09.25.07/Tom Peters

ASIS Bullet Points

INTRO. “Security,” “risk management” = Everything (like TP and design); tough job—asymmetry of reward and punishment—can lead to hopeless conservatism, which is valueless.
“We may not be interested in chaos, but chaos is interested in us.”—Robert Cooper, The Breaking of Nations: Order and Chaos in the Twenty-first Century
“It is not the strongest of the species that survives, nor the most intelligent, but the one most responsive to change."—Charles Darwin
“I am often asked by would-be entrepreneurs seeking escape from life within huge corporate structures, ‘How do I build a small firm for myself?’ The answer seems obvious: Buy a very large one and just wait.”—Paul Ormerod,
 Why Most Things Fail: Evolution, Extinction and Economics
PEOPLE. PEOPLE. PEOPLE. PEOPLE. PEOPLE. PEOPLE. PEOPLE. PEOPLE.

PEOPLE. In Search of Excellence. HARD IS SOFT. SOFT IS HARD.
People > >Tech; <CAPEX, >PEOPLE; “piss away $500,000” (Iraq, CIA;
don’t become a slave to “cool” technology—sorry, exhibitors; CCTV/UK)

*Language (Risk reduction more “businesslike” than “security”??)
*Thinking “risk” is not “weird”—do it hundreds of times a day (jaywalk, 
how many backups, put the rubber mat down in the tub)

*BLACK SWANS! (Seigfried & Roy; hire for “good at Plan B”)
Banking: Losses from 3 events = = Total historical earnings (1982/Default Latin America; 1992/S & L; 2002/dot.com)
Las Vegas: Siegfried and Roy, plus a handful of others = 1,000X gambling variability
Wall Street: “In the last 50 years, the 10 most extreme days in the financial markets represent half of the returns. Ten days in 50 years. Meanwhile, we are mired in chitchat.”—The Black Swan: The Impact of the Highly Improbable, Nassim Nicholas Taleb

*“Mindfulness” (TP and design; awareness, like TQM in ’80s
*Engage 100%!! (plausible; “part of the solution,” quality revolution; wean me on

“small stuff”—more later; make me Teach others—the ATT guys)

*PLAUSIBLE!!!!!!!!!!
*Fear a Losing Proposition (cry wolf—State Department/CYA; “pervs by the bushel
  in hotel lobbies”—c’mon; overstatement; dismiss rather than engage. We must
  learn to live in a less secure world—act as gentle mentors for that (Remember:

  “We may not be interested in chaos, but chaos is interested in us.”); Gotta be part

  of the “business team,” not some odd ducks—again, talk “risk.”
*TEACH, TEACH, TEACH. (K.I.S.S.; TGR vs TGW; MBSA/David Armstrong—
  Stories teach; mostly- overwhelmingly positive stories—Armstrong; Skinner: 
  POSITIVE BEATS NEGATIVE); make it a game—Virgin’s safety videos; always 
  on the lookout for champions—Jill Ker Conway, Bob Stone)

*Teach as “economics;” ASIS—get it (security, risk management) into MBA
  programs

*Positive beats negative redux (“Some people see what went wrong and try to fix it;
  I see what went right and try to build on it.”—Bob StoneOSHA Maine)
*12. Unearth the “Champions.” 
“Somewhere in your organization, people are already doing things differently and better. To create lasting change, find these areas of positive deviance and fan the flames.”—Richard Pascale 
*Small Wins—“Little things” (Momentum!!; tiny things—Singapore candy at
  Immigration; message, We want you here.”; Rudy—one good inning; 100,000
  deaths—wash hands, compression socks, etc; DO THE THINGS YOU CAN DO;
  make friends three levels down in org. 

*Try it! (Herb, Mike, Wayne, Ross—this does apply to you; no errors, no
  progress—“do it right the first time = “insanity”) (ONLY STRATEGY.)
“We have a ‘strategic plan.’ It’s called doing things.”—Herb Kelleher
“We made mistakes, of course. Most of them were omissions we didn’t think of when we initially wrote the software. We fixed them by doing it over and over, again and again. We do the same today. While our competitors are still sucking their thumbs trying to make the design perfect, we’re already on prototype version #5. By the time our rivals are ready with wires and screws, we are on version #10. It gets back to planning versus acting: We act from day one; others plan how to plan—for months.”—Bloomberg by Bloomberg
“Fail. Forward. Fast.”—Tech Exec, PA
“You miss 100% of the shots you never take.”—Wayne Gretzky

*Can’t do everything at once/SIO/Strategic Initiative Overload—pick a few would
   be champions, demos, heroes, stories, and nurture them; test beds, demo “small
  wins,” “model places;” Haass: “I used to have a rule for myself that at any point

  in time I wanted to have in mind—as it so happens, also in writing, on a little
  card I carried around with me—the three big things I was trying to get done. 
  Three. Not two. Not four. Not five. Not ten. Three.”
*Your Staff (“It’s the people, stupid!”, “Hire for attitude, train for skills—
  Bill Walsh; Wegmans!!!!!! ; pay top quartile; evaluation—53 = 53; IBP =
  Remarkable challenge, rapid professional growth, respect, satisfaction, fun,
  Stunning opportunity, exceptional reward, amazing peer group, full membership
  in Club Adventure, maximized future employability
*TRAIN. TRAIN. TRAIN. TRAIN. TRAIN. TRAIN. (<Capex, >People)
*WOMEN (Why so many—ha ha; “Womenomics;” parking lot lights work for me
  too, so why make it a woman’s thing—so, too, hotel security; WOMEN DON’T 
  PANIC; WOMEN ARE INSTINCTIVELY GOOD AT PLAN B; WOMEN ARE
  “THE SECURITY FOLKS”—FAMILY, HEALTH, FINANCES, ETC) 

