourselves on getting so many emails 
each day that we can never get to what is now known as “inbox zero.” When someone is this busy, they are 
viewed as being important, but instead we should view them as lacking time management skills and being 
a control freak who can’t let others make decisions. What if, instead of obsessing over how busy we are, 
we obsessed over how we can give ourselves more time to be curious. 
 Give yourself time each day to be without technology and without meetings just to think and ask ques-
tions. There’s no set time allotment for this but if you can do an hour a day that’s great; if not, go for 30 
minutes. As a leader you also want to make sure your team has this same opportunity. Inherent in this is the 
importance of being able to say no. Steve Jobs famously said, “People think focus means saying yes to the 
thing you’ve got to focus on. But that’s not what it means at all. It means saying no to the hundred other 
good ideas that there are. You have to pick carefully. I’m actually as proud of the things we haven’t done 
as the things I have done. Innovation is saying no to 1,000 things.” It’s easy to say yes to everything, but 
most of us do so at the expense of saying no to ourselves; this is a terrible way to live and lead. 
 For many years I would say yes to everything and everyone. Want to “pick my brain”? Sure! Have a 
few questions you want to ask? Absolutely, send them over! Want to just have a chat to say hello? Of 
course, I’d love to. Want me to come to your event just to meet someone and get “exposure”? Sounds great! 
 After saying yes all the time I realized that at the end of the day, not only would I feel exhausted but I 
wouldn’t actually have gotten anything done. As soon as I stopped saying yes to everyone and everything 
else and started saying yes to myself, my business grew. 
 As Todd Kashdan found with his research, curiosity can also be stressful, and when that happens leaders 
may misconstrue curiosity for something negative. With the rapid pace of change we are all experiencing, 
being able to understand when you are stressed and having mechanisms to cope with that stress is also 
helpful. It can be something like meditation, exercising, playing chess, or listening to music, but make sure 
you have tools at your disposal to help you. This is also why many organizations invest in various health 
and well-being programs. 
 Shift your focus on to the longer time horizon. Shackleton and his crew spent over a year without 
stepping foot on land, yet today’s business leaders are obsessed with quarterly profits. You can’t be an 
explorer if you’re constantly tied to the dock. A pure focus on the short term stands in stark contrast with 
the explorer mindset that’s all about experimentation, testing out ideas, growth, and adaptability. Often this 
won’t yield any results in the short term and may in fact produce negative results. Leaders must be able to 
stand up to the enormous quarterly pressures they are faced with to focus on the longer-term horizon. 
 Explorers are also super perpetual learners, but to embrace this you must tell yourself that this is the 
kind of leader you are or want to be; it’s a conscious decision. Once you have done that you can start by 
getting rid of the assumption that what you learned in school or in your organization is going to be all you 
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need for personal and professional success. There is no more “wash, rinse, repeat.” Thinking like this is a 
killer for leaders. Instead, you must accept that you are ultimately responsible for your own learning and 
development in this rapidly changing world, as are the employees you work with (although you can ulti-
mately support them by giving them access to tools and resources). Chess is virtually a limitless game; there 
are more possible moves in a game of chess than there are atoms in the universe. Leadership is also a 
limitless game, which means that while you may never be perfect, you can always get better, and this can’t 
happen unless you are a super perpetual learner. 
 The good news, though, is that you can leverage the many tools and resources at your disposal to learn 
new and relevant things. Your organization might provide some resources here and if it does, take full 
advantage of them. If not, turn to TED talks, YouTube, Udemy, Coursera, or the many free programs pro-
vided by companies like MIT, Stanford, Harvard, and many others (check out www.edx.org). 
 There are different ways we learn and one of the most effective ways is through relationships. Talk to 
your customers, partners, suppliers, employees, and when you can, your competitors. You can’t learn in 
isolation and you also can’t learn when you are surrounded only by people who think, act, and look like 
you.  
 Apply the various things you learn even if the end result doesn’t yield success. You can learn from the 
mistake and move forward. Remember the concept of a growth versus a fixed mindset and be aware of the 
triggers that cause you to shift from one mindset to the other. 
 

As Patrick Doyle, the former CEO of Domino’s Pizza, told me, “The successful future leaders 
will be those who are willing to take risks and be bold. Future leaders must be willing to get 
things wrong but then have the ability to adapt and move on. It’s not the mistakes and failures 
that matter; it’s how you respond to them.” 

 During the course of your career you will likely have to reinvent yourself a few times and perhaps you 
will even change careers. But regardless of what you do or where you end up, I can promise you that the 
mindset of the explorer will serve you well. Think of yourself as the Ernest Shackleton of leadership and 
embark on your journey. 
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Review Questions 
1.  Which of the following is not a trait of the explorer? 
  A. Curiosity 
  B. Humanity 
  C. Deprivation sensitivity 
  D. Stress tolerance 
 
2. Who said, “Curiosity is like the fountain of youth when it comes to effective leadership”? 
  A. Michael Dell 
  B. Arnaud Vaissié 
  C. Elena Donio 
  D. Bradley Jacobs 
 
3. According to a recent study of 3,000 employees conducted by Francesca Gino at Harvard Business 

School, what percentage of employees reported feeling curious in their jobs on a regular basis? 
  A. 24% 
  B. 55% 
  C. 70% 
  D. 92% 
 
4. What is not a component of super perpetual learning? 
  A. Learning new things on an ongoing basis 
  B. Applying what you have learned on a regular basis and in new situations and scenarios 
  C. Understanding the results or the feedback of applying the things you have learned 
  D. Teaching your employees to think creatively and practice innovation 
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Review Answers 
1. A. Incorrect. Curiosity is a trait of the explorer. As the world continues to change, our organizations 

must adapt, and it’s the curious leaders who are going to be at the helm of these organizations. This 
is the mindset that will force the pursuit of new ideas, products, services, and methods of doing 
things. 

 B. Correct. Humanity is not a trait of the explorer. Humanity includes the characteristics of humane-
ness and benevolence. While definitely an admired trait in a leader, this is not included in the traits 
of the explorer. 

 C. Incorrect. Deprivation sensitivity is a trait of the explorer. This occurs when individuals recognize 
that there is a gap between what they know and what they want to know and then try to close that 
gap. 

 D. Incorrect. Stress tolerance is a trait of the explorer. Curiosity can be stressful because you are ex-
ploring something new, unfamiliar, and uncertain. As a leader, not only do you need to know how 
to manage this, but you also need to help your team understand how to cope with it as well. 

 
2. A. Incorrect. This quote was not attributed to Michael Dell. However, when he was asked to name a 

single attribute that CEOs will need to succeed in the future, his response was “curiosity.” 
 B. Incorrect. Arnaud Vaissié, who co-founded SOS International (the world’s largest medical and 

travel security services firm) almost 40 years ago, had this to say about curiosity: “Because of the 
fact that I have been in leadership for so long, I need to maintain an edge on curiosity and not be 
blasé. Because at some point you say, I’ve seen it all,’ and frankly with the changes going on, 
nobody has seen it all.” 

 C. Incorrect. Elena Donio is the CEO of Axiom, a legal services provider with over 2,000 employees 
globally. According to Elena: “It’s really important to be inquisitive, to be listening, to be hearing, 
and profiling for ideas in all places of the company, to be able to be vulnerable and know that the 
best answers very often don’t come from the top officers, but rather come from a syndicate of 
individuals who are closest to the client, closest to the problems and opportunities that we’re seeing 
in the field, and to really be active in creating and enforcing and rewarding that kind of dialogue.” 

 D. Correct. Bradley Jacobs, the CEO of XPO Logistics, which has over 100,000 employees globally, 
said, “Curiosity is like the fountain of youth when it comes to effective leadership.” 

 
3. A. Correct. According to a recent study of 3,000 employees conducted by Francesca Gino at Harvard 

Business School, 24% of employees reported feeling curious in their jobs on a regular basis.  
 B. Incorrect. According to a recent study of 3,000 employees conducted by Francesca Gino at Harvard 

Business School, 55% of employees did not report feeling curious in their jobs on a regular basis. 
The actual percentage was less than half this number. 

 C. Incorrect. According to a recent study of 3,000 employees conducted by Francesca Gino at Harvard 
Business School, 70% of employees did not report feeling curious in their jobs on a regular basis. 
This represents the percentage who said they face barriers to asking more questions at work. 

 D. Incorrect. According to a recent study of 3,000 employees conducted by Francesca Gino at Harvard 
Business School, 92% of employees did not report feeling curious in their jobs on a regular basis. 
The actual percentage was less than a third of this number. 

 
4. A. Incorrect. Learning new things on an ongoing basis is a component of super perpetual learning. 

However, learning new things is also just a part of life. You know and have experienced things this 
year that you didn’t know and experience the year before or the year before that. But perpetual 
learning isn’t just about sitting idly by and letting new things come to you; it’s about actively seek-
ing out new things, people, and ideas, this is the crucial difference. 

 B. Incorrect. Applying what you have learned on a regular basis and in new situations and scenarios 
is a component of super perpetual learning. 
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 C. Incorrect. Understanding the results or the feedback of applying the things you have learned is a 
component of super perpetual learning. 

 D. Correct. Although good leaders should be practicing this, teaching your employees to think crea-
tively and practice innovation is not listed as a component of super perpetual learning. 

 
  



 

 
Chapter 13 
The Chef 

 
Learning Objectives 

 Pinpoint who wrote a now-famous article for the New York Times Magazine called, “The Social 
Responsibility of Business is to Increase Its Profits” 

 Recognize what purpose-driven and caring leaders have in common 
 
Introduction 
One person is largely responsible for bringing French cuisine to the American public: Julia Child. Not only 
did she bring gourmet cooking to America, but she removed the mystique and the perception of French 
cooking as inaccessible, strange, and even too exotic. She wanted everyone to appreciate the great food and 
chefs that came from France. Julia was born in 1912 in Pasadena, California, not too far away from where 
I grew up in Granada Hills. She attended Smith College, where she graduated in 1934 with a degree in 
history. While at Smith she got her first culinary experience as the chair of the refreshment committee for 
the senior prom and fall dance. 
 Julia had a short stint writing advertising copy for a furniture store in New York City but World War 
II soon began and she wanted to serve. Julia tried to join the Women’s Army Corps but at 6’2” she was told 
that she was too tall, so she joined the Office of Strategic Services instead. This took her to places like Sri 
Lanka and Kunming, China. Her first foray into cooking came when she was asked to come up with a way 
to keep sharks from setting off underwater explosives, which were being used to blow up German U-boats. 
She experimented with different ideas and eventually came up with a repellent that, when sprinkled into 
the water, would ward off sharks. While in China Julia met Paul; they married and eventually moved to 
Paris, where Paul had previously lived. 
 Julia fell in love with the cuisine in Paris. She attended the famous Le Cordon Bleu cooking school and 
worked with many of the Parisian master chefs. She really gained fame when she coauthored the 726-page 
Mastering the Art of French Cooking, along with Simone Beck and Louisette Bertholle. The book blew up 
and led to her writing various articles for popular magazines and eventually her own TV show, The French 
Chef, which aired for over a decade and helped pave the way for the many cooking shows and contests that 
we enjoy today. Julia also went on to create the American Institute of Wine and Food in 1981 and the Julia 
Child Foundation for Gastronomy and Culinary Arts in 1995. Julia was not only a lover of food but also an 
inspiration for many around the world who wanted to learn about food and become better cooks. Julia 
passed away in 2004, just two days before her 92nd birthday. Her last meal was French onion soup. 
 When I think of Julia, I think of a master of balance. Not only did she have to balance ingredients to 
make delicious dishes but she also had to balance taste with nutrition and French cooking with American 
expectations and culture. Her ability to balance helped make her successful. Any great chef will tell you 
that one of the things that makes a dish taste amazing is the balance of ingredients. Too much of one ingre-
dient in a dish will throw off the entire flavor profile and too little of an ingredient will make the dish taste 
bland. Creating the perfect dish and balancing flavors and ingredients is as much an art as it is a science. 
Leaders of the future must have the mindset of a chef. 
 
We Need More HumanIT 
During my interviews I started to notice that CEOs were constantly referencing the balance that must exist 
between the human side of work and the technology side of work. In other words, leaders must be chefs 
who balance these two most crucial ingredients in any business. I call this HumanIT (humanity). (See Figure 
13.1.) 
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HumanIT 
 

 
 

Figure 13.1 HumanIT. 
 

 
Nancy Brown is the CEO of the American Heart Association, which is the nation’s largest and 
oldest voluntary health organization, with over 3,000 employees. Their mission is “To be a 
relentless force for a world of longer, healthier lives.” Nancy told me:  
 
There’s so much focus on technology and how it’s going to change the workflow, the work 
product, and how we communicate with customers and employees. It’s vital to not lose sight, 
however, that the world still goes around because of relationships between people. I think 
current and future leaders need to be able to work both with people and technology, which 
will require more collaboration and teamwork.  

 
 The humanity or human side of work is primarily about things like purpose and caring for the employ-
ees who work with or for you. It can include building relationships, making friends at work, employee 
experience, and psychological safety. The human side of work is where things like ideas, relationships, 
loyal customers, leaders, and social impact come from. The human side of work is ultimately why we work 
for the organizations we are a part of. 
 The IT side of work is much more about the technology in terms of tools, software, hardware, apps, 
devices, and AI and automation we can use to actually get our jobs done. The IT side of work is where 
things like efficiency, productivity, speed, and often cost and decision-making take place. 

 
Kiran Mazumdar-Shaw is the chairperson, managing director, and founder of Biocon, a bio-
technology company with around 10,000 employees. I really like how she talks about this: 
 
A leader of the future will have to be astute enough to balance automation with the human 
touch. They have to decide what types of tasks to automate so that people can spend more 
time on high-value activities and also decide which businesses will continue to benefit from 
human judgment. 

 
 Relying purely on technology while eliminating any human components will create an organization 
where employees don’t want to work and where customers likely won’t want to transact. On the flipside, 
relying purely on humans without much modern technology will create an organization that is slow to move, 
makes poor decisions, and isn’t as efficient or productive as it could be. Neither of these scenarios are 
optimal. Leaders are charged with finding what that balance is, which is just as much an art as it is a science. 
Leaders must remember that technology is simply a tool, and how that tool is applied is what matters. It’s 
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important to view technology as a partner for humans, not a replacement for them. This is purely a choice. 
If, as a leader, you view technology as something that is designed to replace humans and eliminate them 
from your organization, then that is exactly the type of organization you will create. However, if you view 
technology as a human partner, then that is ultimately what will happen. Technology doesn’t control you—
you control it. 
 As a leader you must embrace technology while balancing being purpose-driven and truly caring about 
those around you and the people you are lucky enough to serve. Think like a chef: your teams and organi-
zation are the dish, and you want it to look and taste amazing, which means you need to get that balance of 
ingredients just right. 
 
Embracing Technology 

”Leaders who understand how to use technology and all the things that come with it, like data 
and analytics, are going to have a real advantage in the future. This is already true today but 
will be an absolute requirement in the coming years. To be a future leader you must embrace 
technology, not run from it.” This is what Mike Capone told me; he’s the CEO of Qlik, a busi-

ness intelligence and data visualization company with over 2,000 employees globally. 
 The CEOs I interviewed for this book made it abundantly clear that fearing technology or being skep-
tical and hesitant about it will get you nowhere. What I quoted from Mike above is what dozens of other 
CEOs told me. However, leaders are often tempted to rely too much on technology to cut costs, improve 
productivity, and increase efficiency, but at the expense of making their organization less human. Interest-
ingly enough, we don’t really hear about leaders who are tempted to make their organizations more human 
at the expense of technology. In fact, we can and should use technology to make our organization even 
more human. 
 This is an important point to stress because many organizations use technology simply for the sake of 
having it. For example, have you ever dialed a 1-800 number and interacted with a “smart customer service 
agent”? When I get those on the phone I start mashing buttons relentlessly until the bot gets confused and 
says, “I’m sorry, I didn’t understand you. Let me transfer you to a customer service representative who can 
help you.” Why not just give me the human to begin with? Or how about those chatbots that now every 
company seems to be using. Has anyone ever found a chatbot helpful? Nope! Technology shouldn’t be used 
to put an additional layer between people; it should be used as a way to remove a layer to get people closer 
together.  
 

Jim Loree is the CEO of Stanley Black & Decker, a manufacturer of industrial tools and house-
hold hardware that has been around since 1843. Today they have around 60,000 employees. Jim 
is a big believer in making organizations more human: “The leader’s job will be to humanize 
everything. Humans in the end require the human touch to be inspired. They can’t be inspired 

by interacting with robots and artificial intelligence.” 
 As a leader you must understand the abilities and limits of both humans and technology. The future is 
not about technology versus humans; it’s about technology working with humans against a problem. How-
ever, this only works if you understand what humans and technology can and cannot do. We are already 
starting to see the integration of more technology in many aspects of our jobs and lives, whether that’s 
robots on the manufacturing floor, smart assistants in our homes and offices, or bots that can automate 
routine aspects of work. This will only increase dramatically over the next decade, and understandably it 
can cause fear, tension, and even resentment. Balance between keeping the organization human and using 
technology to help those humans while making the organization more efficient and productive is what is 
required from leaders. 

 
Ace Hardware Corporation is the world’s largest retailer-owned hardware cooperative with over 
100,000 associates around the world and it’s consistently ranked as one of the top companies 
for customer experience. CEO John Venhuizen told me, “When a human being interacts with 
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another human being, in an emotionally connected way, it stirs something in them. It engenders loyalty.” 
 Most businesses in the world, whether dealing with customers or with employees, still fundamentally 
operate on basic human interaction and engagement. The difference is that now, with technology, we can 
focus even more on the human aspects of work while letting technology handle the more mundane aspects 
of our jobs. 
 A recent article titled “Collaborative Intelligence: Humans and AI Are Joining Forces” points out that 
in their research of 1,500 organizations, the ones that achieved the most significant performance improve-
ments were those where humans and technology worked together (Wilson, 2018). Think of how you might 
build a team today. Ideally you would put people together who complement one another’s strengths. The 
same is true when working with technology. For example, humans will excel at things like creativity, mak-
ing human connections, and leadership, but technology will dominate in areas like data analysis, speed, and 
decision-making. As the authors point out, these are both necessary and required to have. 
 The consumer goods company Unilever has over 160,000 employees around the world and they have 
recently implemented technology in the form of AI to help with hiring. In any given year the company 
recruits over 30,000 people and processes almost 2 million job applications. This used to be done manually 
and, as you can imagine, required intensive time and resources. Now, when a prospective employee applies 
to work at Unilever, they are asked to play a series of games on their phone or desktop. These games actually 
collect a lot of data about the people playing them, such as their logic, risk profiles, rational reasoning, and 
the like. Then all of this data is used to see if they are a good match for the job they applied for. According 
to Leena Nair, the chief HR officer at Unilever, this has saved over 70,000 hours for employees. The second 
stage of the interview process involves a 30-minute video interview, but here too technology is used not 
only for natural language processing to understand what the prospective candidate is saying but also to look 
at body language. Again, all of this data is used to determine who might be a good fit. Humans ultimately 
make the decision on whether a candidate is a good fit for the role. 
 Once employees start at the company, they are given access to Unabot, a chatbot that acts like a digital 
co-worker. You can ask Unabot about parking availability, find out the timing of shuttle buses, get infor-
mation about benefits, or even learn when the next salary review is going to take place. Some have argued 
that this is relying too much on technology, which is certainly a fair criticism. There’s a delicate balance 
here, but the ultimate goal is always to use technology to help people and to allow the organization to be 
more human. If technology isn’t doing that, then reconsider how it is being used. 
 There are certainly other areas where technology is clearly benefiting humans. Unilever also launched 
something called FLEX Experiences, which is an AI-powered platform that allows employees to find rele-
vant open career opportunities across the organization in real-time. These suggested opportunities are based 
on an employee’s profile, such as their strengths, skills, and experiences, and also takes into account their 
career aspirations and goals. This is something organizations used to do manually and not very well. Now, 
thanks to technology, Unilever is putting the power of career growth and development directly into the 
hands of employees. 

 
David Meek is the CEO of IPSEN, a pharmaceutical company with over 6,000 employees. He 
does a great job of putting this into context: 
 
People keep saying, “Oh, technology, technology.” Well, I’ve never had lunch with technology 
or built relationships with technology, have you? I’ve had lunch and built relationships with 
people. You can have great assets and great technology but if you don’t have great people, 
then you aren’t going to maximize those things. It’s the human and emotional intelligence 
component that is crucial today and will be more so in the future. I’ll take an emotionally 
intelligent person over a piece of software any time. ... Combine the two and unleash break-
through results! 

 
 By all means, embrace technology, but remember never to put technology ahead of the hearts, minds, 
and souls of the people who work with you and for your organization. 
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Purpose-Driven and Caring 
Although CEOs specifically identified being purpose-driven as a core attribute for future leaders, during 
my many interviews I realized that they weren’t just talking about purpose from the perspective of connect-
ing the work that employees do to outcomes; they were also talking about the meaning that employees get. 
As I mentioned earlier, most of us tend to put the words “purpose” and “meaning” together, so I think it’s 
important to make that clarification here.  

 
Paul Polman shared this with me during our interview: “I have always passionately believed 
that the single most important attribute of a leader is to be driven by a deeper sense of purpose. 
You have to connect with the people and world around you, commit to a cause bigger than your 
own self-interest and, crucially, put yourself to the service of others.” Paul is the former CEO 

of Unilever (he stepped down in 2019) and has been an avid proponent of purpose and meaning in the 
workplace for much of his career. In fact, he was one of the pioneers of championing this in the corporate 
world. 
 In the 1970s famed economist and Nobel Memorial Prize winner Milton Friedman said, “There is one 
and only one social responsibility of business—to use its resources and engage in activities designed to 
increase its profits so long as it stays within the rules of the game.” In fact, he wrote a now-famous article 
for the New York Times Magazine called, “The Social Responsibility of Business is to Increase Its Profits” 
(Friedman, 1970). This has been the primary doctrine for leaders around the world for decades. Fortunately, 
not everyone agreed with Milton Friedman. In 1979 then-president of Quaker Oats, Kenneth Mason, refuted 
this notion by saying, “Making a profit is no more the purpose of a corporation than getting enough to eat 
is the purpose of life. Getting enough to eat is a requirement of life; life’s purpose, one would hope, is 
somewhat broader and more challenging. Likewise with business and profit.” 
 While purpose and meaning were among the top trends shaping the future of leadership, being purpose-
driven and caring is also a mindset that leaders of the future must possess. But being purpose-driven and 
caring isn’t at odds with creating a successful organization; the two actually complement each other. 

 
James Downing, MD, is the CEO of St. Jude Children’s Research Hospital, which has around 
5,000 employees. The organization focuses on the research and treatment of pediatric cancer 
and other life-threatening childhood diseases worldwide. I recently had the opportunity to speak 
with their leadership team and tour their facilities to see the amazing work they do. Dr. Downing 

told me, “You’re not there to advance your career, you’re not there to get accolades to be a great leader. 
Your job is to take care of the workforce, to attribute and to make sure that you are providing people with 
the environment that allows them to contribute maximally.” 
 A purpose-driven and caring leader believes that the organization should be profitable as a way to 
contribute to society, whereas many leaders today look for ways that society can help make the organization 
more profitable. It’s a complete reversal in thinking. Hamdi Ulukaya is the CEO and founder of Chobani, 
the top-selling Greek yogurt brand in America and operator of the largest yogurt facility in the world. In 
his recent TED talk he said, “Today’s business book says: business exists to maximize profit for the share-
holders. I think that’s the dumbest idea I’ve ever heard in my life. In reality, business should take care of 
their employees first” (Ulukaya, 2019). Recently he announced that he would be giving shares of the com-
pany to all of the over 2,000 employees who work there. Some people called it a PR stunt but Hamdi was 
very clear that this was simply a gift to the people who helped create and build his company and he wanted 
to say thank you by taking care of them. There’s no doubt Hamdi could have used the many shares he gave 
away to keep more money for himself and the company, but he didn’t. He took care of his people before 
worrying about increasing profits. That’s what being a purpose-driven and caring leader is all about. It’s 
why people work for Chobani and why the company has had such success. Hamdi isn’t a purpose-driven 
and caring leader to make more money, but because he is purpose-driven and caring it allows the business 
to grow—there’s a big difference. 
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Mandy Ginsburg is the CEO of Match Group, which employs over 1,400 people and owns 
several popular dating websites, including Tinder, Match.com, OkCupid, and others. During 
our discussion Mandy expressed this very idea: 
 
My philosophy is that you have to love and respect the people you work with to be a great 
leader. You have to want to see people really succeed in order to lead them. I think that people 
in an organization need to know that someone is looking out for them and their career, in 
order to build loyalty. For me, it’s about finding the people who are great, and building a real 
working relationship with them so you know how to keep them motivated and inspired, and 
they, in turn, continue to deliver phenomenal results for you. 

 
  “Love and respect”—how often do you hear a leader utter this phrase about those they work with? 
How many times have you said or thought this about those you work with? 
 
