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This plea for EXCG I I ENCELisa product of Twitter,

where | hang out. A lot. Usually, my practice is a comment here
and a comment there—driven by ire or whimsy or something

I ve read or observed. But a while back—and for a while—I
adopted the habit of going off on a subject for a semi-extended
period of time. Many rejoinders and amendments and (oft
brilliant) extensions were added by colleagues from all over the
globe.

So far, some 74 “tweetstreams” (or their equivalent from

some related environments) have passed (my) muster—and are
included herein.*

There is a lot of bold type and a lot of R E D ink and a lot of
i

(red) exclamation marks ( = ) in what follows. First, because |

believe this is important stuff. And second, because | am certain
there are no excuses for not cherrypicking one or two items for
your T.T.D.N. list. (Things To Do NOW.)

Excellence.
No Excuses.
Now.

*Note: These pieces, by definition, are loosely linked. Hence, on several occasions you will find duplication. I cannot imagine you will read this treatise ina linear
fashion; thus each aims to it the overall theme but also stands alone, which, upon occasion, seemed to call for duplications.
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Epigraph: The ACCELERATING Rate of Change

“The greatest
shortcoming of the
human race Is our
Inability to
understand the
exponential
function.” s

*from Erik Brynjolfsson and Andrew McAfee, The Second Machine Age,

“Moore’s Law and the Second Half of the Chessboard”/“Change” is Ot the
issue—change has always been with us. But “this time” may truly be different. The
ACCELERATION of change is unprecedented—hence, the time for requisite action
is severely compressed.



(Yes, it does. “Hey, this looks a lot like a
PowerPoint presentation,” you say. “Yes it
does,” | reply shamelessly. PowerPoint is
my medium. Pretty much everything | do
resembles PowerPoint—I think and
dream in PowerPoint. So consider this
doc as a Word translation from
PowerPoint. Why? Because it’s, as I said
... WHAT I DO. Furthermore, my
company logo, two years in the making, is

a bright red exclamation mark! [That’s

It. No words, no music, just that RED
exclam.] I once wrote “Technicolor times
call for Technicolor solutions.” And |
stand by that. So there you haveit... a
PowerPoint translated into Word studded

..... Please do enjoy. These are
indeed ... TECHNICOLOR )



PREVIEW/EXECUTIVE SUMMARY
This Is the (OBVIOUS) Stuff I Care About.
This Is the (OBVIOUS) Stuff, the Absence of

Which Sends Me Into a ... BLIND RAGE.

34 BFOs/“Blinding Flashes of the OBVIOUS”

BFO H1. If you (RELIGIOUSLY) help

people—EVERY SINGLE PERSON,
JUNIOR OR SENIOR, LIFER OR
TEMP—grow and reach/exceed their
perceived potential, then they in turn will
bust their individual and collective butts to
create great experiences for Clients—and
the “bottom line” will get fatter and fatter

and fatter. (ANYBODY LISTENING?)
(PEOPLE FIRST = MAXIMIZED

PROFITABILITY. PERIOD.)
(ANYBODY LISTENING?) (FYI: “People

FIRST” message is 10X more urgent than
ever in the high-engagement “AGE OF
SOCIAL BUSINESS.”)
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N Ote - In 1985, | gave a 2-day seminar to YPO members in

Manhattan. As we moved to close, | asked for feedback. Early on, a
chap by the name of Manny Garcia got up to speak—Manny, who
became a pal, was one of Burger King’s top franchisees. He began, “I
really didn’t hear anything new in the two days”—you could have heard
my sharp intake of breath from the back row. He continued, “I’d add
that this was probably the best seminar I’ve attended in my many years

in business.” Huh? “I’d call it a ¢ B L I N D I N G
FLASH OF THE
O BV I O U S . ? We KNOW all these things—but time

and again we fail to relentlessly practice them.” In retrospect, I consider
Manny’s feedback to be the best I’ve ever gotten.