  (And not shrill!)
“Forget China, India and the Internet: Economic Growth Is Driven by Women.”—Headline, Economist, April 15, 2006, Leader, page 14

“AS LEADERS, WOMEN RULE: New Studies find that female managers outshine their male counterparts in almost every measure”—TITLE/ Special Report/ BusinessWeek
*Brand-Culture (You are part of overall “great place to work”; you are an integral
  part of the Brand!!; brand goes way South fast if security issues—VA Tech;
  shrinkage is partially cultural.
The Manager’s Book of Decencies: How Small Gestures Build Great Companies—Steve Harrison, Adecco (Sarbanes-Oxley) 
*Vision (Imagination—Dubai #1; no CYA!!; 
*ASSET, NOT COST!!!!!!!!!!!!!!!!!!!
*Organization (making it to the C-suite will not solve your problems—Grant not
 ask for more resources; MEMBER OF THE CORPORATE TEAM—not “security
 guys.”
*XF!!!!!!!!!!!!!! (humility—make it work; DGS the anti-model)
*BUSINESSPERSONS first, security professionals second; report to CFO??
*SALES!! (“Everybody lives by selling something”—RLS; women better at sales—

  Relationships R Us.)
*Leadership (9Ps, 7Es.; SERVANT LEADERSHIP; MBWA—CBRA—25;
  “It’s always show time”—don’t look like “security guys”; remember, we are part
  of The Team, Brand.
9Ps

PURPOSE.
PASSION.
POTENTIAL.
PRESENCE.
PERSONAL.
PERSISTENCE.
PEOPLE. 
POTENT.
POSITIVE.
7Es

EXUBERANCE! 
ENERGY!
EMPATHY!
ENGAGEMENT!
EMPOWERMENT!
EXECUTION!
EXCELLENCE! 
*Grant & Nelson.

NELSON
1. Simple-clear scheme (“Plan”) (Not wildly imaginative) (Patton: “A good plan executed with vigor right now tops a ‘perfect’ plan executed next week.”)
2. SOARING/BOLD/CLEAR/UNEQUIVOCAL/WORTHY/NOBLE/INSPIRING

  “GOAL”/“MISSION”/“PURPOSE”/“QUEST”
3. “Conversation”: Engagement of All Leaders
4. Leeway for Leaders: Select the Best/Dip Deep/Initiative demanded/Accountability swift/Micromanagement absent
5. LED BY “LOVE” (Lambert), NOT “AUTHORITY” (Identify with sailors!)
6. Instinct/Seize the Moment/“Impetuosity” (Boyd’s “OODA Loops”: React more   quickly than opponent, destroy his
  “world view”)
7. VIGOR! (Zander: leader as “Dispenser of Enthusiasm”)
8. Peerless Basic Skills/Mastery of Craft (Seamanship)
9. Workaholic! (“Duty” first, second, and third)
10. LEAD BY CONFIDENT & DETERMINED & CONTINUOUS & VISIBLE EXAMPLE (In 
   Harm’s Way) (Gandhi: “You must be the change you wish to see in the world”/

   Giuliani: Show up!)
11. Genius (“Transform the world to conform to their ideas,” “Triumph over rules”)

   (Gandhi, Lee-Singapore), not Greatness (“Make the most of their world”)
12. Luck! (Right time, right place; survivor) (“Lucky Eagle” vs “Bold Eagle”)
13. Others’ principal shortcoming: “ADMIRALS MORE
  FRIGHTENED OF LOSING THAN ANXIOUS TO WIN”
Source: Andrew Lambert, Nelson: Britannia’s God of War
GRANT

*Simplicity and clarity (written orders, view of movement)

*Action-action-action (always forward; job only done when 100% done;

   when the job is done, start the next job)

*Tactics >>>> Strategy (FM: “Operations is policy”; 

   HK: “We have a strategy; it’s called ‘doing things.’”)

*Movement (perpetual movement, other guy perpetually off balance 

   and reactive; O.O.D.A. loops--Boyd)

*Offense (not so good at defensive battlements)

*Decency!

*CBWA (on the move, no aides)

*“Lean staff” (“simple form, lean staff”)

*Unflappable (Fearless)

*Visual (mapmaker)

*Logistician
*Relentless: “One of my superstitions had always been when I started to go anywhere or to do anything, not to turn back , or stop, until the thing intended was accomplished.”—Grant

*Autonomy to Commanders

*Self-contained 

*Do it with what he has

*Antsy

*Mastery (horsemanship)

*“Western” attitude mimicked boss twice removed (Lincoln)

*EXCELLENCE. ALWAYS. (ISOE—People. Customers. Action. 
  Clear Mission/Values.)
“Excellence can be obtained if you:
  ... care more than others think is wise;
  ... risk more than others think is safe;
  ... dream more than others think is practical;
  ... expect more than others think is possible.”
—Anonymous, from tompeters.com

"Life is not a journey to the grave with the intention of arriving safely in one pretty and well preserved piece, but to skid across the line broadside, thoroughly used up, worn out, leaking oil, shouting ‘GERONIMO!’”—Bill McKenna, professional motorcycle racer
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