How Leaders Can Develop the Mindset of the Chef 
At the very base of this mindset is the understanding that your job as a leader isn’t just about making the 
business more money. You need to look beyond the organization to see how the work you are doing is 
impacting society, local communities, and the world. Again, from my interview with Paul Polman: 
 

The world is arguably more chaotic and unpredictable than at any time in recent memory. 
Gross inequality has left billions behind without access to basic human needs, such as work, 
education, healthcare, and sanitation. Ideological differences are straining national cohesion, 
which has fueled mass migration and the refugee crisis. The fourth industrial revolution, de-
fined by rapid technological advancements, is fundamentally transforming industries and the 
world of work. And, most alarmingly, we are facing a climate emergency that threatens the 
future of humanity. This combination of volatility and change has understandably bred huge 
insecurity and disillusionment and led to a world where trust—particularly in political leaders 
and governments—is extremely low. These are enormous challenges for future leaders, who 
must find a way to reconnect with citizens and restore confidence in a reformed economic 
and social system that is more inclusive, equitable, and sustainable. 

 
 This means that you need to care, really care. But this is the tough part; how do you get people to care? 
I wish I knew the answer, and that I could make all of the leaders in the world start caring more about the 
human side of work. 
 Simply telling people to care doesn’t mean that they will. From what I have observed in purpose-driven 
and caring leaders, they have a few things in common (see Figure 13.2). First, most of their time is not 
spent in their office. They are constantly out talking to customers, communities, and employees, and when 
I say employees I don’t just mean other executives; I mean everyone, including the ground-floor employees. 
Second, these leaders practice a great deal of empathy and self-awareness (both of which we will explore 
later in this book). Third, these leaders have a cause—or a reason for being—that they fight for, something 
that they care deeply about. It could be climate change, refugees, diversity and equality, underprivileged 
children, or any number of other causes. Leaders must fight for something beyond the business. Fourth, 
these leaders see their employees as human beings, a theme I have mentioned several times in this book. 
Employees are not just numbers on a spreadsheet, they are not cogs, they are not job descriptions—they are 
people, just like you. Finally, leaders realize that being purpose-driven and caring is a choice that only they 
can make. 

Viktor E. Frankl, the author of the profound book Man’s Search for Meaning, wrote, “between stimulus 
and response there is a space. In that space is our power to choose our response. In our response lies our 
growth and our freedom” (Frankl, 1984). Leaders are responsible and accountable for the choices they 
make; it’s up to you to make the right one. 
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Purpose-Driven and Caring Leaders 
 

 
 

Figure 13.2 Traits of purpose-driven and caring leaders. 
 
 How do chefs balance the ingredients that go into a dish? They typically do two things. The first is to 
taste frequently. If you watch a chef cook, you will notice that they are constantly tasting whatever it is 
they’re making to see if it’s too bland, spicy, sweet, or if it needs a little something. Chefs also pay attention 
to what others say about their dish. What’s the feedback that customers provide? Do they finish the dish 
when they order it? Does it get talked about a lot? Is it a best-seller? All of these things matter. 
 As a leader you must understand that people always come first, no exceptions. Technology always 
comes second—again, no exceptions. 
 The same techniques that chefs use can also be applied to leadership. First, taste often. This means that 
you are constantly paying attention to what is happening in your organization and are always looking for 
ways that you can augment your human workforce with technology (not replace them!). If you see employ-
ees are struggling in an area where they are constantly having to do routine soul-sucking work, then perhaps 
you can add a bit more of the technology ingredient into the mix. Professional services firm are a great 
example. At Deloitte they use technology to help with things like processing tax returns or providing risk 
assessments. When an organization typically sells a business unit, it used to take dozens of employees over 
6 months to review legal documents looking for a change of control. Today, it takes a team of around 6–8 
employees less than 30 days to do the same work. They also use technology to go through millions of lines 
of accounts payable and receivable data during mergers and acquisitions, something that used to take over 
four months and now takes less than a week. Accenture similarly automated over 17,000 jobs in accounting 
and finance without losing a single employee. The work these employees did revolved around number 
crunching, something that technology can clearly do better, faster, and more accurately than a human. These 
17,000 employees were upskilled to focus on the strategic aspects of their jobs, such as helping clients 
understand what the numbers mean and providing advice and guidance on what actions to take. 
 If you see that one area is overly focused on technology and is missing some of the human components, 
then you can add that ingredient. Elon Musk, CEO of Tesla, recently shared that he relied too much on 
technology and automation in his manufacturing facilities, which led to what he said was a “crazy, complex 
network of conveyor belts.” Quality control also went down dramatically and customers started receiving 
cars with damaged parts. As a result, their entire approach to manufacturing was scrapped and re-created 
with a much stronger emphasis on humans who are aided by technology. 
 As a leader, you can only taste the dishes if you are in the kitchen with the rest of the team. You can’t 
sit in an office far removed from everyone else and then comment on how a dish looks or tastes. You need 
to be right there with an apron on and spoon in hand. 
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 The second piece of this is paying attention to feedback that you get from those around you. This could 
be customers, employees, partners, and the like. For example, in Elon’s case he clearly saw that his cus-
tomers were not happy with the cars they were receiving so he made a change. In fact, Elon frequently 
makes changes based on what his customers and employees tell him. Recently he rolled out “Dog Mode,” 
a customer suggestion that keeps unattended pets in vehicles comfortable while also displaying a message 
on the car dashboard that says the owner will be back soon and also shows the temperature in the car; this 
way, people who pass by the car won’t be worried about the pets inside. 
 Simply listening or collecting data will only get you so far, though. As a leader, what you do with the 
feedback you get is just as important as getting the feedback. What good is information if you don’t do 
anything with it? If you want to practice the mindset of the chef, then make sure that those around you are 
going to hold you accountable. 
 Fully embrace technology and the potential it can have on your organization and leave fear at the door. 
However, when doing so, focus on the strengths of your teams and look at how technology may be able to 
supplement and further enhance those strengths. Try to understand how technology might help your em-
ployees or customers and make them feel more valued. Technology has tremendous potential to create 
better experiences for employees and for customers. 
 Now, get cooking! 
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Review Questions 
1. Which of the following is not a component of the humanity or human side of work? 
  A. Social impact 
  B. Efficiency, productivity, and speed 
  C. Psychological safety 
  D. Making friends at work 
 
2. Which statement regarding a purpose-driven and caring leader is false? 
  A. A purpose-driven and caring leader believes that the organization should be profitable as a way 

to contribute to society 
  B. In a recent TED talk, Hamdi Ulukaya, the CEO and founder of Chobani, said that business 

should take care of their employees first 
  C. Hamdi Ulukaya, CEO and founder of Chobani, recently announced that he would be giving 

shares of the company to all of the over 2,000 employees who work there 
  D. Hamdi Ulukaya is a purpose-driven and caring leader in order to make more money 
 
 



Chapter 13 – The Chef 

110 

Review Answers 
1. A. Incorrect. Social impact is included in the human side of work.  
 B. Correct. Efficiency, productivity, and speed are not components of the humanity or human side of 

work. They all fall under the umbrella of the IT side of work, which is much more about technology 
in terms of tools, software, hardware, apps, devices, and AI and automation. 

 C. Incorrect. Psychological safety is included in the human side of work. 
 D. Incorrect. Making friends at work is included in the human side of work. 
 
2. A. Incorrect. This is a true statement. A purpose-driven and caring leader does believe that the organ-

ization should be profitable as a way to contribute to society. 
 B. Incorrect. This is a true statement. In a recent TED talk, Hamdi Ulukaya, the CEO and founder of 

Chobani, did say that business should take care of their employees first. 
 C. Incorrect. This is a true statement. Hamdi Ulukaya, CEO and founder of Chobani, did recently 

announce that he would be giving shares of the company to all of the over 2,000 employees who 
work there. 

 D. Correct. This is a false statement. Hamdi Ulukaya, CEO and founder of Chobani, is not a purpose-
driven and caring leader in order to make more money. He is purpose-driven and caring because it 
allows the business to grow. 

 
 
 
 
  



 

 
Chapter 14 
The Servant 

 
Learning Objectives 

 Choose the four crucial ways in which service orientation for a leader manifests 
 Determine one of the most effective and easiest ways that leaders can serve their teams 
 Ascertain the future of the modern customer experience 

 
Introduction 
The word “servant” dates back to the thirteenth century and comes from the Anglo-French word servir, 
which means to serve or to be useful. I find it fascinating that throughout history servants have been con-
sidered lower-class individuals typically without a higher set of skills and abilities. These individuals 
worked for those who were wealthier, more connected, and perceived to be smarter and better than they 
were. Ironically enough, centuries after the word was even introduced, it’s the servant mindset that is among 
the most valuable for leaders to possess; it’s why we keep hearing about this concept of servant leadership. 
 

Being a leader doesn’t mean that you get to sit at the top of the pyramid and tell everyone else 
what to do. It means that you stand at the bottom of the pyramid and help prop up everyone 
else. This is in stark contrast to what the business world is used to. Doug DeVos, the president 
of Amway, which employs around 20,000 people, put this rather simply and poignantly: “Lead-

ership is serving those around you in a way that helps them be the best they can be and therefore achieves 
the results for your organization or team.” 
 Service orientation for a leader manifests in four crucial ways: service to your leaders, service to your 
team, service to your customers, and service to yourself. Most of the time when we hear about service 
orientation or being a servant leader it’s in the context of how leaders can serve their employees; while this 
is important, it’s just a small part of the bigger picture. There’s also not much discussion about serving the 
leaders themselves, which is another piece that is frequently missed. Service orientation is a two-way street 
and in your organization ideally everyone will be serving everyone else regardless of rank, title, or function. 
When all four of these components come together, then a true service orientation mindset is developed not 
just for leaders but for the entire organization. It’s about being human. 
 
Service to Your Leaders 
In this particular context I’m referring to serving people for whom you work, if any. Most employees in an 
organization work for or with a leader, even if they are leaders themselves. Serving your leaders means 
helping make sure you have a good relationship with them and that you are there to support them and, when 
possible, make their lives easier. For example, if your leader is about to step into a meeting and you have 
some useful information they need to know about, tell them. If your leader is stressed out and overwhelmed 
with projects and you have extra resources, offer to help. One of the best ways you can help serve your 
leaders is by finding solutions to problems. If you notice that something isn’t working, don’t just point it 
out; come up with a solution to solve the problem. 
 A recent study published in the Washington Post found that people who think of their immediate su-
pervisor as more of a partner as opposed to a typical boss are significantly happier both in their day-to-day 
lives and with their lives overall (Ingraham, 2018). Having a good relationship with your leader is not only 
important for your career but also for your own well-being. Swedish researchers from the Stress Research 
Institute in Stockholm studied 3,100 men during a ten-year period. The men who reported having leaders 
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they didn’t respect were 60% more likely to suffer a heart attack or another life-threatening cardiac condi-
tion (Nyberg, 2008). 
 Leaders are human just like you. They get burned out, stressed out, upset, frustrated, and happy just 
like everyone else. 
 
Service to Your Team 
Whenever an athlete like LeBron James, Roger Federer, or Serena Williams gets interviewed, they say the 
same thing: “I couldn’t have done it without my team.” They typically give credit to their team when they 
win and they also shield their team from criticism or consequences when the team loses (or when they lose). 
 As I mentioned earlier in this book, this starts with embracing a simple belief that as a leader, your job 
is to show up to work each day to help make other people more successful than you. If you believe this, 
then the actions that you take will reflect this belief. However, the opposite is also true: if you believe that 
as a leader it’s up to everyone else to serve you, then that is what your actions will reflect. 
 SMG is a customer feedback management firm that recently conducted a survey of over 40,000 asso-
ciates in restaurant and retail and asked what they value most about their leadership team. One of the top 
responses was someone who is supportive and helps out. 

 
A core responsibility of a leader is to create other leaders. In the most recent Global Leadership 
Forecast published by EY and DDI, “developing ‘next gen’ leaders” was ranked as the number-
one challenge by 1,000 CEOs around the world. Luciano Snel is the president of Icatu Seguros 
S/A, one of Brazil’s largest insurance companies, which serves over 6 million people. Luciano 

told me that the very purpose of a leader is to create other leaders. Serving your team can manifest in many 
ways, such as coaching and mentoring employees, working side by side with them to complete a project, 
recognizing and rewarding their hard work, or any number of other ways, including those that are a bit more 
subtle. 

 
Garry Ridge is the CEO of WD-40 Company, which is headquartered in sunny San Diego and 
employs around 500 people globally. Garry has a rather unique leadership practice that is both 
easy to implement and impactful. Every morning at 4 a.m., regardless of where Garry is in the 
world, he sends a message to his entire company via email. He starts off his email with “For 

today from . . .” and this could be from San Diego, Sydney, Kuala Lumpur, or wherever else he is traveling 
to. In these daily emails Garry sends an inspirational quote based on something he has seen or felt through 
the organization, in the community, or something he wants to send just because. By doing this, he is able 
to feel connected to his “tribe,” who in turn always knows where Garry is, and it also lets the tribe know 
that they can always reach out to Garry. As he told me, “It puts me in their presence every day so that it 
opens that line of communication.” Employees also frequently come up to Garry to talk to him either about 
the quotes he sends out or about something else entirely, but they use the quote as a lead-in. In other words, 
it helps make employees feel more comfortable that they can come to Garry with anything. 
 Here are some examples of the quotes that Garry sends: 
 

“My to-do list for today: Count my blessings, let go of what I can’t control, practice kind-
ness, listen to my heart, be productive yet calm, just breathe.” 
 
“Insights from the Dalai Lama: constant fear, constant anger, and hatred actually eat our 
immune system. A calm mind, compassionate mind increases positive body elements.” 
 
“You’re never too important to be nice to people.” 

 
 Garry is not your typical leader. In speaking with him, I genuinely got the impression that he would do 
anything for his team, and that’s a rare quality. 
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 As a leader, serving your team also goes beyond simply work-related issues. Alexander Wynaendts is 
the CEO of Aegon, a financial services organization with 30,000 employees globally. I met with Alexander 
in person in The Hague, Netherlands, for an event I was speaking at and he told me a moving story. One 
day he was walking around his office and noticed that one of the employees was crying. Alexander found 
out that her husband had just learned he had terminal cancer and had a 1 in 20 chance of survival. Alexander 
hugged her and told her that he knew of a specialist whom her husband should go see, someone most people 
don’t have access to but Alexander did. After several treatments, her husband was cured. I loved this story 
because it really shows that serving your team doesn’t just stop when your team leaves the office. As a 
leader, you are in constant service to your team both as employees and as individuals because of the blurring 
of work and life. 

 
Perhaps one of the most effective and easiest ways that leaders can serve their teams is by rec-
ognizing them for the work they do. This is something we all need and deserve. David Novak 
is the former CEO of Yum! Brands. When he was CEO the company had around 1.5 million 
team members around the world, including franchisees. I’ll never forget the story David shared 

with me when we spoke about a moment that had the biggest impact on his career. Years ago David was 
running operations at Pepsi-Cola. He was new in the role and wanted to learn as much as he could. He was 
conducting a roundtable discussion in St. Louis with about 12 merchandisers. David asked, “Who’s really 
good at merchandising?” and everybody started raving about this guy named Bob, saying things like “Bob 
is the best there is” and “He taught me more in one day than I learned in my first three years here” and 
“You should see how Bob handles customers.” David looked toward Bob and saw that he was crying. This 
really took David by surprise so he asked Bob what was wrong. Bob explained, “I’ve been at the company 
for 47 years and I’m retiring in two weeks. I never knew people felt this way about me.” This hit David in 
the gut like a ton of bricks and since then he made a conscientious decision that he would do everything in 
his power to make sure he recognizes his people. He didn’t want to have any “Bobs” working for him, ever. 
 David went on a recognition crusade and he had a lot of fun along the way. When he was president of 
KFC, he would give employees rubber chickens. He numbered each one and wrote what the person did to 
get it and how it was driving results. Then he would take a picture with the employee and their chicken, 
frame it, and send it to them, and tell the employee, “You can do what you want with it, but I’m going to 
put your picture in my office because you’re the one who is making things happen. It’s what you do that 
makes our business great.” David would also give them $100 because, as he told me, “You can’t eat a 
floppy chicken.” 
 When he became president of Pizza Hut he used the same approach with Green Bay Packer Cheese-
heads. Then again, when he became the CEO of Yum! Brands, he gave away wind-up teeth and (you 
guessed it) wrote on them, numbered them, and took pictures with employees. This practice spread across 
the entire company and the various brands. The president of Taco Bell started doing this with sauce packets 
and other leaders would use things like boxing gloves for a “knockout performance.” Everyone started 
coming up with their own recognition awards and the best part was that this worked everywhere around the 
world—China, India, the United States, UK, you name it and people responded to it. David never mandated 
this program but everybody started doing it, to the point where if you were a leader at the company, your 
recognition award was like your company calling card or symbol. 
 It’s amazing that something as simple as a rubber chicken, cheese hat, or wind-up teeth could have such 
an amazing impact on people, and it all started with Bob. How many “Bobs” do you think are working for 
you or in your company at this very minute? What can you do to recognize your people? 
 In my previous book, The Employee Experience Advantage, I wrote about a concept called Moments 
That Matter, which are basically moments during the course of someone’s life that matter to them. Leaders 
must understand these moments and there’s no greater moment that matters that’s wasted than an em-
ployee’s first day at work. 
 Imagine you are just starting a job. The night before, you pick out your outfit and set your alarm a few 
minutes earlier than usual, excited for that first day. Then that day comes, the alarm clock goes off, and you 
spring out of bed, put on your best outfit, have your coffee and breakfast, and make your way out the door 
as your spouse or significant other says, “Good luck on your first day. I’m sure it will be amazing!” You 
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show up at work but you can’t find a parking spot so you’re forced to park far away and sprint into the 
office. By the time you arrive you’re few minutes late and sweating profusely. Someone greets you in the 
lobby to go through a security check before escorting you to your cube. You arrive at your desk and find a 
folded-down laptop with a Post-it Note that says “Welcome.” You open the computer, only to find that you 
can’t log into anything because nothing was set up for you yet. After spending hours with the IT department, 
it’s time for lunch. You sit by yourself and eat your salad, attend a few meetings, and then the day is done 
and it’s time to hike back to your car. When you get home your spouse asks, “How was your first day?” 
and your response is “I’m not sure I made a good choice. Nobody acknowledged me or even knew I was 
there!” This is what a first day looks like for many employees around the world. This is not a hard thing to 
fix and it makes a huge impact. 
 

Carrie Birkhofer, the CEO of Bay Federal Credit Union, which employs 220 people, told me 
that she’s a believer in serving her team from day one—actually, from hour one! 
 
I meet employees the first hour on the first day they start at the Credit Union. New employees 
are welcomed as a group and when new hires start together, I’m there. I greet them, I wel-
come them, and I answer any questions they may have. All new employees, regardless of their 
position, are seen, heard, respected, and listened to by the leader and they know that I’m 
there to serve them, not the other way around. 

 
 Think about what you can do from day one to let your team know that you are there to serve them. 
 
Service to Your Customers 
It should come as no surprise that serving your customers and creating an amazing experience for them is 
a part of being service oriented. We live in a commoditized world where customers have many choices for 
products and services that look like yours, cost the same as yours, and do the same things as yours. In that 
kind of environment, it’s the organizations who serve their customers and create better experiences for them 
that are going to stand out. Nowadays people don’t just buy products, they buy experiences, and this trend 
is only increasing. In fact, 89% of consumers have switched to doing business with a competitor following 
a poor customer experience. 
 According to a study put out by Walker, a management consulting firm, by 2020 customer experience 
is projected to overtake price and product as the key brand differentiator (Walker, 2013). 
 Funnily enough, I’m married to one of the world’s leading experts on customer experience, Blake Mor-
gan. Her new book, The Customer of the Future, outlines ten guiding principles that leaders must follow to 
serve the customer, as outlined below. 
 
Realize the Power of the Customer Experience Mindset 
Attitude is everything. The leaders who provide elevated customer experiences are completely aligned on 
their focus and mindset across the company. Blake was originally going to write a book about technology, 
but after we took a trip to Amazon HQ in Seattle, she realized it was simply the mindset that made all the 
difference. All the leaders we met with talked about being customer obsessed even though they weren’t all 
in customer experience roles. 
 
Build a Customer-Centric Culture 
The customer will eventually feel the culture of the employees. Companies need to focus on the culture 
first before they think about the external experience of the customer. Culture is often the missing link for 
companies who struggle with customer experience. 
 
Develop Customer-Focused Leadership 
Great leaders are not born, they are developed. CEOs come and go. It is up to the company to create ongoing 
development and training programs for leaders (which is what this book is about!). 
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Design the Zero-Friction Customer Experience 
In some areas of customers’ lives they are getting zero-friction, seamless customer experiences. Examples 
include Amazon, Netflix, Apple, and Spotify. But in other areas customers are required to provide too much 
effort. Zero friction should be the goal. 
 
Create Customer Experience-Focused Marketing 
In the C-suite, the CMO is often the one tasked with driving customer experience. Marketing is the group 
within the company that has its finger on the pulse of the customer. Marketing now has more influence than 
ever as customers increase the number of channels they want to engage on. It’s an opportunity for marketing 
to serve. 
 
Leverage Customer Experience Technology to Make Customers’ and Employees’ Lives 
Easier and Better 
Technology isn’t everything but increasingly it shapes our most beloved customer experiences. A great 
technology strategy can be a huge uplift in both the employee and the customer experience, and both are 
important. 
 
Undergo a Digital Transformation 
Leaders must solve traditional and new business challenges by utilizing technology. Digital transformation 
requires a long-term investment, but Blake’s research shows big companies that undergo a digital transfor-
mation have better long-term stock price performance (Morgan, 2019). 
 
Focus on Personalization for the Customer Experience of the Future 
In the future, the companies that leverage data to personalize the individual experience are the ones that 
will win customers. These are companies that anticipate future needs and create tailored experiences for the 
individual. 
 
Embrace Customer Experience Analytics 
Companies today have access to a treasure trove of data. This data can be used to create better experiences 
and increase sales. Analytics are the future of the modern customer experience. 
 
Define Your Code of Ethics and Data Privacy in Customer Experience 
We are at an inflection point with data; 92% of customers are not comfortable with their data being auto-
collected because they don’t believe the data is safe (Lara, 2018). With AI and machine learning gaining 
steam, companies will need to figure out their stance on data privacy and ethics. The earlier you do this, the 
better. 
 

Carnival Cruise Line employs almost 40,000 people and they have received prestigious honors 
in their industry, including “Best Value for Money” and “Best Service” in Cruise Critic’s annual 
Editor’s Picks Awards. Serving customers is embedded in their DNA, their CEO Arnold Donald 
told me: “Our core thing is to exceed the expectations. If we do that, we’re in business. If we 

don’t do that, it doesn’t matter what else we do, because we’re a hospitality business.” 
 
Service to Yourself 
When is the last time you practiced a bit of self-care? For example, do you do things like taking a bit of 
down-time, going on vacation, or even something simple like a morning meditation or exercise? 
 Often positions of leadership require more time, more effort, and more resources on behalf of the leader. 
This leads to burnout because more is constantly demanded of them. According to the Mayo Clinic, “Job 
burnout is a special type of work-related stress—a state of physical or emotional exhaustion that also in-
volves a sense of reduced accomplishment and loss of personal identity” (Mayo Clinic, n.d.). Being burned 
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out isn’t an official medical diagnosis but we have all experienced it and have seen its effect on co-workers. 
 But for leaders, not making time for self-care can be rather detrimental to themselves and to the organ-
ization. A few years ago, Harvard Medical School did a study and found that 96% of senior leaders feel 
somewhat burned out, and a third describe it as extreme. Unfortunately, many leaders also believe that 
because they are in positions of leadership, they constantly have to perform at 110%, they can’t ask for help 
or say no, and they can’t admit weakness or vulnerability of any kind (Kwoh, 2013). They just have to 
“power through it.” Fortunately, we’re not robots, we’re humans, and believe it or not, it’s okay to act like 
a human, even at work. We aren’t just leaders or employees who are a part of an organization; we are also 
sons, daughters, fathers, mothers, grandparents, and friends. All of us are these things before we are leaders 
or employees and sometimes we forget that. 
 As a result of not practicing self-care, leaders may make poor business decisions, snap at employees or 
customers, and experience physiological and psychological symptoms such as depression, weight gain, and 
insomnia. Of course, these things are not exclusive to leaders; I believe we all need to practice self-care. 
 IBM recognizes that leaders’ well-being has an impact on their effectiveness. In fact, they think of their 
leaders like high-performance athletes. No top athlete has ever gotten to their level of success by not taking 
care of themselves. Of course they work hard, but they need to have the tools and resources at their disposal 
always to be on top of their game. At IBM they have found things like early morning exercise and yoga 
sessions to be effective tools for leaders and they have incorporated these things into their management 
leadership programs. 
 It’s no wonder that so many organizations around the world are investing in health and wellness pro-
grams for their employees. But of course, it’s also up to the employees to take advantage of these things 
themselves. 
 During the safety briefing on any airline, you are always told that during an emergency you should put 
the oxygen mask on yourself before you try to help others. The same is true for leadership. Today and more 
so in the future, it’s going to become even more crucial for leaders to be able to serve themselves. Basically, 
take care of your own well-being so that you can be an effective leader for others. As a leader, if you are 
constantly burned out, stressed, and overworked, you will not be able to practice many of the skills and 
mindsets outlined in this book, and as a result you won’t be an effective leader. 
 Richard Branson, the founder of Virgin Group, credits his success with staying active and taking care 
of himself. Being active forces him to apply himself both mentally and physically. He actually starts off 
every day with some form of exercise. According to Branson, “I seriously doubt that I would have been as 
successful in my career (and happy in my personal life) if I hadn’t always placed importance on my health 
and fitness” (Branson, 2017). 
 You can take care of yourself in many different ways. Personally, I use my hobbies and passions such 
as chess and exercising as a way to take care of myself and focus on nonwork activities. My wife and I also 
focus on eating nutritious and healthy foods and exercising regularly. I check email and social media once 
a day, at 4 p.m. only, and I’ve disabled all notifications to my phone. I don’t have a TV in my bedroom, I 
try to get at least seven hours of sleep each night, and my wife and I make time for date nights. Since we 
both travel extensively for work, we also invest in getting regular massages. 
 Several executives I talked to told me that they carry flip phones instead of smart phones during off 
hours. Only a few people have the number to that phone, such as family members and some senior execu-
tives. That way when these executives are not at work, they know they don’t need to worry, and if there’s 
an emergency, the flip phone will ring. 
 Whatever you need to do to take care of yourself, do it. 