There will be ... GUARANTEED ... nothing new in the 500+ pages
ahead. We know putting people REALLY first translates into mid- to
long-term growth and maximized profitability. SO WHY DON’T WE
DO IT? We know ... GREAT TRAINING ... pays for itself 100 times
over—in business just much as in sports and the arts. SO WHY DON’T
WE DO IT? We know a simple “THANK YOU?” is the greatest of all
motivators. SO WHY DON’T WE DO IT? And on—and on—it goes.

Frankly, I am in a rotten mood. If | was preaching rocket science, and
people didn’t “get it,” that’d be one thing. But each of the 34 points in
this brief introductory section and each of the 74 items in the main body
amount to, beyond doubt, a ... BLINDING FLASH OF THE
OBVIOUS.

Damn it! Let’s get a move on! It is indeed obvious, which leads to the
subtitle of this book ...

NO EXCUSES!



BFO 2: ENABLING “ALL HANDS”
GROWTH IS LEADER DUTY #1. (and

ALL good things flow therefrom.)

BFO 3: The “CTO”/Chief Training
Officer should (MUST!) be on a par with
the CFO/CMO.

Training = Investment #1.

(8 of 10 CEOs see training as an “expense,” not an
investment/prime asset booster.) (“Our training courses

are so good they make me want to giggle.” “Our
trainers are on the same pay scale as our

engineers.”) (In a 45-minute “tour d’horizon” of the
enterprise: GUARANTEE 9 of 10 CEOs* [*10 of 107?]

wouldn’t once mention training.
THAT = DISGRACE.)

BFO 4: OUT-READ ’EM. AGE 17.

AGE 77. 2014: READ & GROW ... or wilt.

(One financial services superstar pegs CEO prob. #1: “They
don’t read enough.”) STUDENTHOOD (OBSESSION THEREWITH)
(for ALL of us) FOR LIFE!

BFO 5: Organizations exist for ONE
reason ... | O BE OF SERVICE.

PERIOD. (And effective leaders in turn are ...
SERVANT LEADERS. PERIOD.)
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BFO 6: The... HEART OF THE MATTER

(e.g., productivity, quality, service) ... is the typically under-

attended ... FIRST-LINE BOSS. (vour FULL CADRE
of first-line bosses is arguably a ... “TOP 3” ASSET)

Bro7: WT TMSW. (Whoever Tries

The Most Stuff Wins.) WTTMSASTMSUTFW.
(Whoever Tries The Most Stuff And Screws The
Most Stuff Up The Fastest Wins.)

READY. FIRE. AIM.
Practical translation #1: Winning through the
discipline of QUICK PROTOTYPES. Winners:

“RELENTLESS EXPERIMENTATION.”
“A Bias for Action”: #1 Success Requisite in 1982,
“A Bias for Action”: #1 Success Requisite in 2014.

BFO 8: “Fail faster. Succeed sooner.”

“FAIL. FORWARD. FAST.”

“Fail. Fail again. Fail better.”
“REWARD excellent failures. PUNISH
mediocre successes.”

Book/Farson: Whoever Makes The Most
Mistakes Wins.

We do NOT “accept”/“tolerate” failures.
WE CELEBRATE FAILURES.
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BFO 9: Enabling change: It’s NOT NOT NOT
about “vanquishing (ignorant) foes.” It’s ALL ALL
ALL about recruiting and nurturing ...

ALLIES.

BFO 10: The Gospel of “SMALL WINS.”

You and your Allies cobble together a skein of successful trials
(“small wins”’); momentum around this portfolio of demos
more important than any high-investment Big Victory.

(ALLIES + SMALL WINS + MOMENTUM
= UNSTOPPABLE.,)

BFO 11: Year = 220 lunches. WASTE

NOT ONE. cross-functional SNAFUSs are the #1 problem

for most orgs. Software ... WILL NOT ... fix it. ONLY ...
“Social Stuff” works—e.g., makin’ pals in other functions;
lunch = Strategy #1.

Goal: X FX/CrOSS-FunCtional Excellence ... or die trying.

BFO 12:
Excellence is NOT an ““aspiration.”

Excellence IS the next 5 minutes.
(Or not.)
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BFO 13: in Search of Excellence theme song:

“Hard is soft. Soft is Hard.”

(E.g., Numbers are the “soft stuff”—witness the crash. Solid
relationships/integrity/trust/teamwork = True “hard stuff.”)
Strategy is important.