 
For leaders, embracing and practicing the servant mindset isn’t just about creating a better or-
ganization; it’s about creating a better society and a better world for all of us to be a part of. 
Serve your leaders, serve your teams, serve your customers, and don’t forget to serve yourself. 
Bob Chapman is the CEO of Barry-Wehmiller, the company we met earlier that uses a heart-

count instead of a headcount. He put this beautifully: 
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We imagine a society where people think of others first and where people feel cared for. When 
they feel cared for, they care for others. Our model of leadership, whether it’s in healthcare, 
education, the military, business, or government, fosters environments where people feel val-
ued and when they feel valued they go home and treat their spouses well, their children well, 
and those children witness a mother and father who feel valued and treat each other well. By 
creating better jobs through more caring working environments, we can create a better world. 

 
Humility and Vulnerability 
You can’t serve without having humility and vulnerability. If you believe that you are a great leader who 
never makes mistakes, who always makes the best decisions, and who should never be questioned or chal-
lenged, then the servant mindset will be a very difficult concept to understand and practice. Simply put, 
you have to get over yourself. 
 

A research paper titled “Do Humble CEOs Matter? An Examination of CEO Humility and Firm 
Outcomes” defines three themes that are crucial for defining and understanding humility. The 
first is the willingness to obtain accurate self-knowledge, something I also talk about in this 
book under “emotional intelligence.” The second is keeping an open mind and being willing to 

constantly learn and improve; again, this was discussed in this book. Finally, the appreciation of the others’ 
strengths and their contributions is essential (Ou et al., 2015). Simply put, humility means that you are 
humble and don’t have an overinflated opinion of yourself; you don’t view yourself as superior to others. I 
asked Ajay, the CEO of MasterCard, what one moment in his career had the most impact on his approach 
to leadership. Here’s what he told me: 
 

My father was among the first graduates of the military academy in independent India. He 
served 35-plus years in the Indian Army and retired as a three-star general. He was strict about 
certain things: timing, keeping your word, and caring about people. At one point, we lived in 
a huge house with a big compound in Hyderabad, and every day on the way out, he would talk 
to the army guard at the gate with the same interest in his eyes that I saw him talking to a 
visiting general from a different country, or his boss or somebody else who was a colleague of 
his. And I think that’s the single most important lesson I got from him. Yes, it’s important to 
be on time. Yes, it’s important to care about stuff. But it’s really important to connect to peo-
ple at every level, because that’s where you’ll get the tips and information and knowledge 
from—and the ability to be a better person. 

 
 For decades we have taught and practiced this concept that leaders who sit at the top of the corporate 
pyramid are the ones who are the most important. Not too long ago, leaders were so obsessed with this that 
they would actually count how many tiles were on their ceiling to see how big their offices were and would 
concern themselves with what their desks were made out of since the higher the quality of the wood, the 
more important you were. This was the era of the “celebrity leader,” and it’s over. In his book Good to 
Great, Jim Collins talks about the research he did on nearly 1,500 companies over a 30-year period (Collins, 
2001). He wanted to find out what separates the truly great companies from all the rest. It turns out that one 
of the qualities that leaders of the great organizations possess is humility. In the CEO study mentioned 
above, the authors found that executives with humility “build integrative top management teams, promote 
pay equity among their top management teams, and establish ambidextrous and profitable firms.” 
 When you believe that you are the smartest or the best person in the room, you treat everyone else and 
their ideas as inferior to yours. This is no way to lead now or in the future. 
 

Jan Rinnert is the chairman of the board of management at Heraeus Holding GmbH, a family-
owned German company with a focus on precious and special metals, medical technology, 
quartz glass, sensors, and specialty light sources. They have over 13,000 employees around the 
world. During our discussion he told me: 
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It’s not this alpha type of leader that we need in the future. We need a humble person who is 
able to unleash the potential of people. I very much believe in the idea of modesty, staying 
humble and approachable. In fact, I spend a lot of time with employees at all levels of the 
organization, which is something I found to be very helpful. It teaches me a lot, especially 
when I talk with younger employees. My advice for current and future leaders is to spend as 
much time outside of the ivory tower as you can with employees at all levels, not just other 
executives. It will make you a better leader. 

 
 The actual definition of “vulnerable” is “capable of or susceptible to being wounded or hurt,” or “open 
to moral attack, criticism, temptation, etc.” Sounds a bit scary, right? Who wants to be susceptible to being 
wounded or hurt? Nobody does, especially in the corporate world, and so this idea of being vulnerable is 
never taught or encouraged; in fact, the exact opposite is emphasized. However, being vulnerable isn’t 
about making yourself susceptible to being hurt; it’s about being open and honest with how you feel. Im-
agine for a minute that you are a knight getting ready for battle. You put on your heavy and virtually im-
penetrable armor, grab your sword and shield, and then walk out onto the battlefield, ready to slay whoever 
stands in your way. It sounds like an episode of Game of Thrones, but this is exactly how most people 
approach just showing up to work, especially leaders. What would it be like to show up to work without 
your armor, sword, and shield and without the mentality of having to crush everyone you see? 
 Not too long ago I was brought into a large manufacturing company to meet with their executive team. 
After I gave a talk, one of the executives came up to me and shared a story of vulnerability. When this 
leader first started working at the company, he was the typical stoic leader. He didn’t show emotion at work, 
acted like he knew the answers to everything, and never revealed anything personal to those he worked 
with. Shortly into his tenure, one of his mentors who had known him for several years said to him, “What 
are you doing?” The leader was confused and said, “What do you mean?” The mentor said, “I know who 
you are as a person. I know about your love for basketball, that you have two great kids and a wonderful 
wife, and that you care deeply about animals. I know what you’re scared of, what you don’t like doing, and 
what your strengths are, and what stresses you out.” The leader was still confused, “So?” The mentor re-
plied, “How come I know these things about you and nobody else does?” It turns out that this leader had 
gotten a reputation that people just didn’t want to be around him or work with him because he didn’t seem 
human. 
 Finally, the leader understood. He had two personalities, one for work and one for outside of work. At 
work he was the stereotypical manager whom people didn’t really want to be around. At home he was a 
loving husband and father, a sports fanatic, animal lover, and generally a fun guy whom people enjoyed 
being around. He decided to just be himself. The changes were dramatic. Employees across all levels would 
approach him and share ideas and feedback, team members became more engaged and productive, and he 
also felt better about himself. Going to work shouldn’t feel like a Game of Thrones episode; drop the wea-
ponry and be human. With all the emphasis given to technology at work, we forget that being human is one 
of the most important things we can do! 
 You can still lead an organization and treat other people with respect, hear their ideas and perspectives, 
ask for feedback and suggestions, and admit that you can’t do something. You can still laugh, cry, and 
express emotion. This doesn’t make you weak; this makes you a strong human leader. 
 
How Leaders Can Develop the Mindset of the Servant 
This mindset continues to be difficult for many leaders to embrace. In a recent conversation with Horst 
Schulze, the founder and former CEO of Ritz-Carlton, he told me about a visit to one of his hotels. During 
a team meeting, he was encouraging all of the employees to speak up, to ask questions, and to challenge 
ways of doing things. After the meeting one of the hotel managers approached Horst, quite upset, saying 
that he is the manager and employees should be doing what he told them to do instead of asking questions 
and speaking up. The manager was so upset that he quit. 
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 Remember that truly embracing the mindset of the servant means you serve your leaders (if you have 
them), your team, your customers, and yourself. You don’t get to pick and choose. For example, you can’t 
just serve yourself and say you are practicing the mindset of the servant. 
 You must also consider if you have different personalities for work and life and how you can combine 
the two so there is just a single human version of you. It’s not an easy thing to do but it is what’s required 
for the future leader. Several CEOs I interviewed actually said that it’s important not to take yourself too 
seriously as a leader and to have more fun, something I completely agree with. Many of us forget how to 
have fun at work. Life is short, so if you aren’t enjoying yourself at some level, then why bother doing the 
work or being a part of the organization? 
 You can start with small acts of service across each of these four mindsets and gradually build up to 
doing more. Talk to a customer on the phone and help them solve a problem, take your team out for lunch 
and let them know how much you appreciate their hard work, grab a cup of coffee for your leader on a busy 
day, and use your weekends to spend time with your family and friends, doing things you enjoy. Being a 
servant is all about action, so to embrace this mindset you must “do” or “serve.” 
 Ask yourself these questions on a regular basis and you will find that they will change your behavior: 
 

What did I do to help my leader today? 
 
What did I do to make the lives of my customers easier and better? 
 
What did I do to help make employees more successful than me? 
 
What did I do to make sure that I am taking care of myself and allowing myself to be the 
best leader that I can be? 
 
Did I have fun at work today? 

 
 If you aren’t able to come up with an answer, it’s likely that you are focused on getting other people to 
serve you instead of trying to serve others. Above all, the simplest way you can start being a servant is 
simply by serving. 
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Review Questions 
1. What is not one of the ten guiding principles that leaders must follow to serve the customer? 
  A. Build a customer-centric culture 
  B. Design the zero-friction customer experience 
  C. Create employee-focused marketing 
  D. Focus on personalization for the customer experience of the future 
 
2. There are many ways you can take care of yourself. Which of the following is not a recommended 

strategy? 
  A. Fill your spare time with hobbies and passions 
  B. Focus on eating nutritious and healthy foods and exercise regularly 
  C. Check email and social media often, in order to avoid a backlog 
  D. Invest in getting regular massages 
 
3. Which statement regarding humility and vulnerability is false? 
  A. Leaders who sit at the top of the corporate pyramid are the ones who are the most important 
  B. You can’t serve without having humility and vulnerability 
  C. When you believe that you are the smartest or the best person in the room, you treat everyone 

else and their ideas as inferior to yours 
  D. If you believe that you are a great leader who never makes mistakes, the servant mindset will 

be a very difficult concept to understand and practice 
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Review Answers 
1. A. Incorrect. One of the ten guiding principles that leaders must follow to serve the customer is to 

build a customer-centric culture. Companies need to focus on the culture first before they think 
about the external experience of the customer. Culture is often the missing link for companies who 
struggle with customer experience. 

 B. Incorrect. One of the ten guiding principles that leaders must follow to serve the customer is to 
design the zero-friction customer experience. In some areas of customers’ lives they are getting 
zero-friction, seamless customer experiences. But in other areas customers are required to provide 
too much effort. Zero friction should be the goal. 

 C. Correct. Creating employee-focused marketing is not one of the ten guiding principles that leaders 
must follow to serve the customer. The opposite is true. Companies must create customer experi-
ence-focused marketing. Marketing now has more influence than ever as customers increase the 
number of channels they want to engage on. It’s an opportunity for marketing to serve. 

 D. Incorrect. One of the ten guiding principles that leaders must follow to serve the customer is to 
focus on personalization for the customer experience of the future. In the future, the companies that 
leverage data to personalize the individual experience are the ones that will win customers. These 
are companies that anticipate future needs and create tailored experiences for the individual. 

 
2. A. Incorrect. This is a recommended strategy. One way to take care of yourself is fill your spare time 

with hobbies and passions. These are different for each person, but whatever brings you joy should 
be included. 

 B. Incorrect. This is a recommended strategy. To be at your best, you should focus on eating nutritious 
and healthy foods and exercise regularly. 

 C. Correct. This is not a recommended strategy. The opposite is true. A better strategy is to check 
email and social media once a day and disable all notifications to your phone. 

 D. Incorrect. This is a recommended strategy. Getting regular massages is just one way you can find 
to relax. Other ways might be to get at least seven hours of sleep per night and make time for regular 
outings with your friends or spouse. 

 
3. A. Correct. This statement is false. For decades we have taught and practiced this concept that leaders 

who sit at the top of the corporate pyramid are the ones who are the most important. This was the 
era of the “celebrity leader,” and it’s over. 

 B. Incorrect. This is a true statement. You can’t serve without having humility and vulnerability. 
 C. Incorrect. This is a true statement. When you believe that you are the smartest or the best person in 

the room, you treat everyone else and their ideas as inferior to yours. This is no way to lead now or 
in the future. 

 D. Incorrect. This is a true statement. If you believe that you are a great leader who never makes 
mistakes, who always makes the best decisions, and who should never be questioned or challenged, 
then the servant mindset will be a very difficult concept to understand and practice. Simply put, 
you have to get over yourself.  
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Chapter 15 

The Global Citizen 
 
Learning Objectives 

 Determine how many cross-cultural experiences are generally required for leaders to develop stra-
tegic thinking 

 
Introduction 
Ilham Kadri is the CEO of Solvay, a materials and specialty chemical company with about 24,500 employ-
ees globally. Ilham was raised in Morocco by her illiterate grandmother, who was also her first role model. 
As a child she was told that girls in Morocco have two exits in their life. The first is from their parents’ 
home to their husband’s home and the second exit is to the grave. Ilham’s grandmother encouraged her to 
find a third exit, which she did in the form of education, majoring in mathematics and physics. She received 
her master’s degree in 1991 and her PhD in 1997. 
 Ilham has negotiated large contracts in Japan and Latin America, managed projects in the Middle East 
and Africa, overseen expansions of projects in Kenya, Ghana, and Nigeria, led marketing projects in Bel-
gium, helped open a new office in North Carolina, studied in Canada and France, and the list goes on. She’s 
lived in more than 15 locations around the world. 
 She learned the importance of patience when working in Japan, that a verbal commitment is just as 
important as a written one in Saudi Arabia, the importance of going slow to go fast in Africa, that nothing 
is impossible in China, what entrepreneurship is in the United States, and the importance of balancing a 
healthy life in Europe. 
 During our interview Ilham shared a great story of how she earned the nickname “Water Lady” while 
leading the water business for Dow in EMEA (Europe, the Middle East, and Africa). She negotiated a large 
deal between Saudi Arabia and the United States to build the region’s first reverse osmosis plant. With her 
knowledge and experience of both cultures, she bridged both worlds and their different speeds and culture. 
The result was a successful deal for everyone. 

 
Ilham is the type of person you can drop anywhere in the world and she will be able to lead. 
She learned to be open to the ideas of others, to surround herself with people who are not like 
her, and to respect and understand different cultures and ways of doing things. This has been 
crucial to her growth and her success. As Ilham told me: 

 
Being a global citizen is not automatically about living in different countries or traveling all the 
time. It’s about having a global mindset. You have to be open to other people and ideas and 
to respect the diversity of cultures, religions, ethnicities, races, thoughts, and orientations. 
This is essential for the future leader. Leaders must be curious connectors and understand the 
perspectives of those who are not like them, use those perspectives, and adapt to different 
ways of doing things. Listening to this diversity as well as including it, appreciating the richness 
of humanity, makes me more balanced, more grounded, and more impactful. People still buy, 
sell, and work with people, so being a global citizen means you understand people, all people. 

 
The Benefits of a Global Citizen Mindset 
Leaders who embody the mindset of a global citizen are able to think globally, lead a team of diverse and 
distributed employees, spread ideas and messages across the globe, and find and attract the best talent re-
gardless of where they might be. In today’s connected and rapidly changing world, it’s almost impossible 
to think locally, regionally, or even nationally. Instead you must think globally. 
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 Organizations no longer need to open entire offices in new locations to be able to enter a market. In-
stead, small and nimble teams can work out of their homes or co-working facilities in order for the company 
to be able to claim they have a “presence” in a certain part of the world. Not only do leaders need to consider 
how to enter new markets, but they must also understand how to spread ideas and messages and how to 
find the best talent, regardless of where in the world they might be. 
 

”You can’t be a leader of a world-sized organization without having a world-sized mindset.” 
That’s what Glenn Fogel told me; he is the CEO of Bookings Holdings, the company behind 
OpenTable, Bookings.com, Priceline.com, and several others. They employ around 25,000 peo-
ple around the world. 

 As I discussed earlier, this means thinking about culture just as much as it means thinking about dis-
tance. This, of course, is crucial for CEOs and other senior executives, but it’s also important for leaders at 
any level if they want to continue to grow and excel in their careers. To use another chess analogy, thinking 
globally means being able to see the entire chessboard instead of the one section where you think the action 
is happening. It also means being able to play against opponents with different styles and approaches to the 
game. 
 It doesn’t matter how small or large your company is. I work with a team of ten people, most of whom 
I’ve never met. They live in various cities in the United States and in places like Serbia, Macedonia, and 
the Philippines. Through technology, we are all able to work together to achieve the goals of the business. 
As a new or existing leader, you have to work with, communicate, collaborate, and lead individuals who 
don’t think like you, look like you, act like you, or believe in the same things that you believe. This sounds 
a bit scary to many leaders, but you’re not one of those leaders, are you? For you, this sounds like an 
opportunity. 

 
L’Oréal is an entire company filled with global citizens. After doing some internal research, 
they found that leaders with multicultural backgrounds excelled in five specific areas: recog-
nizing new product opportunities, preventing losses in translation, integrating outside perspec-
tives and ideas, mediating with leadership, and aiding in communication between subsidiaries 

and headquarters. After discovering this in the 1990s, L’Oréal started specifically recruiting individuals 
with mixed cultural backgrounds into leadership roles. They credit this with being able to transform L’Oréal 
from a French company to a truly global one that sells products all over the world. In fact, half of its global 
sales comes from new markets outside of North America and Western Europe. Today they are present in 
150 countries, have 34 international brands, and employ almost 100,000 people. By having a team of global 
citizens, they more effectively understand the needs of their employees, their customers, and the markets 
in which they serve (Deloitte, 2015). 
 According to Jean-Paul Agon, chairman and CEO of L’Oréal, “A diversified workforce in every func-
tion and on all levels strengthens our creativity and our understanding of consumers and it enables us to 
develop and market products that are relevant” (L’Oréal Group, n.d.). 
 Not having a global citizen mindset can also be quite costly. A number of years ago, the leaders at 
Disney decided to open a theme park in Paris called Euro Disney. The leaders assumed that everything that 
worked in the wildly successful American theme parks would also work in Europe. Unfortunately, this 
wasn’t the case. For starters, the currency used in Paris is the euro, which means that the name of the park 
was literally “Dollar Disney.” Paris is also a culinary hotspot, so guests at the park found it rather insulting 
to have to use plastic cutlery in the restaurants. Euro Disney also banned alcohol in a part of the world 
where having wine with lunch is a common practice. In the first two months of the park opening, 10% of 
the total staff simply quit because leaders assumed that the same approach to teamwork that worked in the 
United States would work in Paris. It didn’t. Several worker strikes also made things difficult for the com-
pany and the leaders who ran it. The entire operation almost went bust, but Euro Disney borrowed $175 
million in two years of operation, simply to stay alive. The list of mistakes made with Euro Disney extends 
far beyond what is described here. The park has since been renamed Disneyland Paris and has recovered. 
Disneyland in 2018 announced a further investment of $2 billion euro to expand and enhance it (Global 
Mindset, n.d.). 
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 Decades ago, global leaders like Jack Welch, the former CEO of GE, didn’t need to be global citizens. 
Instead, these leaders were able to create successful organizations with more limited perspectives and ap-
proaches. Even Jack Welch said, “The Jack Welch of the future cannot be like me. I spent my entire career 
in the United States. The next head of [General Electric] will be somebody who spent time in Bombay, in 
Hong Kong, in Buenos Aires” (Decarufel, 2018). 
 For the first time since 2015, in the 16th annual Forbes Global 2000 list, which includes publicly traded 
companies from 60 countries, China and the United States split the top 10. China is home to 291 companies 
on the Global 2000 list while the United States has 560. South Korea, Japan, and the UK were also among 
the five countries with the most companies on the list (Forbes, 2019). We all live and work in a new globally 
connected and dynamic world, which means we need leaders who truly embrace the global citizen mindset. 
Every leader must be a global citizen. 

 
Jeff Green is the CEO of the Trade Desk, a technology advertising company with around 1,000 
people globally. He summed up having a global mindset quite well: 
 
You have to have the skill to navigate differences, as well as to celebrate them, so that we can 
respect cultures from around the world and respect different perspectives. As you bring peo-
ple from around the world together to share in a common vision, leaders of the future will 
have to navigate that so much more frequently than they do today. The era of isolationism, if 
you will, is coming to a close, because we’re just proving again and again that it doesn’t work. 
If you don’t respect the fact that our economy is a global economy, and not just respect but 
embrace the fact that our economy is a global economy, then it becomes almost impossible 
to be successful. In the future, there is no such thing as an American company; there are only 
global companies that happen to be based in the United States. If you don’t have the cultural 
sensitivity to rally resources from around the world, it becomes almost impossible to be suc-
cessful at any large scale. 

 
How Leaders Can Develop the Mindset of the Global Citizen 
Just because you are a part of a global company doesn’t make you a global citizen, and neither does eating 
at new ethnic restaurants in your neighborhood. What’s required here is truly a different way of thinking 
and acting. Ask yourself, how would you do right now if you were plucked out of your current environment 
or geographic location and put into another one, especially one that is foreign to you? Would you be lost, 
confused, and ultimately struggle, or would you be able to adapt and ultimately succeed? 
 Some of the skills and mindsets in this book will inherently help you become a global citizen. For 
example, thinking like an explorer and practicing emotional intelligence are both powerful contributors. 
However, there are also other things you can do. If your situation allows for it, one of the best things you 
can do is to learn to lead from different perspectives, and the best way to do this is by experiencing those 
perspectives. This means traveling to, living in, and/or seeing different parts of the world and, perhaps more 
importantly, immersing yourself in those places. After all, simply locking yourself in a hotel room won’t 
do much good. This also means leading teams from different departments if you can. If you’ve been a leader 
in a technology company, would you be able to lead a team in healthcare? If you’ve led a manufacturing 
team, would you be able to lead a consumer packaged-goods team? To use a cliché, I encourage you to 
“mix it up.” This requires courage because you might already be successful in your niche and pivoting away 
from that can be a bit intimidating, but it’s what great leaders do. Embrace the uncomfortable to grow. 
 In 2009 William W. Maddux from INSEAD and Adam D. Galinsky from Northwestern University 
published a very interesting study, “Cultural Borders and Mental Barriers: The Relationship Between Liv-
ing Abroad and Creativity.” As the title suggests, they wanted to find out if living abroad had an impact on 
an individual’s creativity. They ran five experiments and found this: “The relationship between living 
abroad and creativity was consistent across a number of creativity measures (including those measuring 
insight, association, and generation), as well as with masters of business administration and undergraduate 
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samples, both in the United States and Europe, demonstrating the robustness of this phenomenon” (Mad-
dux, 2009). 
 I don’t want to make it sound as if you need to live out of a suitcase and travel hundreds of thousands 
of miles each year in order to be a leader; you don’t. Korn Ferry did a study of 271 executives and found 
that in addition to expatriate assignments, just two cross-cultural experiences helped these leaders develop 
strategic thinking, multinational business operations experience, and experience building relationships with 
culturally diverse people. In fact, this study found that living in another country isn’t even a requirement 
for developing multinational operations experiences, but occasionally traveling to new places and regularly 
working with people around the world is. Perhaps the most interesting finding from this study is that leaders 
who were exposed to cultures most unlike their own developed superior thinking capabilities. The study 
uses the example of an American leader being exposed to China as opposed to the United Kingdom (Korn 
Ferry, 2014). The emphasis here isn’t on quantity; it’s on quality. 
 When you see, live in, and visit different parts of the world, you gain access to new insights, ideas, 
experiences, cultures, perspectives, and ways of doing things, both personally and professionally. I’ve had 
the privilege to travel to over 50 countries for work and pleasure and have experienced and learned a great 
deal from these various adventures. Whether it was being followed by the secret police in Tibet, having a 
conversation with a taxi driver in Uganda about American pop culture, dealing with office politics during 
a presentation in Sao Paulo, being hustled for $100 on the streets of Berlin, trying to order food off a non-
English menu in Chengdu, or trying to remember how many cheek kisses you’re supposed to give in Italy 
or Peru, all of the experiences, both good and bad, personal or professional, allow me to see the world in a 
new way. If your organization allows for these opportunities, take advantage of them, especially if you are 
a younger leader. 
 You should also actively seek out others who are different than you. I stress the word “actively” here 
because I’m not just talking about being okay as a part of a diverse team, I’m talking about asking for it 
and demanding it. You can’t possibly cultivate a global citizen mindset if you are surrounded by older white 
men wearing suits (especially if you’re an older white guy in a suit!); it’s just not going to happen. Actively 
seek to be a part of and to create teams of individuals with physical and cognitive diversity, people who 
come from different backgrounds and cultures, who have a mix of skills and perspectives, religions, sexual 
orientations, and people who are not just going to agree with everything you say. This same concept applies 
to your broader network and can even extend to whom you surround yourself with outside of work. Do you 
have enough diversity around you? It takes courage to do this, and you and I both know that you have it. 
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Review Questions 
1. Disney made a number of mistakes when they opened Euro Disney. Which of the following is not one 

of those mistakes? 
  A. Naming the park Euro Disney 
  B. Providing plastic cutlery in the eateries 
  C. Banning alcohol in the park 
 D. Renaming the park Disneyland Paris 
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Review Answers 
1. A. Incorrect. This was one of the mistakes made. The currency used in Paris is the euro, which means 

that the name of the park was literally “Dollar Disney.” 
 B. Incorrect. This was one of the mistakes made. Paris is a culinary hotspot, so guests at the park found 

it rather insulting to have to use plastic cutlery in the restaurants. 
 C. Incorrect. This was one of the mistakes made. Euro Disney banned alcohol in a part of the world 

where having wine with lunch is a common practice. 
 D. Correct. This is not one of the mistakes made. Renaming the park Disneyland Paris contributed to 

its recovery. Disneyland in 2018 announced a further investment of $2 billion euro to expand and 
enhance it. 