Systems are important.

CULTURE is ... MORE IMPORTANT.

(Serious change = Tackling the culture. PERIOD.)

(Even “Mr. Analysis,” in his autobiography, Lou Gerstner,
IBM turnaround CEO, reluctantly acknowledged culture’s
unequivocal primacy in the big-change-game.)

BFO 14: We Are What We Eat =
WE ARE/BECOME WHO WE
HANG OUT WITH. (“Hang out with ‘cool’

and thou shalt become more cool. Hang out with ‘dull’
and thou shalt become more dull.”) RELIGIOUSLY/
CONSCIOUSLY MANAGE “HANG OUT.”

EVERY “hang out decision” (employees/customers/
vendors/consultants/lunch mates/board composition/locale/etc.) iS d

... STRATEGIC INNOVATION

DECISION. (Diversity [ON ANY DIMENSION YOU
CAN NAME] is an imperative in confusing times.)

@ire for ... CURIOSITY . expLiciTLY)
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BFO 15: 2011: Apple’s market cap surpasses
ExxonMobil’s. Why? D-E-S-1-G-N. Are YOU

obsessed by ... D ES I GNO

(In EVERY nook and EVERY cranny of EVERY tiny or
humongous enterprise—and in your own professional
affairs.) (DESIGN is an instinctive STATE OF MIND as well
as a set of practices.)

(Less than EXCELLENCE in functionality = Unacceptable.)
(Less than SUPER-COOL in aesthetics = Unacceptable.)

Bro 16: LBT/TGR

MULTIPLIER POWER.
Ceaselessly seek the LBTs/Little BIG Thlngs

“Small stuff” ... BIG Impact: Walmart increases (mere)
shopping basket size, small appliance sales up 50%. Reducing
TGWs/Things Gone Wrong is invaluable. BUT ... put at least as
much effort into remorselessly accumulating

TGRs/THINGS GONE RIGHT.

(E.g. Disney’s OBSESSION with memorable Starts & Finishes
courtesy ... PARKING LOT EXCELLENCE))
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BFO 17:
WOMEN BUY EVERYTHING.

WOMEN ARE THE MOST
EFFECTIVE LEADERS.

WOMEN ARE THE MOST

SUCCESSFUL INVESTORS.
(Does your organization ... UNMISTAKABLY ...
reflect that from stem to stern?)

(“This will be the women’s century.”
—Dilma Rousseff, president of Brazil, opening address to U.N.

General Assembly/first woman to keynote the opening session)

BFO 18: KEEP ADDING VALUE.

Big Blue: IBM to IBI\/I: From Machine dominance to
Business Services dominance.

Big Brown: UPS to UPS: From delivering Parcels to
managing Logistics Systems.

(“Transactional customer SATISFACTION” to “Systemic

customer SOLUT'ONS”)

(EVERYONE’s game. Tiny. Giant. EVERY industry.)
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BFO 19: Forget B-1-G. (100% of biggies UNDER-perform
long-term.) Instead build national wealth around ...

“MITTELSTAND” companies—
MIDSIZE SUPERSTAR NICHE/
MICRO-NICHE DOMINATORS

—in ANY category you can name. (C.f., Germany’s
Mittelstand worldbeaters—#1 global exporter for years.)

@attecry: “BE THE BEST. I'T°S THE
ONLY MARKET THAT’S NOT
CROWDED.” wHY ELSE BOTHER?)

(FY1: ANYTHING/EVERYTHING is subject to MIND-
BOGGLING ADDED-VALUE/DIFFERENTIATION.
(BANISH the word ... “commodity.”)

BFO 20: The problem is RARELY the problem. The

lackluster RESPONSE to the problem is invariably the real
problem. Answer? Slavishly adhere to these two response

commandments: LIGHTNING-FAST
RESPONSE OVERKILL.
UNEQUIVOCAL QUICK-TIME
APOLOGY.
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BFO 21: wnat do people (most) desire—including thee

and m? ACKNOWLEDGEMENT.