 
 



 

 
Chapter 16 

How Well Are We Practicing These Mindsets Today? 
 
Learning Objectives 

 Select the percentage of managers that feel that they are practicing the mindsets for the future leader 
reasonably well 

 
Introduction 
The explorer, the chef, the servant, and the global citizen: from the perspectives of over 140 CEOs around 
the world, these are the four most essential mindsets that leaders of the future must have in order to be 
successful over the next decade and beyond. Success, by the way, doesn’t just mean making more money; 
it also means having a positive impact and making the world a better place. It means being the lighthouse 
that guides others. 
 How many of these mindsets do you practice well on a regular basis? If you can master them and teach 
others to do the same, then you will be on your way to future-proofing yourself and truly becoming a great 
leader. But how well are we collectively practicing these mindsets in the corporate world today? 
 To answer this, we turn to the survey of almost 14,000 LinkedIn members around the world who self-
identified as being employed full-time. Let’s start very high level (Figure 16.1). Keep in mind that these 
numbers are totals, meaning that each column counts the responses of everyone who took the survey. 
 

How Well Are Companies Practicing the Mindsets for the Future Leader? 
 

 
 

Figure 16.1 How well are companies practicing the mindsets for the future leader? 
 
 Most employees across all levels think they are doing a pretty good job of practicing these mindsets, 
with 69% scoring in the top two categories. Not bad. But when asked about their managers and senior 
executives, 57% of managers and 58% of senior executives were ranked in the bottom two categories. 
Perhaps the scariest number is that only 6% of managers and 9% of senior executives were ranked as prac-
ticing these four mindsets “very well.” 
 I wanted to compare these responses across three layers of organizations: individual contributors (ICs), 
managers, and senior executives. (See Figure 16.2; note that responses with “not sure” or “not applicable” 
were left out.) The idea here is to see if there are any gaps between seniority levels and, if so, how big those 
gaps are. 
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Practicing the Mindsets for the Future Leader: 
Individual Contributors vs. Managers vs. Senior Executives 

 

 
 

Figure 16.2 Practicing the mindsets for the future leader: comparisons. 
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 This is where some interesting things really start to appear. Individual contributors put 60% of their 
managers and 61% of their senior executives in the bottom two categories of “not well at all” and “some-
what well” for practicing these mindsets. Managers put 59% of their senior executives in that same group-
ing. These are shockingly high numbers. Only 8% of ICs said managers are practicing these mindsets “very 
well,” and the number was slightly higher for senior executives at 9%. Even managers said that only 8% of 
senior executives are practicing these mindsets “very well.” You can see just how large these gaps are 
across the board in the corresponding columns in the chart. 
 The data collected on these mindsets reveals a few things. 
 
Mind the Gaps 
One of the consistent themes that emerged around the mindsets is that leaders (managers and senior exec-
utives) think they are doing a far better job of practicing them than they really are. This is not only true for 
the mindsets collectively but I also found this to be true when looking at each specific mindset separately. 
While 69% of managers would say they are practicing these mindsets “reasonably well” or “very well,” 
individual contributors put managers at 39%. Senior executives put themselves at 73% for these same two 
categories while individual contributors put this number at 38% and managers have it at 39%. These gaps 
can be seen across all of the mindsets, seniority levels, and categories of responses. As we saw in the trends 
section, the perspectives of managers and senior executives is nowhere near aligned with the perspectives 
of those who work for them or with them. 
 Although the scores across the board for leaders were quite poor, for managers and senior executives, 
the mindset they struggle with the most is the Servant. The mindsets for which managers had the highest 
score was the Explorer and the Global Citizen; both had 40% in the top two categories. The mindset in 
which senior executives scored the highest by far was the Global Citizen, with ICs and managers putting 
their senior executives at 41% and 44%, respectively, for the top two categories. 
 However, for a future leader, embracing the mindsets outlined in this section is just a part of the equa-
tion. It’s also crucial for everyone around you to know that you are embracing and practicing these mindsets 
as well. The research shows that there is clearly a lack of alignment, communication, collaboration, and 
even perception around what these mindsets are and what it means to practice them. Leaders must under-
stand that perception is reality.  Remember, the lighthouse helps all ships navigate to their destination 
safely. Today, these ships are crashing into the rocks and are sailing around aimlessly. We need brighter 
lights. 
 
The Seniority Curse 
Another consistent theme seen across the mindsets is not just that there is a disconnect among managers 
and senior executives but that the more senior you are, the more disconnected you are from the rest of the 
organization. Senior executives typically think they are practicing these mindsets far more effectively than 
perceived by those who work for and with them. This is the typical ivory tower problem that has plagued 
leaders for many decades. In business we often joke that leaders “don’t get it” and that they are a bit aloof 
and disconnected from the rest of the workforce, but data that supports this has been relatively sparse, until 
now. This data clearly shows the disconnect between the most crucial mindsets that leaders of the future 
must possess. This is one of the reasons why we are seeing such a big shift to openness, authenticity, trans-
parency, purpose and meaning, caring, and the like. It’s because by focusing on these things, we create 
more human organizations where leaders are more in touch with those around them at all levels. 

 
Isabelle Kocher is the CEO of ENGIE, a global low-carbon energy and services company, with 
over 160,000 employees around the world. She said this rather eloquently: 
 
It is crucial for a leader not to be a prisoner in an ivory tower. Leaders must be aware of the 
challenges facing their organization and be in touch with what their employees and customers 
care about and value. You cannot lead alone from the top; you must lead from the bottom 
with your people. The ivory tower will not fall by itself; as a leader, you must tear it down. 
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 We must replace the ivory tower with the arena, where we are all “in it” together. 
 On April 23, 1910, Theodore Roosevelt gave one of the most famous speeches in history, which became 
known as “The Man in the Arena.” In the speech he said: 
 

It is not the critic who counts; not the man who points out how the strong man stumbles, or 
where the doer of deeds could have done them better. The credit belongs to the man who is 
actually in the arena, whose face is marred by dust and sweat and blood; who strives valiantly; 
who errs, who comes short again and again, because there is no effort without error and 
shortcoming; but who does actually strive to do the deeds; who knows great enthusiasms, the 
great devotions; who spends himself in a worthy cause; who at the best knows in the end the 
triumph of high achievement, and who at the worst, if he fails, at least fails while daring 
greatly, so that his place shall never be with those cold and timid souls who neither know 
victory nor defeat. 

 
 As a future leader you must constantly ask yourself if you’re in the arena with the rest of your team. If 
not, you’d better jump in, and quickly. 
 
Around the World 
Which countries are doing the best and the worst job of practicing these collective mindsets? I looked at 
the top two categories of “reasonably well” and “very well,” along with the bottom two categories of “some-
what well” and “not well at all.” In Figures 16.3 and 16.4, you can see the responses across countries to the 
three questions of “How well do you think you are practicing these mindsets?” “How well do you think 
your managers are practicing these mindsets?” and “How well do you think your senior executives are 
practicing these mindsets?” 
 Respondents collectively think they are doing a pretty good job of practicing these mindsets, with Brazil 
far surpassing every other surveyed country. However, when we start to break things down a bit by man-
agers and senior executives, we can see how drastically the numbers change. Around the world, only 36% 
of managers are practicing these mindsets either “reasonably well” or “very well.” This number is slightly 
higher for senior executives around the world at 38%, but mainly because of the high scores in Brazil. 
Without Brazil, these numbers are closer to 30%. 
 Collectively, people in Brazil and DACH (Germany, Austria, Switzerland) believe they are doing the 
best job of practicing these mindsets, with the other countries trailing behind. Managers in these parts of 
the world also received higher scores, with China being far behind the other countries. When it comes to 
senior executives, Brazil and India are at the top of the pack and Australia and the UK are the laggards. It’s 
interesting that most people typically turn to the United States when it comes to looking at things like 
leadership, innovation, and workplace practices, yet the United States didn’t score at the top for any of the 
demographics. 
 Figure 16.4 shows a similar chart, but instead of looking at the top two categories it looks at the bottom 
two categories. Not surprisingly, China had the greatest percentage of people who scored in the bottom two 
categories, with India, the UAE, and Australia trailing them. Looking at managers, Brazil and DACH had 
the smallest percentage of managers score in the bottom two categories, whereas China and Australia had 
the most. For senior executives, Brazil and India had the smallest percentage in the bottom two categories.  
 Again though, if we look at the United States and even some parts of Europe, those areas of the world 
didn’t score as well as most would assume. Around the world, 57% of all managers scored in the bottom 
two categories and 58% of senior executives scored in the bottom two categories. 
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How well are you, your managers, and 
senior executives practicing these mindsets? 

(“reasonably well” and “very well”) 
 

 
 

Figure 16.3 Practicing the mindsets for the future leader: comparisons by country. 
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How well are you, your managers, and 
senior executives practicing these mindsets? 

(“somewhat well” and “not well at all”) 
 

 
 

Figure 16.4 Practicing the mindsets for the future leader: further comparisons by country. 
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 Take a moment and think about what these numbers mean: that the vast majority of employees around 
the world show up to work each day for and with leaders whom they believe are not explorers, chefs, 
servants, or global citizens. How can we be led by individuals who don’t practice curiosity, humility, and 
vulnerability, being service oriented, perpetual learning, embracing technology, thinking globally, agility 
and nimbleness, being purpose-driven and caring, having a growth mindset, open-mindedness, and embrac-
ing diversity? What kind of an environment does this create for the billions of employees around the world 
who work for these types of leaders? We should be furious, disappointed, and quite honestly embarrassed 
that this is the type of world we work in. But most of all, we should be determined and hopeful that we can 
change. These mindsets are not just “nice to have,” they are crucial for your success as a leader and at scale 
for the grander success of your organization. We have created a workforce of zombies, but thankfully 
there’s a cure—that is, if you as a leader are willing to administer it. 
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Review Questions 
1. In a survey of almost 14,000 LinkedIn members around the world, what percentage ranked themselves 

in the top two categories (“reasonably well” and “very well”) when asked how well they think they are 
practicing the mindsets of the future leader? 

  A. 18% 
  B. 27% 
  C. 51% 
  D. 69% 
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Review Answers 
1. A. Incorrect. When asked how well they think they are practicing the mindsets of the future leader, 

18% of employees did not rank themselves in the top two categories. This number reflects only 
those who ranked themselves in the top category of “very well.” 

 B. Incorrect. When asked how well they think they are practicing the mindsets of the future leader, 
27% of employees did not rank themselves in the top two categories. This number reflects those 
who ranked themselves as “somewhat well.” 

 C. Incorrect. When asked how well they think they are practicing the mindsets of the future leader, 
51% of employees did not rank themselves in the top two categories. This number reflects only 
those who ranked themselves in the category of “reasonably well.” 

 D. Correct. When asked how well they think they are practicing the mindsets of the future leader, 
69% of employees ranked themselves in the top two categories. This number includes 51% who 
responded “reasonably well” and 18% who responded “very well.” 
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Chapter 17 
The Futurist  

 
Learning Objectives 

 Identify the series of questions that you can ask yourself in order to think like a futurist 
 
Introduction 
Mindsets are about how leaders of the future need to think, but in this section on skills we’re going to 
specifically look at the things the leaders of the future need to know how to do. Again, these were identified 
from the over 140 CEOs I interviewed as being most crucial for leaders in the coming ten years (see Figure 
17.1). 
 Hari Seldon is a mathematics professor at Streeling University on the planet Trantor and is known for 
developing psychohistory, a science that combines the disciplines of mathematics, history, and sociology 
to probabilistically predict the future of the galactic empire (it only works at a massive scale, not for a single 
person or small groups). This was the premise for one of my favorite science fiction series, called Founda-
tion, written by Isaac Asimov. Through the series readers get taken on a journey of how psychohistory is 
used to influence world events, and it’s a fascinating read. Hari is the ultimate example of a futurist, even 
though he’s a fictional character. 
 When most people think of a futurist, they think of someone who predicts the future, like Hari, but 
nothing could be further from the truth. In the business context we frequently hear of this desire to “look 
around corners.” Instead, futurists help make sure that individuals and organizations are not surprised by 
what the future might bring. This was ranked by CEOs as the number-one skill that leaders of the future 
must have. But how is this done? 
 

5 Skills for the Future Leader 
 

 
 

Figure 17.1 Five skills for the future leader. 
 
 There are more possible moves in a game of chess than there are atoms in the universe. It’s a game of 
virtually unlimited combinations and possibilities and no two games are ever identical unless done on pur-
pose. In a game of chess, the first dozen or so moves are referred to as the “opening.” In this stage of the 
game, top grandmasters look at various potential first moves that they and their opponent can make. Obvi-
ously, they can’t predict exactly what move their opponent will play, but with strong opening preparation 
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they will have an idea of what their opponent might play and as a result they are rarely surprised. Of course, 
every now and then a novelty makes its way onto the board that takes the grandmaster “out of book” (mean-
ing out of their preparation). When this happens the grandmaster relies on his or her knowledge of the game, 
previous experience, pattern recognition, and intuition. Thinking like a futurist is about looking at different 
possibilities and scenarios, as opposed to picking one and sticking with it. In a sense you’re actually looking 
around many corners so that when your path takes you down one of them, you will know what to expect. 
The pace of change is one of the most profound trends and challenges shaping the future of leadership. 
With things changing so quickly, leaders must be able to respond to and ideally anticipate change and have 
plans in place. This is especially crucial to do not when your business is struggling but particularly when 
it’s thriving and you and your team might get complacent.  

 
Alfredo Perez is the CEO of Alicorp, a Peruvian food production company with 10,000 em-
ployees. I was fortunate to meet with Alfredo and his team in Peru, where they brought me in 
to give a talk. He told me: 
 
The fact is that adapting to change is not enough; we need to lead change and create the future. 
Adapting is keeping your head above water, but leading and creating is sailing on top of it. As 
leaders, we need to balance pragmatism and speed with careful consideration for the implica-
tions of our decisions for our companies and our people in contexts that are always new. Lead-
ers who think of adapting are already behind; leaders who think of creating are the ones who 
will succeed. 

 
 Futurists use a framework to help them think about and visualize these possibilities known as “the cone 
of possibilities” (see Figure 17.2). Imagine that you are peering through the narrow end of a cone. This 
represents the closest time horizon, which might be a few days, weeks, or maybe even a year. The shorter 
the time horizon, the more predictable things usually are, which also means the fewer scenarios or possi-
bilities you need to be considering. As you peer farther out into the cone, the time horizon expands and the 
cone gets wider, meaning that the number of scenarios and possibilities you need to consider starts increas-
ing. There are several types of possibilities you need to consider. The first is a set of possible but not likely 
scenarios, the second is possibilities likely to happen, and the third is what you want to happen. 
 

Cone of Possibilities 
Think Like a Futurist 

 

 
 

Figure 17.2 Cone of possibilities. 
 
 These different possibilities can be rather subjective and depend on several factors, including your 
ability to identify patterns, how “plugged in” and aware you are of relevant trends, and spending time 
scanning for signals that might give you a clue into what the future might bring. For leaders this means that 
you have to be more connected than ever to your network, which includes customers, employees, and even 
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your competitors. When I studied foresight at the University of Houston, this was one of the most useful 
and powerful frameworks that we were taught and I use it regularly. Of course, there is far more than can 
be written about the tools and models that futurists use and one can even obtain a master’s degree in fore-
sight. But this “cone of possibilities” is perhaps the most useful and practical tool you can start to implement 
to think like a futurist. 
 
How a Futurist Thinks 
Let’s walk through a rather practical example around AI and jobs. If you were to look at the narrow part of 
the cone, then it’s rather clear that tomorrow, next week, next month, and even through the end of the year, 
things will look relatively similar to the way they are now. You won’t wake up one day to find that all of 
the workers at your company have been replaced by bots or that the jobs apocalypse has finally arrived. But 
let’s say that you are looking farther out into the future, perhaps five years or ten. Now, all of a sudden, the 
picture changes. 
 What might be a possible but not likely scenario here? With the continued advancement and investment 
in technology, I’d argue that the status quo is a possible but not a likely scenario. In other words, things 
won’t be exactly as they are now. What is a likely scenario? One might be that in five years we see tech-
nology remove many routine jobs and displace workers in some industries, but that this displacement won’t 
be as dramatic as many believe. Instead, many new jobs will be created and the overall impact on jobs will 
balance out. What is a scenario you want to see happen? Personally, I’d love to see routine and mundane 
jobs get replaced and the workers who used to do those jobs get retrained and upskilled to focus more on 
human-based tasks such as strategy, client advisory, and relationships. 
 This is a powerful technique that futurists use to help them think about, explore, and plan for the future. 
In fact one of the things that futurists do is host scenario planning workshops to walk through this (and 
other) approaches. Of course you can come up with several possibilities and scenarios in each one of these 
buckets and you might find that the future might be a combination of the various possibilities you anticipate. 
 This is a rather simplified and basic explanation of how the cone of possibilities is used, but it’s still a 
rather helpful framework that leaders should learn to use. The point is to get you to think in terms of possi-
bilities and scenarios instead of focusing on a single possibility and scenario, which is what most leaders 
today are comfortable with doing. Here’s a simplistic big picture example: let’s say that you believe that 
over the next ten years millions of jobs around the world will be displaced, including those at your organi-
zation, and that your business strategy is based on that assumption. You invest in various technology and 
automation programs, prepare to cut jobs, and stop focusing on anything related to employee experience 
such as workspace design, culture, leadership, or health and wellness initiatives. A few years go by and it 
appears that even though technology has become more integral to your business, the human component is 
what your business ultimately runs on. Your customers still want to transact with humans, perhaps AI didn’t 
advance as fast as some predicted, and now it appears that it’s the human aspect of work (not technology) 
that will determine your success. Unfortunately, you’ve spent the past several years redesigning your or-
ganization to be less human and now you’re in trouble. You made the mistake of picking one corner and 
walking around it instead of thinking about the many corners that you might walk around. 
 The future leader must be comfortable and adept at thinking in terms of different possibilities and sce-
narios and have plans in place should one of them come to fruition. As a leader you should focus on mini-
mizing being surprised by what the future might bring. The framework above can be applied at a large or 
small scale. Thankfully, this is an area where technology can be a great aid. 

 
Michael Kasbar is the chairman and CEO of World Fuel Services, a global fuel logistics com-
pany with over 5,000 employees. Here’s how he put it: 
 
For many years, leaders made decisions and created strategies based on instinct and intuition. 
This is, of course, still important today but now we have the addition of data and technology 
that can help us determine if we are moving in the right direction. For leaders of the future, 
it’s not about picking a single path and sticking to it; it’s about exploring many paths at the 
same time, seeing around many corners to understand the best way forward. 
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 Many leaders today are also constantly asking, “What is the future of work?” I know this because it’s 
one of the most common questions that they ask me. This question makes two dangerous assumptions that 
are not correct. The first is that there is a single future and the second is that the future is something that 
happens to us. As I explained above, there is no such thing as a single future that is guaranteed to happen, 
so get that way of thinking out of your head. When we talk about the future as something that is going to 
happen to us, it is reminiscent of someone who is about to get punched in the stomach and all they can do 
is brace themselves for impact. But that future is not something that happens to us; it’s something that we 
can help design, shape, and create. For leaders in the coming decade, part of thinking like a futurist means 
dispelling these two faulty assumptions and putting themselves in the driver’s seat, not by asking, “What is 
the future of work?” but “What is the future of work that I or my organization want to see happen, and how 
are we going to make it happen?” In the wise words of Abraham Lincoln, “The best way that you can 
predict the future is to create it.” 
 

Tom Wilson is the chair, president, and CEO of the Allstate Corporation, an insurance company 
with over 43,000 employees and 10,000 agency owners who operate like independent contrac-
tors. According to Tom, “Leadership is about shaping the future, not just reacting to trends. 
Anybody can react to trends; the question is whether you can see and shape a better future. 

That’s what leaders do.” 
 
How Leaders Can Develop the Skill of the Futurist 
Interestingly, many of us practice this skill in some form in our personal lives; we just don’t realize we’re 
doing it. Think of a time you went on a first date, had a child, bought your first house, or made any number 
of other decisions or life choices. When going through these things you start to ask yourself questions like, 
“Do I see a potential future with this person beyond the first date?” “What might a life with this person look 
like?” “What might the property value be in this neighborhood over the next ten years if we buy here?” 
“What happens if it goes up or goes down a lot?” In other words, you are already thinking about different 
scenarios and possibilities and mapping them out in your head. But for some reason, when we show up to 
work, most of us shut off this skill. 
 The field of foresight has a lot of components to it but from a high level the best way that you can start 
thinking like a futurist is by asking yourself a series of questions when presented with decisions you need 
to make. You will find that these questions can be applied to something as large as shifting the strategic 
direction of the organization or to something as small as how you want to host a meeting. Here are the 
questions I want you to consider:  

 Why might “this” happen or not happen? 
 What else might happen? 
 What do I want to happen and how can I make it happen? 
 What factors might influence why this will or won’t happen? 

 
 Start with these four questions, and if you ask them regularly when making decisions, the way you 
think will change. 
 Another practical and useful thing you can do is learn how to play a game like chess. It might sound a 
bit strange to learn how to play a game in order to become a better leader, but it works. Top chess grandmas-
ters like Garry Kasparov have written books on the many ways in which chess concepts and principles can 
be applied to business and specifically to leadership. Learning a game like chess forces you to think in 
terms of scenarios and possibilities. It forces you to look for patterns, teaches you how to work with com-
puters for preparation, and helps you think strategically and tactically. 
 The last piece here is to remember to use the cone of possibilities. It’s actually helpful to conduct small 
sessions or larger workshops to walk through these types of futurist tools and frameworks. However, some 
leaders just do quick mental visualizations as well, just like chess grandmasters pondering their next move. 
 Remember, there’s no such thing as a single future, and the future isn’t something that happens to you; 
it’s something you create. What kind of future do you want to build and how are you going to build it? 
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Review Questions 
1. What is not included in the cone of possibilities? 
  A. Possible but not likely 
  B. Cannot possibly happen 
  C. Want to happen 
  D. Likely to happen 
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Review Answers 
1. A. Incorrect. “Possible but not likely” is included in the cone of possibilities. This model includes 

several types of possibilities you need to consider. The first is a set of possible but not likely sce-
narios, the second is possibilities likely to happen, and the third is what you want to happen. 

 B. Correct. “Cannot possibly happen” is not included in the cone of possibilities. The very name—
cone of possibilities—indicates that this answer is incorrect. The model includes several types of 
possibilities you need to consider. The first is a set of possible but not likely scenarios, the second 
is possibilities likely to happen, and the third is what you want to happen. 

 C. Incorrect. “Want to happen” is included in the cone of possibilities. This model includes several 
types of possibilities you need to consider. The first is a set of possible but not likely scenarios, the 
second is possibilities likely to happen, and the third is what you want to happen. 

 D. Incorrect. “Likely to happen” is included in the cone of possibilities. This model includes several 
types of possibilities you need to consider. The first is a set of possible but not likely scenarios, the 
second is possibilities likely to happen, and the third is what you want to happen. 

 
 
 
 
 
  



 

 
Chapter 18 

Yoda 
 
Learning Objectives 

 Select the term that is used for being able to understand the feelings and emotions of another person 
and being able to put yourself in their shoes 

 
Introduction 
First appearing in the 1980s film The Empire Strikes Back, Yoda is the little green character that billions of 
people around the world have come to know and love. He is also one of the most emotionally intelligent 
characters ever created, I suppose he should be; after all, he was apparently 900 years old and trained many 
Jedi during his lifetime. In the Star Wars films, he appears as a guide, mentor, and teacher to many of the 
other characters, who turn to him for his wisdom and connection with the “Force.” 
 Some of his most famous scenes and quotes were all about emotion: 
 

“Fear is the path to the dark side. Fear leads to anger. Anger leads to hate. Hate leads to 
suffering.” 
 
“Remember, a Jedi’s strength flows from the Force. But beware anger, fear, and aggres-
sion. The dark side are they. Once you start down the dark path, forever will it dominate 
your destiny.” 
 
“Use your feelings, Obi-Wan, and find him you will.” 

 
 Leaders of the future must learn to channel their internal Yoda, which means being emotionally intel-
ligent, specifically being able to practice empathy and self-awareness. 
 
Emotional Intelligence (Empathy and Self-Awareness) 
The word “emotional” is rarely used in the same sentence as “leader,” yet many of the CEOs I interviewed 
stated that empathy and self-awareness will be among the most crucial skills that leaders will have to pos-
sess by 2030. In a clearly technology-driven world it’s the focus on human mindsets and skills that will 
perhaps be the most important. Ironically, though, it’s often the human mindsets and skills that are priori-
tized and taught least of all. 
 
Empathy 
Empathy is about being able to understand the feelings and emotions of another person and being able to 
put yourself in their shoes. It’s a bit like taking “yourself” out of your own body and putting it into someone 
else’s. To use a chess analogy, it would be the equivalent of trying to understand the plans of the person 
you are playing against as opposed to purely focusing on your own plans. 
 

On the corner of the whiteboard in his office, Stephen Smith, the CEO of clothing retailer L.L. 
Bean (with over 5,000 employees), keeps his three leadership traits written out so that he is 
reminded to practice them every single day. Number one on that list is empathy, followed by 
transparency and integrity. From Stephen: 
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Historically, empathy has not been a word that’s used in business very often. But to be able 
to put yourself in somebody else’s shoes and to look at any dilemma or any problem, or any-
thing you’re trying to solve from multiple perspectives, is one of the most important things for 
leaders to be able to do. Of course, you also want to build a team that has multiple perspec-
tives as well so that you can find common ground and then get to the best possible solution. 

 
 Empathy is something leaders must practice, whether it’s with an employee working next to you, a 
virtual employee thousands of miles away, a customer, or anyone else you are interacting with in either 
your professional or personal life. According to the “2018 State of Workplace Empathy” report, 87% of 
CEOs in the United States believe that a company’s financial performance is tied to empathy in the work-
place (Businessolver, 2018). In today’s business world, we have done a good job of creating sympathetic 
organizations where employees are good at saying things like “I’m sorry you feel that way.” Unfortunately 
there is very little here that allows for human connection. We are told “I’m sorry” all the time from customer 
service agents, automated phone trees, or even chatbots we might be interacting with. We hear it from retail 
employees, from doctors, or airline gate agents. Enough. 
 As a leader, empathy comes into play in many scenarios such as trying to resolve a conflict by under-
standing everyone’s perspectives, developing products or services for customers, improving collaboration, 
creating psychological safety within a team, or just making better business decisions by understanding both 
the business and the human implications. It’s easy for us to judge others, especially in the context of the 
work environment, and this goes for employees at all levels. For example, it’s easy for us to assume that in 
a moment of vulnerability, if someone asks for help at work, the employee is clearly not qualified for the 
job. But an empathetic response to something like that might be, “I understand how you feel; I was in a 
similar situation when I first started working here.” 
 The Center for Creative Leadership conducted a study on empathy in the workplace and found, based 
on a sample of 6,731 leaders, that empathy is positively related to job performance and that “managers who 
show more empathy toward direct reports are viewed as better performers in their job by their bosses” 
(Gentry, 2016). 
 Empathy is the cornerstone of creating a more human organization. 

 
Bradley Jacobs, the CEO of XPO Logistics (whom we met earlier in the book), had a wonderful 
way to describe this: 
 
Being able to look through someone else’s eyes at a situation is a very valuable trait for a 
leader to have. Over time, future leaders must be able to empathize and be dialectical, more 
than we are today. By dialectical, I mean being able to overcome your biases and being flexible 
in your thinking, not rigid. Leaders need to be able to get out of their own heads and under-
stand the perspectives of customers and employees. This ability is essential for future leaders. 

 
Self-Awareness 
In addition to empathy, the other piece of emotional intelligence that came up frequently during my discus-
sions with CEOs was self-awareness, which is about being mindful of your own emotions, feelings, state 
of mind, motives, and desires. I had the opportunity to interview Dr. Tasha Eurich on this topic. An organ-
izational psychologist, she is the New York Times best-selling author of Insight: The Surprising Truth About 
How Others See Us, How We See Ourselves, and Why the Answers Matter More Than We Think, and is one 
of the world’s leaders on the topic of self-awareness. According to Tasha, self-awareness comprises two 
components: internal self-awareness, which is how we see our own values, passions, thoughts, feelings, and 
emotions, and external self-awareness, which is understanding how we are seen by others. 

 
In her research Dr. Eurich and her team found that 95% of people think they are self-aware, but 
only 10–15% of them actually are, which is a huge gap (Eurich, 2018). When I asked Tasha 
why self-awareness was so crucial, her response was profound: 
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I’ll let you in on a well-kept secret: when leaders improve their self-awareness, it creates ripple 
effects. Personally, it makes us better, more promotable performers, better communicators, 
better influencers, and helps us avoid unethical behavior. Interpersonally, it strengthens our 
relationships at work and at home—they have better marriages and raise more mature chil-
dren. There is also evidence that self-aware leaders have more engaged employees: they are 
willing to work harder and are far more committed to the mission. The list goes on. 
 
But if those outcomes are not compelling enough, there’s evidence that self-aware leaders 
actually lead more profitable companies, and companies with large numbers of self-aware 
employees have better financial returns. 
 
My question is this: Why wouldn’t you spend a little bit of time working on something that’s 
going to give you a ripple effect in every area of your life? Another way to think about it: your 
self-awareness will set the upper limit for all of the skills that are important to be successful 
in business in the twenty-first century. The people who know this and work to improve really 
do have a unique edge. 

 
Blue Shield of California is a health-plan provider with around 7,000 employees that serves 
over 4 million members. Their CEO, Paul Markovich, takes the concept of self-awareness to 
heart: 
 
Every weekend, I sit down and think about what roles I want to play. If I want to be a good 
father, a good husband, a good servant of the community, and an effective leader at work, then 
these are the things I’m going to do this week. I plan my week with purpose and that’s been 
effective for me. I have a mission statement and it has guided my choices professionally—
where I want to work, how I want to work. 

 
 To practice the external self-awareness piece, Paul has a coach who interviews his direct reports every 
six months and provides feedback of those interviews to Paul. He then reviews that feedback with his senior 
team and tells them how he is going to address it. Paul says this is crucial in helping him understand how 
he shows up to work and how he is impacting the people around him. 
 According to Daniel Goleman, internationally renowned psychologist and author of the bestselling 
Emotional Intelligence: Why It Matters More than IQ, “Emotional self-awareness is a leadership compe-
tency that shows up in model after model. These are the leaders attuned to their inner signals, recognizing 
how their feelings affect them and their job performance” (Goleman, 2004). 
 In a study of 72 senior executives, the American Management Association found that a high self-aware-
ness score was the strongest predictor of overall success. According to researcher and corporate organiza-
tion psychologist Dr. Becky Winkler, this is because the leaders who are self-aware of their weaknesses are 
able to hire people around them who perform better in the areas where the leaders are lacking. One fasci-
nating aspect of the research found that harsh, hard-driving leaders who are focused on driving results at 
all costs don’t improve the bottom line—they actually diminish it. On the other hand, self-aware leaders 
are able to deliver better financial performance (Winkler, 2019). 

 
Hans Vestberg is the CEO of Verizon Communications, an American multinational telecom-
munications conglomerate with over 152,000 employees around the world. He summed up this 
concept nicely: 
 
The first layer of skills a good leader must master are internal: managing himself or herself as 
an individual human being. This includes physical health, emotional balance, self-knowledge—
everything that you bring along with you to each meeting, each decision, each public event. A 
lot of leaders are tempted to ignore or deemphasize this most basic layer but they do so at 
their peril. 
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 How to be and how others perceive you to be is exactly what being a self-aware leader means. 
 
Other Components of Emotional Intelligence 
Although the CEOs I interviewed specifically identified empathy and self-awareness as the most crucial 
aspects of emotional intelligence, there’s actually a bit more to it which leaders need to be aware of. Daniel 
Goleman is a psychologist, science journalist, and one of the world’s leading experts on emotional intelli-
gence. He was among the first people to propose that emotional intelligence can matter more than IQ (in-
telligence quotient), something he discussed in his best-selling book, aptly titled, Emotional Intelligence. 
According to Daniel emotional intelligence actually has five components: 
 

1. Self-awareness – the ability to recognize and understand your moods and emotions, and how they 
affect others 

2. Self-regulation – the ability to control impulses and moods, and to think before acting 
3. Internal (or intrinsic) motivation – being driven to pursue goals for personal reasons, rather than 

for some kind of reward (the opposite is external motivation) 
4. Empathy – the ability to recognize and understand others’ motivations, which is essential for build-

ing and leading teams successfully 
5. Social skills – the ability to manage relationships and build networks (Goleman, 2004) 

 
 According to research done by TalentSmart, 90% of top performers in organizations are also high in 
emotional intelligence. However, just 20% of bottom performers are high in emotional intelligence (Tal-
entSmart, n.d.). Further research published by the Harvard Business Extension School also cited two ex-
amples that demonstrate the impact that emotional intelligence has on organizational performance. The first 
example is the French pharmaceutical company Sanofi, with over 110,000 employees around the world. By 
focusing on the emotional intelligence skills of its sales force, which included assessments and workshops, 
the performance of the sales professionals increased by 13%. The second example comes from Motorola, 
which saw the productivity of their manufacturing plant staff increase by 90% after introducing emotional 
intelligence training programs (Wilcox, n.d.). 

 
Frances Hesselbein, former CEO of Girl Scouts of the USA, is the recipient of the Presidential 
Medal of Freedom, which is the highest award that any civilian can receive. She also has 23 
honorary doctorate degrees. She turned 100 in 2015 and still continues to advise and coach 
many leaders around the world. I spent a few hours with Frances and she gave me many pearls 

of leadership wisdom, including this one, which I took to heart and believe directly applies to self-aware-
ness: 
 

We spend most of our lives learning how to do, teaching people how to do, and yet we know 
that in the end it is the quality and the character of the leader that determines the performance 
and the results. So leadership is a matter of how to be, not how to do. 

 
 A Harvard Business Review article, “What Makes a Great Leader” (Goleman, January 2004), stated: 
 

The most effective leaders are all alike in one crucial way: they all have a high degree of what 
has come to be known as emotional intelligence. It’s not that IQ and technical skills are irrel-
evant. They do matter, but . . . they are the entry-level requirements for executive positions. 
My research, along with other recent studies, clearly shows that emotional intelligence is the 
sine qua non of leadership. Without it, a person can have the best training in the world, an 
incisive, analytical mind, and an endless supply of smart ideas, but he still won’t make a great 
leader. 

 



Chapter 18 – Yoda 

151 

 If that doesn’t help, then consider a bit more selfish incentive: people with a high degree of emotional 
intelligence make on average $29,000 more per year than those with a low degree of emotional intelligence. 
 A Korn Ferry study on emotional intelligence mentioned earlier in this book (Korn Ferry, 2017) found 
that highly emotionally intelligent leaders display a few common behaviors, including: 

 They listen more than they talk. 
 They emphasize the how and why, instead of simply telling people what to do. 
 They engage team members and recognize their contributions, rather than continually criticizing 

and correcting their mistakes. 
 They resolve disagreements openly and deal with people’s emotions during conflict. 
 They understand what energizes and engages people on their teams—and create environments that 

foster that energy. 
 They encourage team members to stay five years or more in the organization, because they feel 

engaged and able to do their job effectively. 
 
 In an interview she gave for Bloomberg, the former CEO of PepsiCo, Indra Nooyi, shared an epiphany 
she had while visiting her mom (her father passed away) in India. They organized a bit of a gathering for 
friends and family members, and people would show up and then go to Indra’s mother and compliment her 
on the great job she did with Indra and on raising a global CEO. Indra realized that much of her success 
was a result of her parents and how they raised, influenced, and supported her. In the Bloomberg interview, 
she talked about how her mom would constantly remind her to dream big and even at the dinner table would 
ask Indra to pretend she was the prime minister of India and had to give a speech. Indra’s mom would then 
provide feedback and critique her performance.  
 In the interview Indra said, “It occurred to me that I had never thanked the parents of my executives for 
the gift of their child to PepsiCo.” When Indra returned home, she sent a letter to the parents of each of the 
members of her executive team, around 400 of them. She wrote what their child was doing and then said, 
“Thank you for the gift of your child to our company.” Indra began to receive responses from many of the 
parents, saying how honored they were that she would send them a letter and some of the executives told 
Indra that it was the best thing that ever happened to their parents. As Indra stated, “You need to look at the 
employee and say, ‘I value you as a person. I know that you have a life beyond PepsiCo, and I’m going to 
respect you for your entire life, not just treat you as employee number 4,567” (Rubenstein, 2016). 

 
Keith Barr is the CEO of InterContinental Hotels Group (IHG), a global hotel company with 
more than 400,000 people around the world. He told me: 
 
Leaders have to start with self-awareness. I am amazed at people who are incredibly self-
aware and I’m equally amazed by people who have no self-awareness. This is critical for suc-
cess, because it goes back to learning agility and change. You must always ask yourself, “How 
can I do that better?” “How can I do that differently?” or “What did I do well?” And you have 
to take perspectives from those around you. If you aren’t self-aware, then you won’t have 
answers to these questions, and you may not even ask them to begin with. And that’s no way 
to lead, especially in the future. 

 
How Leaders Can Develop The Skill of Yoda 
When it comes to empathy, many people turn to the advice of Dr. Brené Brown, a research professor at the 
University of Houston and best-selling author of numerous books, including: Daring Greatly and Dare to 
Lead. She has studied empathy for more than two decades and has developed a great four-step approach 
for practicing and showing empathy, which any leader can practice: 

1. Perspective taking, or putting yourself in someone else’s shoes 
2. Staying out of judgment and listening 
3. Recognizing emotion in another person that you have maybe felt before 
4. Communicating that you can recognize that emotion 
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 It looks and sounds simple. At the heart of empathy is creating an emotional human connection with 
another person. But as Brené cautions, doing so often requires us to think about, recall, or reflect on things 
and emotions that aren’t always pleasant or comfortable and it makes us vulnerable. But that’s okay; it’s 
what makes us human. As a leader, practice these four steps on a regular basis when interacting with cus-
tomers, employees, or friends and family (Brown, n.d.). 
 Something else to keep in mind: empathy is controlled by a part of the brain called the supramarginal 
gyrus, and researchers found that when decisions need to be made quickly, this region doesn’t function 
correctly. This is why it’s so crucial to start with listening and taking some time to pause before responding 
or taking action. It’s also not possible to practice empathy unless you are in either a neutral state or a similar 
state to the other person. If you’re very excited about a new promotion and the other person is frustrated 
because they got a bad review, it will be hard to connect. You must mentally put yourself in the shoes of 
the other person and imagine a similar experience, or at least try to get yourself to a neutral emotional state. 
 When it comes to self-awareness Tasha Eurich discovered something disturbing, which is that there is 
an inverse relationship between power and self-awareness, meaning that the more senior you become in 
your organization, the less self-aware you tend to be. This is exactly why it’s so crucial for leaders to 
practice self-awareness. This can be done in a number of ways for both internal and external self-awareness. 
For the internal aspect, the biggest piece of advice that Tasha has is to move away from asking “why” to 
asking “what.” We frequently ask ourselves why we feel a certain way or why we did something—for 
example, “Why do I feel so upset?” or “Why did I say that to my team member?” We ask why in an attempt 
to practice introspection or self-reflection but unfortunately the “why” answer is usually in our unconscious, 
which means we don’t really know why we do some things or feel a certain way, but we make up reasons 
that we then use to justify our feelings, behaviors, or actions. Instead, focus on the “what.” For example, 
what is it that makes you feel upset? What is it that made you say that to your team member? Focusing on 
the “what” is more effective for helping you as a leader to develop a plan so that you can start asking 
yourself questions like “What am I going to do in the future to make sure I don’t feel this way?” or “What 
can I do to make sure that in the future I make better decisions?” (Eurich, January 2018). 
 You can also experiment with the Benjamin Franklin technique. Franklin, one of the founders of the 
United States, was a big believer in self-awareness. He kept a balance sheet of his strengths and weaknesses 
on a regular basis to determine the overall worth of his character. It’s a rather simple exercise that anyone 
can practice. Either on your computer, phone, or a piece of paper, simply write out all of your strengths 
(your assets) and then write out all of your weaknesses (your liabilities). After doing this and reviewing it, 
you can subjectively determine what your character net worth is. Try doing this exercise on a monthly or 
quarterly basis and, if you are working on yourself, you should see your overall character net worth grow. 
We spend so much time looking at our company financials and business metrics, maybe it’s time we look 
at our own character. If it worked for Benjamin Franklin, it can certainly work for you. 
 When it comes to the external self-awareness piece the best thing you can do is to get candid feedback 
from others. There is extra emphasis here on the word “candid!” You don’t just want people to compliment 
you and say how great you are. As a leader you need to create a truly open and safe environment where 
your team members and peers can approach you and be honest with you. Positive feedback is okay to 
receive, but it’s the critical feedback that will ultimately help you improve. When possible seek out those 
whom Tasha calls the “loving critics,” the people who have your best interest in mind and are willing to 
tell you the truth. 
 As Yoda often said, “May the Force be with you.” Better yet, “May emotional intelligence be with 
you.” 
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Review Questions 
1. Which of the following is not a component of emotional intelligence? 
  A. Self-awareness 
  B. Internal (or intrinsic) motivation 
  C. Intelligence quotient (IQ) 
  D. Empathy 
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Review Answers 
1. A. Incorrect. Self-awareness is a component of emotional intelligence. Self-awareness is the ability to 

recognize and understand your moods and emotions, and how they affect others. 
 B. Incorrect. Internal (or intrinsic) motivation is a component of emotional intelligence. Internal mo-

tivation is being driven to pursue goals for personal reasons, rather than for some kind of reward 
(the opposite is external motivation). 

 C. Correct. Intelligence quotient (IQ) is not a component of emotional intelligence. A person’s IQ is 
a number representing that person’s reasoning ability (measured using problem-solving tests) as 
compared to the statistical norm or average for their age. This is quite the opposite of emotional 
intelligence. 

 D. Incorrect. Empathy is a component of emotional intelligence. Empathy is the ability to recognize 
and understand others’ motivations, which is essential for building and leading teams successfully. 



 

 
Chapter 19 

The Translator 
 
Learning Objectives 

 Recognize the basics of listening  
 Understand the six levels of listening 

 
Introduction 
The word “translation” comes from the Latin word translatio, which means “carrying across” or “bringing 
across.” I like to think of a bridge that connects things or people together. Translators have been around for 
thousands of years and are responsible for much of what we know about our collective history. Between 
the third and first centuries BC, Jewish scriptures were translated into Greek, which was crucial since the 
dispersed Jews forgot that ancestral language. During the ninth century, Alfred the Great had Eusebius’s 
Ecclesiastical History and Boethius’s Consolation of Philosophy translated into “vernacular Anglo-Saxon,” 
which helped with the spread of Christianity. In Asia, the growth and spread of Buddhism led to massive 
translation efforts, which also helped that religion grow. The impact extends far beyond religion to poetry, 
politics, music, film, and every type of medium and genre that exists. Regardless of the continent we look 
at or the time period we explore, translators and their translations have had a dramatic impact on our history 
and continue to do so. 
 Leaders of the future must be translators, which means that they are great listeners and communicators. 
Listening and communication are leadership traits that have always been around and are considered essen-
tial and always will be. But even though these are perhaps the most basic and timeless traits for great lead-
ership, they are also the ones that we have struggled with the longest and the ones that have changed the 
most. The CEOs I interviewed ranked this second on their list of the most important skills for the future 
leader, just barely behind thinking like a futurist. 
 Even though listening and communication have always been crucial, their importance is going to in-
crease tenfold over the coming years. The world we live in now is becoming increasingly connected and 
distributed. Social causes are becoming business imperatives and the amount of noise and distractions that 
all of us are dealing with is immense. Just think of all of the channels we can communicate on and listen 
to, and it’s growing. These channels are also causing us to change our behaviors; grown men are now taking 
selfies with one another and using emojis to communicate! 
 Now imagine what this will look like in the coming decade. It’s going to be more important than ever 
for leaders to understand their employees, customers, competitors, and society as a whole and this isn’t 
possible without listening. Leaders are also being put in the public eye more than ever before and their 
shareholders and stakeholders are constantly wanting answers and insights into what the organization is 
doing, so being able to communicate in this type of world is also going to be crucial. 

 
Tim Ryan, the chair and senior partner of PwC in the United States, said: 
 
The leader of today has a lot of people looking at him or her. This will be exponentially the 
case in a world that is becoming increasingly uncertain. I’ve seen many people hit a ceiling in 
their career because they couldn’t get over the number of critics that they had and what those 
critics were saying about them. The reality is that being able to handle this is a skill that is 
going to become more important. You will never please everybody but you must always listen 
to people’s views without unraveling, be able to communicate effectively, course correct as 
needed, and keep moving forward. 
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 In June 2018 the Predictive Index conducted a survey that asked 5,103 respondents about their manag-
ers. The top response when looking at the top traits of terrible managers was “doesn’t communicate clear 
expectations (58%).” A few percentage points behind that was “doesn’t listen to others (50%),” along with 
“is a poor verbal communicator (48%)” (Predictive Index, 2018). 
 
Listening 
Many leaders confuse hearing with listening. Hearing is simply the act of sound entering your ear. In fact, 
while you’re reading this book you might hear various sounds around you. Perhaps you’re sitting in a coffee 
shop and you can hear people talking; maybe you’re on a plane and you can hear the sound of the engine 
roaring; or perhaps you’re sitting at home and you can hear the birds chirping outside. Hearing is not a 
conscious act and it doesn’t require any kind of purposeful effort. 
 Listening, on the other hand, is quite different. It is the purposeful and deliberate effort of understanding 
someone or something. In today’s distracted world, listening is actually much harder than it sounds. Think 
of a time when you were in a conversation with someone and you knew they weren’t listening to you. 
Maybe they were looking at you but you could tell they were mentally checked out of the conversation. 
Perhaps it was even more obvious, maybe someone kept checking their phone or laptop instead of listening 
to you. Think of how it made you feel—probably not very good, or important for that matter. 
 With the many new communication channels we have access to now, listening for future leaders means 
having many ears to many different grounds. 
 I’m always fascinated with how many leaders out there like to copy what leaders of other organizations 
are doing. I always tell these leaders, “Stop trying to freakin’ be like Google!” What’s the best way to figure 
out what your employees and customers want? How about you just ask them and then listen to what they 
tell you? Most of us have been in a relationship with someone at one time or another. Imagine if you were 
to take all of your cues for how to behave by reading magazines or getting advice from your friends—a  
very silly approach. Why not just go directly to the person you’re in a relationship with and get feedback 
straight from them? It seems that leaders today are scared to talk to their people, a fear you need to get over 
quickly. 

 
Charlie Young is the CEO of Coldwell Banker, a real estate company with over 90,000 affiliated 
agents and brokers. Listening is a big part of how he leads. 
 
I didn’t invent it; I’m sure it’s been around for 100 years and I find it to be really useful, espe-
cially when I go into new situations or change situations, and that’s a keep, stop, start exercise. 
I sit everybody down and ask them to tell me what we should keep doing, what we should 
stop doing, and what we should start doing. I ask everybody, top to bottom, on the team. 
What’s key here is listening to the feedback from your team, analyzing the data, and then 
determining the best course of action. But it all starts with listening. 

 
 For leaders, listening is crucial since they can be quite removed from their customers and even from 
their employees, especially at large global organizations. One of the consistent findings from the research 
I did for this book is that the more senior you are, the more removed you are from the rest of the employees 
at your organization. Your perceptions of how well you are thinking about future trends and practicing the 
skills and mindsets explored in this book are not aligned with those with whom you work. One of the best 
ways to close this gap is by practicing listening. 
 