So: Show your appreciation ... BIG TIME/ALL THE TIME.
(Track it ... RELIGIOUSLY!) (“Acknowledgement” is ...
THE MOST POWERFUL WORD IN THE LEADER’S
VOCABULARY.)

BFO 22: The two most powerful words in the English
language are?

No contest: “THANK YOU.”

(ACT ACCORDINGLY—eé.g., OBSESSIVELY.)

BFO 23: Have you done your I\/I BWA/

Managing By Wandering Around ... TODAY? If not, why
not? (Hint: There are ... ZERO ACCEPTABLE EXCUSES))

BFO 24: Your CALENDAR knows your TRUE priorities.
Do YOU?

You ... ARE ... your calendar.
Your calendar ... NEVER LIES.

(Drucker: Best bosses do O N E thing at a time.)
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BFO 25: what s the individual’s/organization’s #1

enduring strategic asset? Easy: ASSET #1 =
INDIVIDUAL AND
COLLECTIVE
EXCELLENCE AT ...
L-1-S-T-E-N-I1-N-G.

(Listening can be ... TAUGHT. Listening PER SE is a ...
PROFESSION. Are YOU a “stellar professional listener”?

THINK ABOUT IT. PLEASE.,)
BFO 26:

Leadership is NOT about abstractions.

Leadership IS about ... mastering discreet skills.
E.Q.

“Aggressive ‘professional’ listener.”

Meetings as leadership opportunity #1.

Expert at “helping.” (Helping “professional.”)

Fanatic about training.

Master of appreciation/acknowledgement.

Effective at apology.

Creating a culture of automatic helpfulness by all to all.
Master of hiring. (Hiring “professional.”)

Master of evaluating people.

Student of decision-making/devastating impact of irrational aspects thereof.
Creating a no-nonsense execution culture.

Meticulous about employee development/100% of staff.
Student of the power of “d”iversity (all flavors of difference).
Making team-building excellence everyone’s daily priority.
Understanding the value of matchless first-line management.
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BFO 27 Aim to make EVERY internal and external
experience (PRODUCT/ SERVICE/SYSTEM/EMPLOYEE
INTERACTION/CUSTOMER INTERACTION/

COMMUNITY INTERACTION) a ... WOW !

(WOW = WOW. USE THE
“W'WORD” PER SE!) (E.g., Do 4 out of

your Top 5 projects score 8 or above on a 10-point “WOW
Scale”? If not, get on it:

NOW.

TODAY.

WITHIN THE HOUR.)

BFO 28: EVERY DAY PROVIDES
A DOZEN wirerayy LEADERSHIP
OPPORTUNITIES FOR EVERY
ONE OF US (Every = EVERY. From the most

junior—and even the 3-day temp—to the Big Dudes.)

GRAB AT LEAST ONE.

BFO 29: Circa 2014+: You (me/all of us) totally
misunderstand overall econ context if you choose not to

start today on ... RPD/Radlcal Personal
Development.
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BFO 30: white collar work is by and large ticketed to fall

prey to artificial intelligence/eye-popping algorithms as well as
globalization. Stand there and take it on the chin?

NO.

My answer (1999 book, The Professional Service Firm 50):

CONVERT EVERY “DEPARTMENT”/
“UNIT” fanayourseiys INTO A FULL-
FLEDGED ... “PSF”/PROFESSIONAL
SERVICE FIRM ... WHOLLY
DEDICATED TO EXCELLENCE &
WOW & ADDING SKYSCRAPING
VALUE TO THEIR CUSTOMERS’ psuaiy
internal customers) AC T IVITIES.

Why not?
There is no good reason not to proceed within the fortnight!

(FY1: Added [B I G] benefit: The Collection of “PSFs”

Is the key to overall organizational Value Added-
Differentiation.)
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BFO 31: CIVILITY WORKS. CIVILITY PAYS.

K=R =P

Kindness = Repeat business = Profit.

(ONE MORE TIME: “Kindness” is N-O- T «soft.”)

BFO 32: Most of us/most organizations discount ...

INTROVERTS. THATIS A ... FIRST-
ORDER STRATEGIC BLUNDER. (piease

read Susan Cain’s book QUIET. It was a no-bull lifechanger
for me.)