Michael Kneeland is the president and CEO of United Rentals, which has over 18,000 employ-
ees. Michael told me, “I’ve always gone through the world where it’s a reverse pyramid. I’m so 
far from my customers that the most impactful I think that I can be doing is listening, and un-
derstanding what’s happening on the front line.”  

 It’s no wonder that many people say that listening is the greatest form of respect and love that you can 
show someone. By truly listening to those around you, you will be able to build better relationships, make 
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smarter decisions, and create a more engaged workforce. However, as a leader this means that you are also 
encouraging your employees to speak up. There’s no point in being a good listener if nobody is willing to 
talk to you! 

 
As Arnold Donald, the CEO of Carnival Cruises, told me, “If you want to be an effective leader, 
you have to understand the motivations of those you’re leading. You really need to be able to 
listen. If you can listen well, the world will reveal itself to you, but you must be able to listen.” 
 

Communication 
The actual act of communication is easy; it’s simply about transferring or sharing information from one 
person to another (or group). We all do this many times a day. For present and future leaders, though, it’s 
not enough to simply share information; anyone can do that. 
 One of the few normal jobs I had was working for a marketing agency in San Francisco around 15 years 
ago. It was actually the last job I ever had working for someone else. At the time the Web 2.0 Conference 
was all the rage and I won a pass to attend the conference for free (a ticket cost over $2,500). The event 
was being held locally in the Bay Area and I asked my boss if I could attend. I didn’t have any client 
deliverables due, I offered to make up any work needed in the evenings or on the weekends, and I also made 
a case that since we were a marketing agency it would be great to have a presence at a marketing conference. 
The response was a simple, “no.” No explanation, no discussion, nothing, just “no.” This same boss rarely 
shared company direction or strategy with employees, made no attempt to get feedback or ideas from others, 
had no presence around team members (he just locked himself in his office all day), and made it quite 
apparent that we were all there to work for him. So, I quit and went to the conference anyway, and it was 
the best decision I ever made, which set me on my current career trajectory. 
 Communication is one of the greatest tools in the leader’s utility belt. It’s what allows you to inspire, 
connect with, and align those around you. Effective communication also helps make sure that strategies get 
executed effectively. We’ve all experienced the impact of a poor and a great communicator. How many 
times have you had a meeting with a leader or listened to a leader present something, only to find that 
afterwards you were stuck asking, “Huh?” What about getting a whitepaper-sized email from a leader that 
read more like a letter to a therapist instead of something for a team? Ever get those super-long texts about 
a project that you now need to spend 30 minutes responding to with your thumbs? 
 Communication is about understanding the different channels to use and how to use them and also 
maintaining a presence around others that they can feel. It’s both verbal and nonverbal and it’s always 
evolving, which makes it challenging. In the past we communicated mainly in person or written text; then 
we added in things like phone, email, texting, collaboration tools like Slack, social media platforms like 
Facebook and LinkedIn, videoconferencing tools, and now we’re exploring augmented and virtual reality, 
holograms, and who knows what else in the coming years. Every new channel means that as a leader, your 
message needs to be received loud and clear, regardless of how it’s being transmitted—emojis included! 

 
Tsuyoshi “Nick” Nagano is the president and CEO of Tokio Marine, a multinational insurance 
holding company which is headquartered in Tokyo, Japan. Nick clearly articulated the im-
portance of communication: 
 
As a CEO I may spend 70% of my time communicating with the people in my company. This 
may seem like a lot, but when you consider that I manage a global workforce of 32,000, this 
can mean they only listen to me speak live or virtually for 20 minutes per year on average. 
Thus these 20 minutes really need to count, otherwise where is my impact as CEO? 

 
 A recent study of over 2,000 people looked at what aspects of communication leaders found to be the 
most difficult with their employees, and 69% of managers responded with “communication in general.” 
This was the top response, which is a rather alarming and quite frankly a scary statistic. In a distant second 
place at 37% was “giving feedback/criticism about their performance that they might respond badly to.” 
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Then there was a three-way tie for third (20%) with demonstrating vulnerability, recognizing employee 
achievements, and delivering the “company line” in a genuine way (Solomon, 2016). 
 

I really love the way Melissa Reiff talked about communication during our interview. She’s the 
CEO of the Container Store, a retailer of storage and organization products with over 5,000 
employees. “Communication is Leadership. They are the same thing. Practicing consistent, re-
liable, effective, thoughtful, predictable, compassionate, and courteous communication every 

single day is essential in growing and sustaining a successful business.” 
 According to a Holmes report that surveyed over 400 corporations with 100,000-plus employees in the 
United States and the UK, communication barriers cost the average organization $62.4 million per year in 
lost productivity. However, organizations where leaders were effective communicators saw a 47% higher 
return to their shareholders over a five-year period (Holmes, 2011). 
 
How Leaders Can Develop the Skill of the Translator 
Sam Walton was the creator of Walmart, which is one of the world’s largest employers. Every week for 
almost 30 years, Sam would travel to stores and distribution centers across the country with a pen and a 
yellow notepad. He would spend time talking to associates and getting feedback on how they could better 
serve their customers. Sam would also talk to customers and even the customers of his competitors. He was 
the modern-day pioneer of a leader who listens. Sam knew that listening was crucial to the success of his 
organization. Perhaps it’s no coincidence that from all of Walmart’s fiercest competitors, including Sears 
and Kmart, only Walmart thrived and still does today. 
 There are some basics of listening, which many of us are familiar with: things like looking someone in 
the eye, not interrupting, practicing good body language, and giving verbal cues to let the other person 
know you’re listening. But being a great listener goes far beyond that, according to some recent research. 
 Jack Zenger and Joseph Folkman from Zenger/Folkman did some great research on listening. They 
looked at data from a 3,492-participant leadership development program, which was designed to get leaders 
to become better coaches. After collecting 360-degree assessments, they identified the top 5% who are 
perceived as being the most effective listeners. Their findings revealed four conclusions. 
 First, a good listener doesn’t simply remain silent while the other person is speaking. Actually, the 
opposite is true. The best listeners not only ask questions but do so in a way that promotes discovery and 
insight. In other words, they are meant to challenge assumptions that the person speaking might have, but 
in a gentle and constructive way. Being a good listener doesn’t just mean you ask questions; it means you 
ask good questions. As the research showed, the best listeners were able to create two-way dialogue. 
 Second, a good listener builds a person’s self-esteem and makes them feel supported and that the lis-
tener has confidence in the speaker. Creating a safe environment where issues and differences can be openly 
discussed was another critical component of being a good listener. 
 Third, a good listener creates cooperative conversations where information and feedback flow 
smoothly. Remember the good old days of records or CDs? If those things got scratched, the song would 
skip, start over, or create weird sounds. But if the record or CD was kept in good condition, the song would 
play smoothly. As a leader your job is to make sure the record or the CD doesn’t get scratched; you want 
to make sure the conversation flows smoothly.  
 Finally, a good listener makes suggestions and explores other paths or opportunities, as opposed to just 
the one that the speaker might suggest. Based on this research, Jack Zenger and Joseph Folkman created 
six levels of listening, which build on top of one another (Zenger and Folkman, 2016). 
 

Level 1: You create a safe environment where pretty much anything can be discussed. 
 
Level 2: You put away distractions like phones and laptops and you make appropriate eye 
contact with the other person. 
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Level 3: You try to understand the main focus of what the other person is saying. This 
means you can identify the key ideas, you ask questions to clarify points or issues, and you 
can restate these things to make sure you understand everything correctly. 
 
Level 4: You pay attention to nonverbal cues such as body language, facial expressions, or 
tone of voice. In their article, Zenger and Folkman wrote that around 80% of what we 
communicate comes from these signals, which means you don’t just listen with your ears, 
you also listen with your eyes. 
 
Level 5: You understand the emotions and feelings of the other person and you 
acknowledge them. This is where empathy comes into play. 
 
Level 6: You ask good questions that are designed to let the other person see a new per-
spective or challenge an assumption they might have. It’s important that you as the listener 
don’t take over the conversation. 

 
 As a leader you should go through these six levels and practice them as often as you can. After you 
have meetings and interactions with others, you can quickly scan this list to see if you have incorporated 
all of them. If not, ask yourself which ones you left out, why, and how you can incorporate them in the 
future. 
 

Of course, mastering listening is only half of the equation; the other half is all about communi-
cation. David Nelms is the former CEO of Discover Financial, where he led the company in 
various roles for 20 years before retiring in 2019. According to David: 
 
A leader who doesn’t adapt to the new ways of communication will never be heard. We aren’t 
getting and sharing information the same way we used to. Understanding the various tools 
we have to communicate as well as how to communicate across different channels is essential, 
and as the number of ways to communicate increases, this skill will only become more valua-
ble. 

 
 When David was CEO he would constantly communicate with his teams. He hosted regular Q&A town 
hall meetings and annual roadshow meetings with a live video feed for all 17,000 employees. He also wrote 
regular blogs where employees could participate in open dialogue on a variety of topics. And it was not 
uncommon for David to drop in on employee huddles to talk with teams directly. He even hosted monthly 
customer listening sessions where he and others would listen in on service calls and then develop action 
plans to address any issues. Much of David’s leadership style was built around constant communication, 
and that’s what helped make him and Discover Financial so successful while he was CEO. 
 Adapting to new forms of communication also means that you don’t forget the old ones! Amazon, for 
example, has a no-PowerPoint culture. Instead, team members who are presenting or sharing something are 
required to create a six-page document that clearly articulates their perspective, the pros and cons, shares 
any supporting materials, and provides a narrative. The first 30 minutes of all their meetings are spent 
simply reading this document together. Amazon found that this creates alignment, ensures that everyone 
has access to the same information and that they actually consume it, and it makes the author of the docu-
ment feel good knowing that everyone is reading what they created. In other words, if you work at Amazon, 
your written communication skills better be top notch; you can’t just be a master of emojis and texting! 
 Thierry Breton, the CEO of French IT company Atos Origin, with 120,000 employees, wanted to ban 
email entirely and replace it with internal collaboration tools. This meant that employees needed to become 
fluent in that way of working, communicating, and collaborating. Jack Dorsey, the CEO of Twitter and 
Square, has a unique policy where if two or more people meet, one of them must take notes and share those 
notes with all other interested employees at Square. Employees there must excel at either writing or typing 
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summaries and key points from meetings so that even those who weren’t in attendance would be able to 
follow along. 
 As a leader, ask yourself the following questions when you communicate with others: 

 What are the best channels to use to get information across? 
 How does the way you communicate make those around you feel? 
 Are you communicating in a clear, open, passionate, and humble way? Are you being human? 
 If someone communicated to you in the same way you are communicating to others, what impact 

would it have? 
 
 Listening and communication are timeless leadership skills. The Translator not only knows how to 
practice them but can also adapt to them as the methods and channels of listening and communication 
evolve. 
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Review Questions 
1. What term is used for transferring or sharing information from one person to another (or group)? 
  A. Communicating 
  B. Listening 
  C. Hearing 
  D. Responding 
 
2. Jack Zenger and Joseph Folkman created six levels of listening. What is Level 2? 
  A. You create a safe environment where pretty much anything can be discussed 
  B. You put away distractions like phones and laptops and you make appropriate eye contact with 

the other person 
  C. You pay attention to nonverbal cues such as body language, facial expressions, or tone of voice 
  D. You ask good questions that are designed to let the other person see a new perspective or chal-

lenge an assumption they might have 
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Review Answers 
1. A. Correct. Communicating is the term used for transferring or sharing information from one person 

to another (or group). 
 B. Incorrect. Listening is not the term used for transferring or sharing information from one person to 

another (or group). Listening is just one aspect of communication. 
 C. Incorrect. Hearing is not the term used for transferring or sharing information from one person to 

another (or group). Hearing is just one aspect of communication. 
 D. Incorrect. Responding is not the term used for transferring or sharing information from one person 

to another (or group). Responding is just one aspect of communication. 
 
2. A. Incorrect. Creating a safe environment where pretty much anything can be discussed is not Level 

2. This is Level 1 of the six levels of listening. 
 B. Correct. Putting away distractions like phones and laptops and making appropriate eye contact 

with the other person is Level 2 of the six levels of listening. 
 C. Incorrect. Paying attention to nonverbal cues such as body language, facial expressions, or tone of 

voice is not Level 2. This is Level 4 of the six levels of listening. In their article, Zenger and Folk-
man wrote that around 80% of what we communicate comes from these signals, which means you 
don’t just listen with your ears, you also listen with your eyes. 

 D. Incorrect. Asking good questions that are designed to let the other person see a new perspective or 
challenge an assumption they might have is not Level 2. This is Level 6 of the six levels of listening. 
It’s important that you as the listener don’t take over the conversation. 

 
 
 



 

 
Chapter 20 
The Coach 

 
Learning Objectives 

 Select the percentage of employees that strongly agree that their performance is managed in a way 
that motivates them to do outstanding work 

 Choose the number-one factor that determines the effectiveness of a team at Google 
 
Introduction 
The “Wizard of Westwood“ is considered one of the world’s greatest coaches of any sport. I’m referring, 
of course, to John Wooden, the famous UCLA basketball coach who led his team to ten NCAA champion-
ships over 12 years, including an unheard of seven in a row. John was born on October 14, 1910, in Indiana, 
where his family lived on a farm with no running water or electricity. 
 After graduating from high school he went to Purdue University, where he studied English and played 
basketball with great success. He was named All-Big Ten and All-Midwestern and after graduating was 
actually offered a spot on the Boston Celtics professional team. He turned it down so that he could begin 
his teaching career and marry the love of his life, Nellie (an entirely separate but fascinating story). After 
his wife passed away, he continued to write her a love letter on the 21st of every month. He ended each 
letter by saying how much he misses her and looks forward to being with her again. 
 After college, John turned professional and spent some time playing with the Indianapolis Kautskys 
(later the Indianapolis Jets). John then spent some time in both the Navy and the Armed Forces during 
World War II. He also had a few coaching jobs, including Dayton High School and South Bend Central 
High School. Eventually he landed a job coaching at Indiana State University, where his reputation really 
started to grow after he won the Indiana Intercollegiate Conference title. For the 1948–49 season John was 
hired as the fourth basketball coach in UCLA’s history and he went on to create history there. When John 
retired, his coaching record with UCLA was 620 wins and 147 loses. 
 John passed away on June 4, 2010, at the age of 99. John wasn’t just a great coach; he was a great 
leader. 
 Future leaders must be great coaches. This means that you know how to motivate, engage, and inspire 
people, you can create other leaders, you can work across generations and cultures, and you can put together 
effective teams. 
 A recent study looked at 1,884 leaders inside a large energy company. The leaders had their bosses, 
peers, direct reports, and other employees evaluate their coaching skills. They found a direct correlation 
between a leader’s coaching effectiveness and the productivity of the team, specifically that better coaches 
have three times as many people who are willing to go the extra mile. Not only that, but leaders in the 90th 
percentile for coaching effectiveness also had employee commitment scores in the 88th percentile. The 
opposite was also true, though: leaders who placed near the bottom (10th percentile) had employees who 
were in the 15th percentile for commitment (Folkman, 2015). 

 
“I see the leader as a coach, as a conductor, as somebody who orchestrates the efforts of many. 
Whoever thinks leadership is a one-man show is in for a bad surprise.” This is what I heard 
from Luigi Gubitosi, the CEO of Telecom Italia, the Italian telecommunications company with 
over 60,000 employees around the world. 

 Many people think that coaching is only reserved for entry-level or maybe mid-level employees inside 
organizations. However, I was surprised how many CEOs told me that they actively work with coaches on 
everything from emotional intelligence to leadership advice to just general business guidance. We can all 
perform better with a coach. I have played chess for many years but only recently started working with a 
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coach and immediately my performance increased. Not many great athletes or business leaders got where 
they are without being coached and mentored along the way. 

 
David Baiada is the CEO of BAYADA Home Health Care, which has almost 30,000 employees. 
He was also voted by employees as one of the top CEOs in 2019 on Glassdoor. After talking to 
David, I wasn’t surprised to learn why. David takes the coaching skill to heart by empowering 
his entire workforce to coach and support one another. During our interview he told me: 

 
Getting the right people in the right chairs and actively coaching and supporting their ability 
to be successful is something that I work on every day. To inspire employees to coach each 
other, we created a new ritual called Key Action of the Week. Every Thursday at 8:30–8:45 
a.m., employees at our locations across the country gather together for a brief huddle to dis-
cuss one of the 15 key actions that make up the BAYADA Way, our core values-based philoso-
phy. It’s a simple success routine, but when each employee is thinking of the same aspect of 
our underlying culture and sharing examples, coaching each other on that value, and living up 
to “what good looks like,” it creates a sense of connectedness to the work and to each other, 
and reinforces the purpose behind what we do. 

 
 Enel, the Italian energy company we met earlier in the book, is making coaching a core part of leader-
ship strategy. Like many organizations, they realized it’s important to move away from a command-and-
control approach to one that is focused on open leadership oriented toward mutual growth between the 
leader and those they are coaching. They launched a program in 2017 called “From Leader to Coach,” 
involving over 1,300 managers and 7,000 HR supervisors from all over the world. 
 Since then they have expanded that program even further by creating certified coaches within the com-
pany. These people go through intensive programs and act as subject matter experts on coaching. Today 
they have over 100 of them in Italy, Spain, and Romania with several others in the pipeline. They also just 
launched I-coach, a series of training and development sessions that allow employees to access the Coach-
ing approach and become better trainers themselves. These courses allow employees to get access to train-
ing materials, courses, and other coaches virtually. The big-picture idea for Enel is to train all of their 
employees on coaching methodologies so that regardless of the role or seniority level, they always have 
someone they can coach and they always have someone who can coach them. So far, 15 sessions have been 
carried out involving more than 500 employees. The big picture idea for Enel is to extend this to all em-
ployees regardless of their role or seniority, because it is considered a way of enhancing people’s potential, 
helping them discover what they can become, rather than what they are. 
 
Motivating, Inspiring, and Engaging People 
Great leaders don’t just tell people what to do; they make people want to actually do it. Being able to “rally 
the troops,” so to speak, is a crucial skill for future leaders (and of course current ones). It is also perhaps 
the most challenging one to master. Motivating, engaging, and inspiring are related but they are definitely 
not the same thing. Motivating means you are able to get someone to act or behave in a certain way, typi-
cally by providing an incentive; this is often referred to as the “push.” Engaging means you are able to keep 
the attention and efforts of someone; I like to think of this as “sustaining.” Finally, we have inspiring, which 
means you are able to fill someone with the urge or the ability to do something, to animate them with a 
positive feeling. This is oftentimes referred to as the “pull.” (See Figure 20.1). 
 Taken together, these are a powerful trifecta that as a leader means you can get people to move in a 
certain direction, you can keep their attention and focus to keep moving in that direction, and you can do 
so in a way that makes them want to do it. Separately, these are still important skills to have, but collectively, 
they will make you an unstoppable leadership force. 
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3 Ways Leaders Can Unlock 
Human Potential 

 

 
 

Figure 20.1 Three ways leaders can unlock human potential. 
 
Motivating 
You can’t motivate people unless you understand what they care about and value and not everyone will 
care about and value the same things. Some employees in your organization may be motivated purely by 
money, and that’s okay. In fact, this is often typical for employees in sales, who may be more competitive 
and fueled by the idea of a larger bonus or paycheck. Other employees might be motivated more by praise 
or recognition. Instead of getting a larger bonus, these employees just want to know that you as a leader are 
aware of the work they put into something. This might mean acknowledging them during an all-hands 
meeting, taking them out for lunch, or maybe just stopping by their desk and letting them know how much 
you appreciate their work. Perhaps other employees are motivated more by a bit of fear, stress, and tough 
deadlines. Some employees really thrive under this level of pressure; they need their adrenaline going to 
perform at an optimal level. 
 There are all sorts of things that motivate people and as a leader, part of your job is to know what those 
things are. In fact, recent research conducted by Richard E. Clark, professor emeritus of psychology and 
technology at the University of Southern California, and Bror Saxberg, vice president of learning science 
at the Chan Zuckerberg Initiative, found that this is one of the most common traps that leaders fall into; 
they assume that what motivates them will motivate others, which is not the case (Clark, 2019). 
 Unfortunately, research done by Gallup found that only 20% of employees strongly agree that their 
performance is managed in a way that motivates them to do outstanding work (Wigert, 2017). Clearly, there 
is a lot of room for improvement here. There’s no secret to this and this isn’t something AI can do for you; 
it’s your human responsibility to get to know those you lead and serve, not just as workers but as individuals. 
Think of how you get to know someone on a first date or when you meet new friends. The same approach 
applies here. 
 
Inspiring 
How do you fuel that burning fire in your people that truly makes them want to do something, not because 
of an incentive, but because of their own desire? Harvard Business School recently gathered data from 
50,000 leaders and found that the ability to inspire was among the most important competencies. It’s what 
separates the best leaders from all of the others, it’s what employees want most from their leaders, and it’s 
also what creates the highest levels of engagement. IBM recently conducted a survey of 1,700 CEOs across 
64 countries. They also found that one of the most important leadership traits is the ability to inspire (Levin, 
2017). When the CEO of my first company made me get him coffee, I was not inspired. 
 Over the years Zenger/Folkman has collected and surveyed many thousands of leaders around the 
world. To understand what inspiring leaders do, they looked at 1,000 leaders in their database who scored 
highest on the competency of “inspires and motivates to high performance.” Their research revealed a few 
interesting insights. Inspiring leaders do a combination of both tangible and intangible things. The tangibles 
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include things like engaging in highly collaborative behavior with others, encouraging out-of-the-box think-
ing, and spending time on people development. The intangibles included things such as making emotional 
connections with team members, being a champion of change, and being an effective communicator, all 
concepts and ideas discussed in this book. We’ve all heard the phrase “less is more,” but the research done 
by Zenger/Folkman reveals that in order to be an inspiring leader the opposite is true: “more is more” 
(Zenger and Folkman, 2015). 
 According to research conducted by Bain & Company, which surveyed 2,000 of their own employees, 
33 characteristics stood out as important for the capacity to inspire. These included several things talked 
about in this book, such as empathy, humility, listening, and self-awareness. But the most important attrib-
ute they found was “centeredness,” which they define as a state of greater mindfulness that allows you to 
be fully present (Horwitch and Callahan, 2016). This helps empathizing with others, dealing with stress, 
and staying level-headed. It’s no wonder organizations around the world are so heavily investing in mind-
fulness programs that allow leaders and employees of all levels to take more control over their emotions 
while focusing on showing that they as individuals are emotionally and physically present. According to 
Bain, employees who are inspired are more than twice as productive as employees who are simply “satis-
fied.” 

 
Pedro Parente is the chairman of the board of directors and former CEO of BRF, a food company 
with more than 90,000 employees globally. During our discussion he said: 
 
If you want to get better and long-lasting results for your organization, then you must do so 
by being an inspiring leader. Not long ago, companies could achieve results and generate value 
by imposing views and standards and working through a top-down, command system. Our 
reality has changed dramatically and nowadays long-term results have to do with organiza-
tions that are able to change, to adapt fast enough and build cultures that are based on values. 
Communicating and connecting those values to diverse stakeholders of a company is one of 
the most important roles of a leader in any organization and I believe that can only be done 
through transparency, truth, and values. Telling people what to do or the best way simply does 
not work anymore. As leaders, we have to lead through values that make people want to be 
part of our organizations in their most varied roles, be it our employers, clients, or any other 
stakeholders. That is what I believe an inspiring leader should aim for.  

 
 The good news is that by embracing many of the other skills and mindsets outlined in this book, you 
will inherently become a more inspiring leader. 
 
Engaging 
For several decades now, leaders around the world have been investing in employee engagement programs, 
yet the collective scores are still abysmal. According to Gallup’s most recent research, 85% of the global 
workforce is either not engaged or is actively disengaged at work, costing us over $7 trillion in lost produc-
tivity annually (Harter, 2017). You would think that these numbers would be improving if we are collec-
tively spending so much time and effort on engagement, but they aren’t, so what’s going on? There’s an 
adage stating that insanity is doing the same thing over and over but expecting a different result. It’s not 
likely but certainly possible that the leaders investing in these programs are all insane. 
 In my previous book, The Employee Experience Advantage, I looked at 252 organizations around the 
world to figure out how the world’s best are able to create a highly engaged workforce. It turns out that 
engagement is the outcome but the source of an engaged workforce is employee experience. We’ve just 
been focusing on and measuring the wrong thing. Employee experience is a combination of three environ-
ments that leaders can control:  

 Technology, which is 30% of the overall employee experience, includes the tools, software, de-
vices, hardware, and apps that employees use to get their jobs done. 

 Physical space, which also comprises 30% of the overall experience, refers to the environments 
and spaces in which employees work. 
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 Culture, which is 40% of the overall employee experience, is more about how employees actually 
feel working for you and the organization. 

 
 Based on my research, companies that master this are more than four times more profitable, productive, 
and overall more successful.  (For leaders looking to learn more about this, my book is an in-depth guide 
to employee experience.) According to Gallup, managers account for 70% of the variance in employee 
engagement (Beck and Harter, 2015), and as I wrote earlier, almost all employees around the world are not 
engaged in their work. 
 
Creating Future Leaders 
Most people assume that leaders simply create more followers, but one of the most important things a leader 
can do is actually to create other leaders. I’ve long said that leaders need to show up to work with the belief 
that part of their job is to help make other people more successful than they are. This belief will then guide 
the actions that you take and behaviors that you exhibit. Sydney Finkelstein spent ten years and conducted 
over 200 interviews to find out what makes a “superboss.” He spoke with leaders like football coach Bill 
Walsh, technology executive Larry Ellison, chef and restaurateur Alice Waters, television producer Lorne 
Michaels, and fashion designer Ralph Lauren. Sydney noticed something curious. When he looked at the 
top-ten people in any given industry, he noticed that more than half of them at some point worked for the 
same leader. In other words, one of the things that makes these leaders truly great is the fact that they create 
other leaders. 
 Teaching is a powerful way to accomplish this, but it extends beyond focusing on work-related themes 
and activities. One of the things that made coach Wooden so great was that he was focused on the process 
and rarely actually talked about winning. He wanted his players to build character and above all to become 
good human beings, which in turn would make them great basketball players. 
 John would say, “Be more concerned with your character than your reputation, because your character 
is what you really are while your reputation is merely what others think you are” (Wooden, n.d.). John 
developed the “Pyramid of Success,” which comprised 15 blocks that included things like skill, confidence, 
initiative, friendship, enthusiasm, and loyalty. He taught all of his players these 15 blocks to help them 
achieve success. 

 
Richard Allison is the CEO of Domino’s, the pizza restaurant chain with over 400,000 franchise 
and corporate team members around the world. During our discussion he pinpointed a very clear 
change that we are seeing in business today, and one that will continue to grow. “We have to 
make sure that we’re creating a compelling path of opportunity for people, and that we are 

investing in their growth and development over time. It used to be that their loyalty was assumed. Now, 
loyalty has to be earned. What better way to earn that loyalty than by focusing on helping create other 
leaders?” 
 Research cited earlier in this book shows that organizations around the world don’t have future-ready 
leaders in place, nor is much being done to change that. What do you think the average age for a first-time 
manager is? How about the average age for someone in a leadership development program? Depending on 
the research, these numbers are 30 and 42, respectively. Leaders in the United States, for example, have an 
average age of just over 45. When I first came across these figures I thought, “You gotta be kidding me.” 
How is it that most people don’t start leadership development programs until they are middle-aged? Almost 
40% of managers get leadership training between the ages of 46 through over 60. It’s no wonder we have 
a shortage of great leaders—we simply aren’t creating them. To give you an analogy, this is like trying to 
coach a professional tennis or basketball player in their 40s, far beyond their prime. 
 

In 2016 Koç Group, a large industrial conglomerate in Turkey, launched a Digital Transfor-
mation Program covering more than 24 of their subsidiaries. The goal of the program is to har-
ness the various technological developments we are seeing today to thrive in the digital future. 
Levent Çakıroğlu is the CEO of Koç Holdings, which has almost 100,000 employees globally, 
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and he believes that none of this is possible without having the right present and future leaders in place. As 
he told me, “Our human resources lie at the heart of our long-term transformation. My biggest responsibility 
is to prepare the global leaders who will carry our group into the future. Accordingly, I put people in the 
heart of our digital transformation, rather than technology.” 
 As a part of this, Koç Group developed a Personal Development Program (PDP) for leaders that focuses 
on everything from personal development and online learning, to wilderness training to test leadership lim-
its, and coaching. Over 200 leaders have completed the program thus far. 
 

The management consulting company Bain developed a unique approach to creating future 
leaders with something known as the Tiger team. Manny Maceda is the Worldwide Managing 
Partner (CEO) of Bain. He was offering coaching to employees but quickly realized that there 
were more people who could benefit from his coaching than he could ever work with directly. 

So Bain created a “hotline response team” to enable employees to reach out to Manny or any of the other 
partners for guidance, advice, and coaching. Employees can use this as often as they want, without any 
limits or restrictions. This ensures that not only is Manny creating other leaders, but so are the other partners 
inside of Bain. According to Manny: 
 

It is incredibly energizing because it keeps me closer to our most complicated client situations 
and it helps me connect with subsequent generations of partners. This spirit of apprenticeship 
is core to Bain’s DNA, and a reason we are considered a great place to work by our teams. And 
I like to think it raised the bar on how we are able to have greater impact with many more of 
our clients at the same time. 

 
 Leaders must also think about creating other leaders beyond their organizational walls. Tom Wilson, 
the CEO of the Allstate Corporation, believes that businesses today and in the future have four roles in 
society: make profit, serve customers, create jobs, and strengthen communities. Leadership is crucial for 
this; in fact for Tom, working on developing the leaders of 2030 is a personal passion. Allstate does a lot 
with youth empowerment and helping kids volunteer through a program called WE Schools. Kids between 
middle school and early high school, both domestically and internationally, can volunteer for anything, 
such as raising money for anti-bullying, LGBTQ, the environment, making sure people have jackets during 
the winter, or doing bake sales. All that matters is that these kids are volunteering and doing service-based 
learning. Many Allstate employees also volunteer at WE Schools. The best part is that Tom and Allstate 
don’t have a direct pipeline from this program into their company; they do it to create better leaders in 
society as a whole. According to Tom, that’s one of the things he gets paid to do, to make sure the company 
and society have great leaders. Not only does Allstate help fund this program, but Tom personally helps get 
other funders and sponsors to help this initiative grow. 

 
The Royal Bank of Scotland has almost 80,000 employees around the world, and creating future 
leaders is one of their top priorities. Ross McEwan, their CEO, told me: 
 
We’ve defined the critical capabilities we believe our people and leaders need to possess to 
operate in the current and future world of business. We’re already starting to develop leaders 
and colleagues against these critical people capabilities and have started recruiting against 
these. We’ve built future success profiles for leaders which we’re already starting to recruit 
against. We’ve identified our future talent within the organization who already demonstrate 
a lot of these capabilities and we’re giving them access to opportunities to influence strategy 
and thinking. At the same time, we’re bringing in graduates, apprentices, and interns, and 
starting to do reverse mentoring to share skills and experience. 

 
 Not many companies that I’ve worked with have taken this kind of structured and thoughtful approach 
for their future leaders. But Ross realizes that the future of his business is all about what the company does 
now to make sure it has the right people in place in the future. 
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Working Across Generations and Cultures 
Our workforce is becoming more dynamic than ever, and while this is a good thing it also creates challenges 
for leaders of the future who are used to homogeneous teams. I recently spoke to the leadership team of an 
aerospace and defense company with thousands of employees around the world. The leadership group I 
spoke with consisted of around 250 people. Although I was warned that their workforce is homogeneous, I 
didn’t realize just how homogeneous it was! As I took the stage, I looked around the room and saw nothing 
but older white guys in suits. Not only that but the suits and collared shirts they wore were all a combination 
of different shades of black and blue. This is what many leadership teams look like around the world. When 
I see this I immediately think of an organization that hasn’t yet “gotten off the train.” To have a little fun 
with the audience, at the end of my talk I asked them, “Why are you guys all wearing suits?” They all 
looked at me like hundreds of deer in the headlights and collectively said, “I don’t know.” My hope is that 
over the years I will see fewer leadership teams like this. 
 The research for being able to work across generations and cultures is vast and extremely convincing. 
A recent study put together by Randstad found that 87% of workers believe a multigenerational workforce 
fosters innovation and problem-solving and 90% of workers prefer having colleagues of various ages and 
think a multigenerational workplace benefits everyone (Randstad, 2018). Another study published by 
Forbes found that decisions made and executed by diverse teams delivered 60% better results. The same 
study found that teams that include a wide range of ages and different geographic locations make better 
business decisions 87% of the time (Larson, 2017). The Boston Consulting Group also did some research 
on this and found that companies with above average diversity on their management teams had innovation 
revenue 19% higher than that of companies with below average leadership diversity (Lorenzo et al., 2018). 
Lastly, McKinsey found that in their study, organizations in the top quartile for ethnic and cultural diversity 
on executive teams were 33% more likely to have industry-leading profitability (McKinsey, 2018). Being 
able to work across generations and cultures isn’t just a nice thing to be able to do; it’s one of the crucial 
factors that will determine your success or failure as a leader. 

 
Sébastien Bazin is the CEO of AccorHotels, a hospitality group with almost 300,000 employees 
around the world. Sébastien believes this is absolutely crucial: 
 
One mark of a future leader is the ability to work alongside people of different ages and with 
different backgrounds. Millennials, for example, have been changing the workplace ever since 
they started arriving on the scene nearly a decade ago. Craving autonomy and flexibility, mil-
lennials tend to be more confident and more adaptable when it comes to new concepts, new 
technologies, and so on. But their older-generational counterparts also have many things to 
teach these new hires: knowledge about the industry/company, interpersonal skills, and how 
to deal with failure. As a future leader you must be able to work with people regardless of 
how old they are, where they come from, what they believe, or what gender they are. 

 
 As I cited earlier in the book, McKinsey predicts that over the next decade there will be 3.5 billion 
people in the global workforce. Many believe that as today, the future will also see a large shortage of 
skilled workers, which means leaders must expect to lead a very dynamic workforce especially as we be-
come more global and technologically connected. Most organizations today comprise employees from five 
and in some cases six generations. The push for more physically and cognitively diverse employees is also 
forcing leaders to rethink what teams look like and how they operate. This goes hand in hand with embrac-
ing the mindset of the global citizen explored earlier. 
 Whether we’re looking at culture, generations, backgrounds, religions, or anything else, we have a 
tendency to focus on what makes us different instead of on what makes us similar. We have various stere-
otypes and biases in our heads and we need to learn to get rid of them. For example, all millennials are 
entitled and lazy, whereas all older workers are technologically incompetent and outdated in their workforce 
practices, right? You can quickly see the rabbit hole that this will send you down, and it’s never-ending. 
 Leaders must get comfortable working with people who are different than they are in every way. 
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 In an MIT study of MBA students and foreign nationals, the researchers found that professionals who 
kept in regular contact with friends they made in America after returning to their home country tended to 
be more innovative and entrepreneurial. They also found that cultural learning needs to be done at a deeper 
level instead of just at a superficial one (Relihan, 2018). 
 

As a great coach, your job is to understand (and get others to understand) similarities and com-
monalities between yourself and your team but also to be able to do this among your team 
members. Don’t fear the differences, respect them. Kent Thiry, whom we met earlier from 
DaVita, said: 

 
To be an effective leader, it’s important to understand teammates and relate to their hopes, 
fears, and preferences, regardless of their age, ethnicity, or background. We want all our 
teammates to think of their workplace as “a place where I belong.” So leaders must demon-
strate that they cultivate an environment of belonging by acknowledging that we are more 
alike than we are different and by celebrating each individual for who they truly are. 

 
Creating Effective Teams 
What is a team? The common understanding is that it’s two or more people working together to achieve 
something or people who are associated together in some way. But what makes an effective team? 
 In an article for Success magazine, leadership expert John Maxwell explored why Wooden’s teams 
won. He talked about how one of Coach Wooden’s greatest strengths was selecting players and then moti-
vating those players to achieve their full potential. Not everyone Wooden coached was an amazing player; 
in fact, he recruited a lot of average shooters. But, says John Maxwell, Wooden knew where on the court 
these players shot their best and would then design plays that enabled them to get into that spot. In other 
words, he would focus on their strengths and then create environments that allowed those strengths to come 
through (Maxwell, 2017). 
 Not all teams are created equal, and it’s difficult to take an approach that works at one company and 
automatically assume it works at another company. This is what Disney did when they opened Euro Disney 
and it resulted in a massive employee exodus. Not too long ago, Google did an internal study called Project 
Aristotle, which was designed to figure out what makes some internal teams more effective than others. 
They found that who made up the team was not as important as how well the team actually works together. 
The number-one factor that determines the effectiveness of a team at Google is psychological safety, mean-
ing that members of a team trust those around them. The other four factors are dependability, structure and 
clarity, meaning, and impact (Bariso, 2018). This worked for Google and it might work at your company 
too, but it might not. 
 Amazon, for example, has their famous two-pizza rule: if a team can’t be fed by two large pizzas, then 
the team is too big. They also have a practice called the “single-threaded leader,” which I learned about 
when visiting their headquarters in Seattle, where any big decision or project is assigned to a single leader 
who eats, sleeps, and breathes that decision or project and nothing else. Typically, leaders in organizations 
are responsible for many projects and many big decisions. At Amazon, they found that a singular focus 
leads to more effective teams and decision-making. 
 In the early 2000s, why did it take only 600 Apple engineers less than two years to develop, debug, and 
deploy iOS 10 while it took Microsoft over 10,000 engineers and years to develop, deploy, and then retract 
Vista? These teams were constructed in different ways. The team at Apple comprised all-star players and 
they were rewarded as a team. Microsoft at the time was using stack ranking (which they since stopped) 
where only 20% of every team was allowed to be in the “exceptional” category and the performance was 
purely based on how well you did as an individual (Vozza, 2017). Clearly, creating effective teams makes 
a huge difference, but it’s not just about the people on the team that matters. 
 J. Richard Hackman, who passed away in 2013, was a professor of social and organizational psychol-
ogy at Harvard University and one of the world’s leaders on teams, something he began studying in the 
1970s. He found that what teams need in order to succeed are “enabling conditions” (Hackman, 2004). We 
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always assume that the success or failure of a team depends on the leader and sometimes that may be the 
case, but what if there’s more to it than that? It’s not just the leader that influences the team; it’s the team 
dynamics that influence the leader. If you take over a team that is not willing to cooperate and collaborate 
together and the team members do not appear very capable of doing their jobs, then your leadership style 
may be more hierarchical, command-and-control, project and task oriented, direct, and seemingly less hu-
man. In contrast, if you take on a team where the members are open with each other, are great at their jobs, 
and are communicative and collaborative, then your leadership style may be democratic, open, transparent, 
and more human. In other words, says Hackman, it’s not a one-way street like so many of us assume it is. 
This is why he argues for this concept of conditions instead of causes. Based on his research, there are five 
factors: real team, a compelling direction, enabling structure, supportive context, and competent coaching. 
 More recent research from Martine Haas at Wharton and Mark Mortensen at INSEAD found that an-
other condition is crucial: “shared mindset.” This is because, as mentioned above, teams are becoming more 
dynamic, diverse, and distributed, which means it’s tempting to switch to an “us-versus-them” mentality, 
and it’s also crucial to make sure that teams don’t have incomplete information. A shared mindset solves 
these two problems (Haas, 2016). Let’s briefly look at these six conditions: 

 Real team: clear boundaries, interdependence among members, and at least moderate stability of 
membership over time 

 Compelling direction: a clear purpose that is challenging and consequential, something that focuses 
on the ends to be achieved rather than just the means to pursue it 

 Enabling structure: a structure that enables teamwork, as opposed to hindering it 
 Supportive context: resources such as training, rewards, and access to information that enables 

team members to work effectively 
 Competent coaching: someone who can help with mentoring, advice, getting over obstacles and 

challenges, questions, and the like 
 Shared mindset: creating a common understanding and identity; for example, focusing on similar-

ities as opposed to differences 
 
 I have a three-year-old daughter and, as any parent knows, raising a child isn’t just about feeding them, 
taking them to school, buying them toys, changing them, and putting them to bed. You must also create an 
environment where your child can learn, grow, develop, express themselves, and experience new things. 
For future leaders these enabling conditions are just as important, if not more so, than the tactical applica-
tions we are all familiar with. Coach Wooden knew this, which is why he focused on creating those condi-
tions (plays) that enabled his players to succeed. He always said that it takes ten hands to make a basket! 

 
Michel Combes is the CEO of Sprint, the telecommunications company with around 30,000 
employees. During our discussion Michel summarized the skill of a coach quite well: “I see my 
role as a coach. On one side, I need to produce a vision. On the other side, I need to enable 
people to deliver this vision and to be comfortable in their ability to deliver, and to make sure 

that I always push them to their maximum.” 
 When it comes to creating effective teams, there is no one best approach to take. Countless studies, 
books, and reports have been written about teamwork and research keeps changing and evolving. As a 
leader you must not only be aware of what you do but of the conditions you create for your team to succeed. 
 
How Leaders Can Develop the Skill of the Coach 
At the very core of being a great coach is truly believing that your job and your privilege is to help other 
people become more successful than you. This is an important distinction from simply helping people be-
come more successful because it changes the amount of effort you will put in. Most leaders can typically 
put in a relatively small amount of effort to help someone grow, learn, or become more successful. But to 
try to get someone to excel beyond you is a much more challenging task that requires more time and re-
sources. Are you willing to do it? 
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 Another crucial aspect of being a great coach is the ability to connect with the people you work with to 
truly understand them as human beings instead of just as workers. Try asking yourself a few basic questions 
about the people you work with: 

 What excites them the most? 
 What stresses them out or drains them the most? 
 What are they most passionate about? 
 What are their strengths and weaknesses? 
 What are their hobbies or interests outside of work? 
 Do they have a family, and if so, do you know anything about them? 
 What are their professional and personal goals? 
 What do they think of you as a leader? 

 
 Of course, the list of questions here can be endless, but the point isn’t simply to create a checklist or a 
survey and have your employees answer them. It’s about taking the time and effort to know your people as 
humans, the same way you would with a potential new friend or significant other. 
 Many of the skills and mindsets outlined in this book build on top of one another. You will notice that 
as you embrace the mindsets talked about earlier, doing so will make also make you a better coach. 
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Review Questions 
1. What is not included in the text as one of the three ways a leader can unlock human potential? 
  A. Motivating 
  B. Engaging 
  C. Compensating 
  D. Inspiring 
 
2. There are six conditions related to enabling teams to succeed. Which one encompasses resources such 

as training, rewards, and access to information that enables team members to work effectively? 
  A. Enabling structure 
  B. Supportive context 
  C. Competent coaching 
  D. Shared mindset 
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Review Answers 
1. A. Incorrect. Motivating is included in the text as one of the three ways a leader can unlock human 

potential. There are all sorts of things that motivate people and as a leader, part of your job is to 
know what those things are. 

 B. Incorrect. Engaging is included in the text as one of the three ways a leader can unlock human 
potential. Leaders are currently not doing a good job of engaging the workforce. However, based 
on the author’s research, companies that master this are more than four times more profitable, pro-
ductive, and overall more successful.   

 C. Correct. Compensating is not included in the text as one of the three ways a leader can unlock 
human potential. Although compensation is important to most employees, it is not considered as 
one of the main ways to unlock human potential. 

 D. Incorrect. Inspiring is included in the text as one of the three ways a leader can unlock human 
potential. Employees who are inspired are more than twice as productive as employees who are 
simply “satisfied,” according to research conducted by Bain & Company. 

 
2. A. Incorrect. An enabling structure does not encompass resources such as training, rewards, and access 

to information that enables team members to work effectively. It refers to a structure that enables 
teamwork, as opposed to hindering it. 

 B. Correct. A supportive context encompasses resources such as training, rewards, and access to in-
formation that enables team members to work effectively. 

 C. Incorrect. Competent coaching does not encompass resources such as training, rewards, and access 
to information that enables team members to work effectively. Competent coaching refers to some-
one who can help with mentoring, advice, getting over obstacles and challenges, questions, and the 
like. 

 D. Incorrect. A shared mindset does not encompass resources such as training, rewards, and access to 
information that enables team members to work effectively. This refers to creating a common un-
derstanding and identity; for example, focusing on similarities as opposed to differences. 

 
 



 

 
Chapter 21 

The Technology Teenager 
 
Learning Objectives 

 Determine the average number of connected devices per person there will be by the year 2030 
 
Introduction 
Whenever parents can’t figure out a certain technology, the first person they turn to is usually their teenage 
kids (if they have them). Why is that? It’s not because teenagers are technology experts who understand 
how every piece of technology works and how it was created. It’s because teenagers are just technology 
savvy and digitally fluent. In other words, they understand technology but they don’t need to be technology 
experts. Leaders of the future must be the same way.  

 
Michael Tipsord is the CEO of State Farm, an insurance and financial services company with a 
workforce of over 90,000 employees and independent contractor agents. He started his career 
there in 1988. In our interview he highlighted the importance of being tech savvy: “Tomorrow’s 
leaders will need to have a technology fluency that lets them anticipate opportunities and threats, 

distinguish hype from credible, and embrace transformative possibilities.” 
 
Understand How Technology Impacts Your Business 
Technology has a dramatic impact on our lives, our organizations, and our world. Most of us rarely think 
about this because technology has become so ubiquitous that we take it for granted. But from the moment 
you wake up until the moment before you go to bed, your life is powered by technology. Whether it’s the 
smart assistant you use in the morning to listen to the news, the car you drive to work, the phone or laptop 
you use to check your email, the plane you fly when traveling, or the TV you turn on when you want to 
relax, technology is everywhere—like air. Of course, technology can refer to many different things: artifi-
cial intelligence, machine learning, hardware and software, blockchain, augmented and virtual reality, 3D 
printing, robotics, quantum computing, and anything and everything in between. It’s estimated that by 2030 
there will be an average of 9.27 connected devices per person (Safaei, 2017). 
 Japan recently appointed a new cybersecurity and Olympics minister (responsible for the 2020 Olympic 
games), 68-year-old Yoshitaka Sakurada. In a recent interview he said, “I’ve been independent since I was 
25 and have always directed my staff and secretaries to do that kind of thing.... I’ve never used a computer!” 
This is not something that leaders of the future will be able to get away with, particularly because every 
aspect of an organization is powered by and dependent on technology (Irish Times, 2018). 

 
Robert Dutkowsky is the former CEO and current executive chairman of Tech Data, an infor-
mation technology and services company with over 14,000 employees. He put this rather 
simply: “The leader of an organization has to be right on top of technology because virtually 
every company in the world today is a technology company.” 

 Leaders don’t need to understand the details of how the technologies will be deployed, but they do need 
to understand what impact a particular technology might have on the business. They need to be able to have 
these conversations and should be able to answer questions like: 

 What does the general technology landscape look like?  
 What are some of the emerging technologies out there today? 
 Which technologies are going to impact your industry? 
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 How might your organization use various technologies to improve things like customer satisfaction, 
employee experience, or productivity? 

 What might happen if the organization doesn’t make investments in technology? 
 How are your customers and employees using various technologies? 

 
How Leaders Can Develop the Skill of the Technology Teenager 
If you watch how teenagers or even preteens learn how to use technology, you will see that they rarely read 
an instruction manual. They just pick up or download whatever the technology is and start playing around 
with it. Leaders must approach technology the same way. A few years ago, if you wanted to learn about a 
new technology, you would have to sign up for a course, read through a whole instruction manual, or follow 
the instructions that came on the CD-ROM for whatever device you were trying to learn. Computers today 
don’t even come with CD-ROM drives anymore! Today we have access to learn anything we want, any 
time, and on any device with platforms such as YouTube, where you can find a tutorial or an overview for 
any technology you need or want. Even sites like TED are wonderful resources for learning about new 
technology concepts and ideas. Leaders must take advantage of them. 
 I get it—lots of new technologies keep emerging. By the time you figure out how to use one of them, 
another one emerges, so how in the world are you supposed to keep up? We’re all used to this idea of 
something new coming out and then having some time to play around with the shiny toy before a new one 
emerges. Unfortunately, that world no longer exists. Today shiny toys are being pelted at you and your 
organization like paintballs in a melee. Instead of thinking, “How do I keep up?” you have to shift your 
mindset to “This is the new normal.” This is the best piece of advice business leaders have shared with me 
when it comes to technology. You can’t control the speed of technology, but you can control your mindset 
and your response. 
 By having an overall understanding of the technology landscape, you should be able to determine which 
tools might have the greatest impact on your business and which ones can wait. 
 Another useful technique for practicing being a technology teenager is surrounding yourself with peo-
ple who are more technology savvy than you are. It’s not uncommon to hear of business leaders who are 
mentored by usually younger, more technology fluent employees. 
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Review Questions 
1. Leaders need to be able to have conversations regarding the impact a particular technology might have 

on the business and should be able to answer certain questions. Which of the following is not one of 
the questions mentioned in the text? 

  A. What does the general technology landscape look like? 
  B. What are some of the emerging technologies out there today? 
  C. What might happen if the organization doesn’t make investments in technology? 
  D. How much will it cost my organization to implement the needed upgrades to technology? 
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Review Answers 
1. A. Incorrect. “What does the general technology landscape look like?” is one of the questions men-

tioned in the text that leaders should be able to answer. 
 B. Incorrect. “What are some of the emerging technologies out there today?” is one of the questions 

mentioned in the text that leaders should be able to answer. 
 C. Incorrect. “What might happen if the organization doesn’t make investments in technology?” is 

one of the questions mentioned in the text that leaders should be able to answer. 
 D. Correct. “How much will it cost my organization to implement the needed upgrades to technol-

ogy?” is not one of the questions mentioned in the text that leaders should be able to answer. Alt-
hough this is an important consideration, it is not one of the key questions which must be asked. 

 
 



 

 
Chapter 22 

How Well Are We Practicing These Skills Today? 
 
Learning Objectives 

 Spot the country that scored the highest when asked how well managers are practicing the skills 
for the future leader 

 
Introduction 
The coach, the translator, the futurist, the technology teenager, and Yoda: these are the most crucial skills 
that leaders of the future must possess in order to be successful over the next decade and beyond. In con-
junction with the mindsets discussed earlier, mastering these skills will make you an unstoppable and in-
valuable leadership force. However, you must remember that your responsibility is to also make sure that 
those around you master these skills as well. 
 Let’s take a global look at how we are practicing these skills. These numbers are quite consistent with 
what we saw earlier in the mindsets section. Collectively, respondents believe they are doing a pretty good 
job of practicing these skills, with the numbers dropping considerably when asked about their managers 
and senior executives: 57% of all managers and 58% of all senior executives fall into the bottom two cate-
gories, respectively. Only 8% of all managers and senior executives were said to be practicing the skills 
outlined in this book “very well.” (See Figure 22.1.) 
 

How Well Are Companies Practicing 
The Skills for the Future Leader? 

 

 
 

Figure 22.1 Evaluating how companies are practicing the skills for the future leader. 
 
 From this high-level vantage point, we can now break things down by individual contributors (ICs), 
managers, and senior executives to see where the gaps are and how big those gaps are. ICs put 60% of their 
managers and 62% of their senior executives in the bottom two categories of “somewhat well” and “not 
well at all.” Managers also put 60% of their senior executives in the bottom two categories. These large 
gaps can once again be seen across all seniority levels. (See Figure 22.2.) 
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Practicing the Skills for the Future Leader: 
Individual Contributors vs. Managers vs. Senior Executives 

 

 
 

Figure 22.2 Practicing the skills for the future leader: comparisons. 
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Mind the Gaps – Again! 
When looking at all of the data on skills, we see the same story that we saw earlier when looking at mindsets. 
Leaders (managers and senior executives) believe they are doing a far better job of practicing these skills 
than they actually are. This is true when looking at the skills in aggregate and also when looking at each 
skill separately. There is simply no alignment between how managers and senior executives are practicing 
these skills when compared to how others less senior believe their managers and senior executives are 
practicing these skills. 
 For all leaders, the data shows that they scored quite poorly across the board but individual contributors 
say that the hardest skill for their managers to practice is Yoda: emotional intelligence. The skill where 
individuals say their managers are doing the best job is that of the translator: listening and communication. 
When it comes to senior executives, the skill they are practicing the best (according to both individual 
contributors and managers) is that of the futurist. The skill that senior executives struggle with the most is 
Yoda. 
 
Around the World 
Which countries are doing the best and the worst job of practicing these collective skills? Once again, I 
looked at the top two categories of “reasonably well” and “very well” along with the bottom two categories 
of “somewhat well” and “not well at all.” In Figures 22.3 and 22.4, you can see the responses across coun-
tries to the three questions of “How well do you think you are practicing these skills?” “How well do you 
think your managers are practicing these skills?” and “How well do you think your senior executives are 
practicing these skills?” 
 Collectively, Brazil once again came out on top but this time it was the United States and DACH which 
came in second place. When we look at managers, Brazil is far and away the highest-scoring country for 
the top two categories, followed by DACH and the United States. For senior executives, India is not too far 
behind Brazil, but it’s the United States that scores near the bottom of the pack. Figure 22.4 has a similar 
chart but instead of looking at the top two categories it looks at the bottom two categories. Once again we 
see the respondents from China having the largest percentage in the bottom two categories, followed by 
Australia and India. For managers, Brazil is clearly ahead of the other countries, followed by DACH. Lastly, 
when we look at the senior executives, it’s Australia that has the highest percentage in the bottom two 
categories, followed by the United States and the UK. 
 
Are We Future Leader Ready? 
Of the almost 14,000 people surveyed, only a third said that their organizations have a policy or program 
in place to address future leadership requirements in the next ten years. When I asked the 140 CEOs this 
same question, 86 of them said that they have programs in place to address the future of leadership in the 
coming ten years. The remainder are either focusing on leadership in the short-term or were blatantly honest 
in telling me that they aren’t thinking about the future of leadership at all. 
 While the CEO responses are far more optimistic than the survey responses, we once again see a huge 
gap between what most employees perceive and believe versus what CEOs are saying they are focusing on. 
In this instance, it’s what employees around the world are perceiving and experiencing, which is more 
important than what CEOs are saying they are doing. Perception is reality, so if employees are saying that 
their organizations are not ready for the future of leadership, then they aren’t ready, regardless of how 
optimistic the CEO might be. 
 There is a tremendous opportunity for us to think about the leaders we want and how we are going to 
grow them in our organizations and in our society. Throughout this book I have presented my research and 
that of others, which clearly shows that leaders today are not living up to their potential and that organiza-
tions around the world are not ready for the changes we are seeing in the world of work. We simply don’t 
have future-ready leaders. But we can change that—you can change that. 
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How well are you, your managers, and 
senior executives practicing these skills? 

(“reasonably well” and “very well”) 
 

 
 
Figure 22.3 How well are you, your managers, and senior executives practicing these skills? (top two 
categories). 
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How well are you, your managers, and 
senior executives practicing these skills? 
(“somewhat well” and “not well at all”) 

 

 
 
 

Figure 22.4 How well are you, your managers, and senior executives practicing these skills? (bottom 
two categories).  
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Review Questions 
1. What percentage of all managers and senior executives were said to be practicing the skills outlined in 

this book “very well”? 
  A. 8% 
  B. 17% 
  C. 29% 
  D. 40% 
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Review Answers 
1. A. Correct. Only 8% of all managers and senior executives were said to be practicing the skills out-

lined in this book “very well.” 
 B. Incorrect. 17% of all managers and senior executives were said to be practicing the skills outlined 

in this book “not well at all.” 
 C. Incorrect. 29% of all managers and senior executives were said to be practicing the skills outlined 

in this book “reasonably well.” 
 D. Incorrect. 40% of all managers and senior executives were said to be practicing the skills outlined 

in this book “somewhat well.” 
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Part Five 
 

Becoming the Future Leader 
 
 

 



 

 
 
 
 
 
 
 



 

 

 
Chapter 23 

Knowing vs. Doing 
 
Learning Objectives 

 Choose recommended strategies to be an effective leader 
 
Introduction 
In today’s world it’s easy for us to focus on the negative, but the most important thing I learned from writing 
this book is that the future is bright. The CEOs I interviewed identified the Notable Nine as the most crucial 
mindsets and skills for the future leader, but I want to add one to the list that can be both a mindset and a 
skill: optimism. As a leader you have to wake up each day believing that the future can be better than it is 
today and that you can help build that better future. This is not an easy thing to do. You will get caught up 
in the day-to-day aspects of your job and life; you will switch teams and employers; perhaps you will 
relocate; and you may even switch careers. Regardless of where your path takes you, you must remain 
optimistic. The future leader must wake up each morning and ask, “How can I be better and how can I 
unlock the potential of my people?” 
 There is a lot of work for leaders and organizations around the world to do. But this also means there 
is tremendous potential and opportunity, if you take action. 
 

Sheryl Palmer is the CEO of Taylor Morrison, a home building company with over 2,500 em-
ployees. A few years ago, she had to do one of the most difficult things in her life and career: 
write two letters to her team. One of the letters to her team said, “I’ll see you in six weeks,” and 
the other letter said, “Make me proud and finish the great work we started.” Sheryl had a brain 

tumor and she wasn’t sure if she would make it back from her surgery. The first letter she wrote was the 
one she wanted her team to receive if the surgery went well and she would expect to be back to work in six 
weeks. The second letter was the one she wanted her to team receive if it turned out she would not return. 
The night before the surgery, Sheryl flew back home from Florida, where she had met with the chairman 
of the board of Taylor Morrison’s parent company to finalize the timing and next steps of their UK sale 
process plans, assuming she returned in a few weeks as planned. It gave her important peace of mind that 
both the company and the Taylor Morrison team would move forward and be okay. For all Sheryl knew, 
this could have been her last night on earth and she spent it making sure her people were taken care of. In 
Sheryl’s own words: 
 

Although I always believed I lived life to the fullest and looked for the good in each person and 
situation, going through this made me realize how precious each life encounter really is. It 
made me a better leader because I was able to appreciate how important every interaction is, 
and not to take anything or anyone for granted. Many leaders go through their days fighting 
fires and not appreciating the golden rule of business: people work for people, not companies. 
A leader’s responsibility is to set the vision and not allow the business just to happen, but 
rather make relationships and interactions intentional, meaningful, and purposeful. Some may 
consider it really hard work, but being a leader is a choice, and if you decide that this is who 
you really are, there is no middle ground—it’s all consuming, not two parallel paths. Being a 
leader can’t just be when you show up to the office. It’s your natural passion and an eerie 
intersection in all parts of our lives. But when you really do it, it’s the most rewarding life 
journey in the world. 
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 When Sheryl first told me this story, I got goosebumps. I still do every time I share it with an audience. 
Perhaps it’s no coincidence that both Sheryl as a CEO and Taylor Morrison as a company have almost 
perfect reviews on Glassdoor, along with many other awards and recognitions. In fact, an astounding 94% 
would recommend Taylor Morrison to a friend. Sheryl’s story and her message underscores the importance 
of action and leading with intention. I hope you take it to heart. 
 There’s a big difference between knowing and doing. After getting this far in the book, you now know 
everything you need to become a future leader, but are you going to take the next step and actually do 
something? 
 We live and work in a dynamic and rapidly changing world, which means that as leaders we not only 
need to be able to adapt to the future, but we need to create it. What worked in the past and what works in 
the present won’t work in the future. Some core aspects of leadership—such as creating a vision and exe-
cuting on strategy—will be just as relevant in the next decade as they are today. However, the majority of 
the world’s top 140 CEOs at leading companies believe that leaders will need to embrace a new array of 
mindsets and skills in order to lead in the next decade and beyond. 
 As a reminder, these are the four mindsets: the Explorer, the Chef, the Servant, and the Global Citizen. 
The five skills are the Futurist, Yoda, the Translator, the Coach, and the Technology Teenager. Leaders 
who are able to master these Notable Nine and help others around them master them as well will be the 
most successful and so will their organizations. For leaders, success doesn’t just mean creating a more 
profitable organization. It means creating a place where employees genuinely want to show up to work each 
day; it means creating an organization that positively impacts society and the world; and it means creating 
an organization that always puts people first.  
 One of my recent favorite examples comes from Orbia, formerly known as Mexichem. It’s a 22,000-
person company with diverse business groups that focus on things like agriculture, building and infrastruc-
ture, and polymer solutions. I spoke with their CEO, Daniel Martínez-Valle, to learn more about what they 
are doing. After their massive rebranding and transformation from Mexichem to Orbia, the new brand is 
focused on three things: people, planet, and profit—in that order. Everything about the company now is 
focused on purpose, being human, and positively impacting the world. They publicly defined the organiza-
tion they want to evolve toward by focusing on six criteria: optimizing their investments, reducing green-
house gas emissions, evolving to become an innovative solutions provider, reducing waste generated, up-
skilling their workforce, and increasing women in management roles. The most fascinating part of this new 
brand, and something I’ve never seen another company do, is that they developed an ImpactMark. Think 
of it as an evolving logo that changes every year to show how the company is progressing on their six 
criteria. The supreme accomplishment would be if their ImpactMark were to become a perfect circle; they 
acknowledge this can never happen but it is something they strive for. This is how Orbia is transparently 
committing to make the world a better place. 
 Leadership used to be a rank or title that was bestowed upon someone and it’s still the approach that 
many of us are used to. For the future leader, this will be something that they must earn, which means this 
opportunity exists for everyone who wants it. Many of the skills and mindsets outlined in this book are 
relevant in today’s world but will be absolutely essential in the next ten years and beyond. In fact, if leaders 
don’t embrace the skills and mindsets outlined in this book, then they should not be in leadership positions. 
We have millions of leaders around the world today, so there is enormous potential for positive change. 
You need to decide what kind of a leader you want to be—are you willing to step up or will you stand firm 
in your current ways of doing things? 
 This book has all of the tools you need to become a future leader. However, like with all tools, they 
alone don’t get the job done. It’s the person who wields the tools who does that. The question you must ask 
is, now that you have the tools, what are you going to do with them? When you show up to work tomorrow 
are you going to be the same person you were before you read this book? I hope not. Here are some practical 
steps you can take. 
 
Define “Leader” and “Leadership” 
How do you define leadership? What does being a leader mean to you? Whom do you consider to be a great 
leader and why? If you can’t answer these questions, how can you possibly lead? Your definition may 
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change over time but you have to start with some kind of a North Star that will ultimately guide who you 
are as a person, the type of company you want to be a part of, and what kind of leader you are. 
 
The Golden Triangle of Leadership 
Who you are as a leader and what kind of leader you will become is shaped by three things that make up 
what I call the Golden Triangle of Leadership (Figure 23.1): your beliefs, your thoughts, and your actions. 
A belief is something that you understand or accept as true; it’s your North Star and your philosophy on 
business (and life). Your thoughts are how you think as a result of having that North Star, and your actions 
are the things you do as a result of your beliefs and thoughts. For example, if one of your beliefs is that 
people should come before profits, then your thoughts will focus on how you can improve communities, 
what you can do to make employees more fulfilled at work and at home, how you can take care of your 
employees during times of business stress, and what you can do to help your people learn and grow as 
human beings. As a result, your actions might lead you to investing heavily in coaching and mentoring 
programs, spending more time with frontline employees, dedicating a portion of profits to local community 
efforts, and even sacrificing your stock price performance or salary so that people who work with you can 
be taken care of. If one of your beliefs is that leadership is simply about achieving business results, then 
your thoughts and actions will reflect this accordingly. There are many paths to choose from and I have 
sought throughout the book to guide you down what I believe is the right one. 
 

 
 

Figure 23.1 The golden triangle of leadership. 
 
 Do you know what your beliefs are? Can you see those manifested in how you think? Are your actions 
reflecting your beliefs and thoughts? These should all connect to one another. This is the absolute core of 
leadership and requires you to do a bit of introspection. Once you ask yourself these questions and get 
clarity around these things, it’s crucial for you always to keep them in the back of your mind when you 
make decisions, interact with others, or consider new directions. When you find that your thoughts or ac-
tions are not aligning to your beliefs, it’s usually a sign that you are not being true to yourself and are being 
put into a position where you have to compromise who you are. Assuming that you are embracing the 
concepts in this book, don’t compromise—I promise you it’s not worth it. 
 You can think of this process a bit like designing an avatar in a video game. Today, many popular 
games allow you to pick a character and then customize them with different skills and abilities. As you 
progress through the game, you have the option to invest your winnings in different areas. For example, 
you might want to empower your character to wield weapons, use magic, run faster, have more health, be 
stronger, have greater defensive abilities, and so on. If you were building yourself as a leadership avatar, 
what kind of character would you be and what areas would you invest in? 
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 As a leader, you must also consider the filters that your organization has in place to grow and create 
future leaders. Spend some time thinking about what those are currently and what you think they should 
be. Write them out and talk about them with your peers, your co-workers, and your HR department. 
 
Look at Your Present State 
Next, assess which of the skills and mindsets you need to work on most and which ones you have a good 
grasp of. This isn’t easy to do and requires you to look inward. You can follow in the steps of Benjamin 
Franklin and use his method of assets and liabilities we explored earlier in this book. You should also ask 
for feedback from your team members. As we have seen, the way leaders evaluate themselves is quite 
different from how others evaluate the leaders. 
 To help out with this, I put together an assessment that you and your teams can take to help you under-
stand just how future-leader-ready you are. It will give you a sense of how well you are practicing the skills 
and mindsets outlined in this book and will provide some further guidance on things you can do. You can 
find the free assessment at FutureLeaderSurvey.com. 
 I also encourage you to have open conversations about these skills and mindsets with your team and 
with your current leaders. 
 
Practice the Skills and Mindsets 
The next step is to take all the skills and mindsets you’ve learned about in this book and make them your 
leadership operating system. When you turn on your computer, your phone, or another device, it spends a 
few seconds booting up an operating system that you then use. Each morning when you “boot up,” use 
these nine skills and mindsets as your operating system that gets loaded into your head, heart, soul, and 
body. This is how you operate from now on—and don’t forget that splash of optimism! 
 As with anything new we learn, it will take time to master it, but you have to start and you have to 
commit. Benjamin Franklin once said, “Little strokes fell great oaks,” meaning gradual and small changes 
can yield a large impact. If you improve just 1% a day, then you will be 37 times better at the end of the 
year. For example, you can start spending a few minutes each day reading about a new topic to work on 
curiosity, take a deep breath before responding in a heated situation to practice empathy, ask for feedback 
from your team to work on self-awareness, put away technology when having a discussion with someone 
to work on communication, and look at several possibilities before making a decision to practice thinking 
like a futurist. Of course, this is just the beginning, but these are relatively simple, basic things you can 
begin to incorporate in your life that will yield further changes and impactful results. 
 John Wooden once said, “When you improve a little each day, eventually big things occur. When you 
improve conditioning a little each day, eventually you have a big improvement in conditioning. Not tomor-
row, not the next day, but eventually a big gain is made. Don’t look for the big, quick improvement. Seek 
the small improvement one day at a time. That’s the only way it happens—and when it happens, it lasts.” 
 Leadership isn’t easy, and becoming a great leader is one of the most challenging things anyone can 
do. But like all great challenges, they are worth overcoming. If you want complimentary coaching from me 
during your journey along with access to videos and leadership hacks from the CEOs I interviewed, visit 
LeadershipReset.com. 
 
Build Your Tribe 
Any great leader will tell you that their success and the success of their organization comes as a result of 
their team. If you want to be a great future leader, you must surround yourself with those who will help you 
become that leader. Leaders help unlock the potential of those they are leading, but this flows both ways. 
Your team will also unlock your potential as a leader.  
 Surround yourself with those who are better than you, smarter than you, and who excel in areas where 
you struggle. This takes vulnerability and self-awareness, both topics explored in this book. It’s easy to 
surround yourself with those who agree with your ideas and with those who tell you how great and smart 
you are. It takes enormous courage instead to surround yourself with those who will challenge your ideas 
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and question your assumptions and with those who don’t look like you, sound like you, act like you, behave 
like you, or believe the same things as you. 
 Build your tribe so that they can make you a better leader. 
 
Avoid a Typical Day 
One of the things that I found particularly fascinating when interviewing CEOs, or even business leaders 
on my podcast for that matter, is that when I asked them what a typical day looks like for them, they couldn’t 
tell me. Their response was always, “I don’t have a typical day.” However, most of us do have a typical 
day. We wake up at the same time each day, show up to work at the same time, attend the same meetings, 
do the same type of work, surround ourselves with the same types of people, eat lunch at the same time, 
and then go home at the same time. Our days are structured in a very process-centric and, dare I say, robotic 
kind of way. The more routine and “typical” your job and your day become, the more irrelevant and re-
placeable you might be. 
 It’s been said that if you want to spark creativity, curiosity, and exercise your brain, you should take a 
different route to work each day. Doing so allows you to discover new things, deal with new challenges 
and obstacles, and avoid staying in the doldrums of the familiar; it constantly keeps you on your toes. The 
same concept applies to what your day actually looks like. 
 This doesn’t mean you can’t have some structure or routine in your day; I’m not advocating creating 
chaos in your life. Instead, I’m encouraging you to change things up when and where you can. Surround 
yourself with new people and ideas, learn something new, experiment with working on different teams. 
Avoid having every day look like the one that came before and the one that will come after it. 
 When you break free from this idea of having a typical day, you will find that you take charge of your 
life and your career as opposed to just following a script. Not having a typical day puts you into a constant 
state of learning, growth, and challenging yourself. It also keeps you more engaged in the work that you 
are doing, helps avoid burnout, creates new relationships, and teaches you to see things from different 
perspectives. The business leaders I interviewed are involved with diverse projects, meeting with new cus-
tomers and employees, participating in various team meetings, and doing whatever they can to make sure 
that their day is atypical. Often leaders can get into the habit of always doing things the same way; creating 
an atypical day is a great reminder to break out of the box. What does a typical day look like for you? How 
can you make it a bit more atypical? 
 
Guide Others 
Leadership is a team sport, so what good is it if you are growing and excelling if nobody else around you 
is? Remember, a lighthouse doesn’t exist just to shine a light on itself. The primary purpose of a lighthouse 
is to guide others. As you think about and embrace the skills and mindsets outlined in this book, ask yourself 
what you can do to help others do the same, even if it means that they become more successful than you. 
This is one of the most challenging things for leaders to embrace. It’s scary and requires an enormous 
amount of emotional intelligence and courage. 
 We can all feel a bit anxious or upset when those around us become more successful than we are, and 
perhaps we even get resentful. For many leaders, this can be true, especially if they are the ones helping 
make that person more successful. But why? If you have kids, when they are able to do something that you 
couldn’t do or when they do something better than you, you don’t yell at them and say, “How dare you? I 
am your creator!” Instead, you look at them with a sense of pride, joy, and accomplishment, knowing that 
you had something to do with helping your child succeed. This is how we need to think about leadership. 
 When you guide others, they in turn will guide you. 
 Leaders have an enormous responsibility to create an organization where people want to show up to 
work each day and to build a world that we are all proud to live in. Not only must you embrace and practice 
the skills and mindsets outlined in this book, but you must also guide others around you to do the same. 
Being a leader isn’t easy, but nothing worth doing ever is. Imagine what our organizations would look like 
if all leaders practiced the concepts outlined in this book, and imagine what impact this would have on our 
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world. You are a leader, the lighthouse in your organization. Help guide others to success and look out for 
them. 
 If this book has helped you become a better leader, please share it with someone else you want to see 
become a future leader as well. 
 Lead on! 
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Review Questions 
1. What is not one of the three things which make up the golden triangle of leadership? 
  A. Experiences 
  B. Beliefs 
  C. Thoughts 
  D. Actions 
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Review Answers 
1. A. Correct. Experiences are not one of the three things which make up the golden triangle of leader-

ship. Although experiences are important to leaders, they are not a main component of the golden 
triangle. 

 B. Incorrect. Beliefs are one of the three things which make up the golden triangle of leadership. Do 
you know what your beliefs are? Can you see those manifested in how you think? Are your actions 
reflecting your beliefs and thoughts? These should all connect to one another. This is the absolute 
core of leadership and requires you to do a bit of introspection. 

 C. Incorrect. Thoughts are one of the three things which make up the golden triangle of leadership. 
When you find that your thoughts or actions are not aligning to your beliefs, it’s usually a sign that 
you are not being true to yourself and are being put into a position where you have to compromise 
who you are. 

 D. Incorrect. Actions are one of the three things which make up the golden triangle of leadership. 
When you find that your thoughts or actions are not aligning to your beliefs, it’s usually a sign that 
you are not being true to yourself and are being put into a position where you have to compromise 
who you are. 
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Glossary 
 
CEO – a chief executive officer, the highest-ranking person in a company or other institution, ultimately 

responsible for making managerial decisions.  

Cognitive ability – a general mental capability involving reasoning, problem solving, planning, abstract 
thinking, complex idea comprehension, and learning from experience. 

Empathy – the ability to understand the feelings and emotions of others. 

Formal learning – structured training having clear objectives and goals that takes place in a planned set-
ting such as a classroom. 

Gallup study – a public opinion poll performed by Gallup, Inc., an American analytics and advisory com-
pany based in Washington, D.C., founded by George Gallup in 1935. 

Globalization – the process by which businesses or other organizations develop international influence or 
start operating on an international scale. 

Informal learning – learning naturally, through experience, discussions, presentations, and guidance with 
no structured curriculum; also called experiential learning. 

Leader – someone that goes before or shows the way. 

Leadership – the action of leading a group of people or an organization. 

Millennials – also known as Generation Y or the Net Generation; the demographic cohort directly follow-
ing Generation X; someone born between 1981 and 1996. 

Mindset – a mental attitude or inclination. 

Nonformal learning – learning that is more self-directed in nature, but still has some structure to it, such 
as listening to a podcast or TED talk with the goal of learning something new. 

Notable nine – a collection of four mindsets and five skills that the world’s top business leaders have 
identified as being most crucial for future leaders. 

Self-awareness – being mindful of your own emotions, feelings, state of mind, motives, and desires. 

Situational judgment – the ability to choose the most appropriate action in workplace situations. 

Span of control – the number of employees per manager or supervisor. 

Stack ranking – a controversial performance management practice popularized by Jack Welch during his 
tenure as CEO of General Electric in the 1980s in which managers rank employees against their 
coworkers. 

Super perpetual learning – learning new things on an ongoing basis, applying what has been learned on 
a regular basis in new situations and scenarios, and understanding the results or feedback of applying 
what has been learned. 

Toxic boss – a boss lacking empathy and self-awareness; employees who work for this kind of boss are 
more likely to become overly critical of one another, take credit for other people’s work, and behave 
more aggressively toward their fellow employees. 

Toxic leadership – a self-centered form of leadership where the enjoyment of influencing others (having 
power over others) and meeting selfish desires are primary motivators. 
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