BFO 33: Listen (HARD) to my old D.C. boss, Fred Malek:

“EXECUTION IS
STRATEGY.”

(Herb Kelleher/Southwest: “We have a ‘strategic plan.” DOING
THINGS.”) (Jack Welch/GE: “In real life, strategy is actually
very straightforward. Pick a general direction ... AND
IMPLEMENT LIKE HELL.”) (Charles Munger, Berkshire
Hathaway “Costco figured out the big, simple things and
executed with total fanaticism.”)

Execution: That all-important ... “LAST 99
PERCENT.”
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BFO 34: The Works

SEGEW 2014:

SERVICE-ENGAGEMENT-GROWTH-EXCELLENCE-WOW

Employees as first customers
Acknowledgement & Respect
Commitment to Personal Growth & Training-to-Die-For
Engagement
Work Worth Doing

Peerless 1st-line Leadership Cadre Committed to Employee Growth

MBWA Obsession

Seamless Cross-functional Excellence

360-degree “Social” Engagement Inside & Outside the Firm

Co-creation of Everything

A Moral Service Ethos (Each other/Vendors/Customers/Customers’
Customers/Communities)

An Ethos of Helping (“On the Bus” or “Off the Bus™)

Scintillating Design—Aesthetics & Functionality—Pervades Every
Aspect of the Business (Inside & Outside)

Provision of Extraordinary Customer (& Employee) Experiences
Obsession With TGRs/Things Gone Right

Matchless Quality

“Services Added”/Extended-Integrated-Partnered Solutions to Broad
Customer Needs

Relentless Experimentation (“Bias for Action”/Instant Prototyping/
Celebration of “Excellent Failures”/Transparency/Pursuit of
“Multipliers™)

JOY! (In All We Do)
GROWTH! (In All We Do)
WOW! (In All We Do)
EXCELLENCE! (In All We Do)
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Excellence 74. NO EXCUSES.

1. Change. Focus/obsess on allies. And allies and allies. And MORE allies. Don’t allow
yourself to be distracted or sidetracked by foes.

2. Do good work. You’ll spend most of your waking hours at work. Make the best of it—or
you will have thrown away your life. (Strong words. Warranted.)

3. Start the day on a high/ Close the week with a bang. Bring a SMILE to work.
IMMEDIATELY get out and about (MBWA). Etc. Call it “the little BIG things starter kit.”
First TEN MINUTES determine the flow of the day. Day’s end: More MBWA. Offer thanks
for a job well done—*little stuff” more than big stuff. Call three customers. Thank two
people in other functions who lent a hand.

4. Time spent on relationships/network building. It’s the ... ULTIMATE CAPITAL
INVESTMENT.

5. Training: Investment Opportunity #1. Training must go from “second best” to the very
top of the heap. The training boss should sit next door to the CEO. Training courses should
unfailingly make you gasp at their quality.

6. The Moral Bedrock of Management. Managing/Leading means accepting a monumental
obligation.

7. Joy. Damn it. (Why not?)

8. WOW-ification. Ugly word. Magnificent aspiration. (Necessary, too, in a hyper-
competitive world.)

9. First-line LEADERSHIP matters—a lot! The #1 variable determining enterprise
productivity is the quality of the full cadre of 1st-line leaders. (Recruit ’em and train ’em
accordingly.)

10. Get aboard the “S-train” or else. SM/Social Media. SX/Social eXecutive/SE/Social
Employees. SO/Social Organization. (ALL HANDS.) SB/Social Business. Cacophonous
engagement of one—AND ALL!—with every aspect of the enterprise, inside and out, is
determining the difference between winners and losers.

11. XFX/Cross-Functional EXCELLENCE. Strategic Opportunity #1.

12. The “sharing economy.” Sharing pays! Sharing (more) pays (more)!

13. The “hang out factor.” Little or nothing is more important than MANAGING your
“Hang Out Portfolio”! We are indeed what we eat—and who we spend time with.

14. Calendar supremacy. You ARE how you spend your time. PERIOD.

15. Civility. Civility allows you to sleep at night. Civility is (also) a STUNNING competitive
advantage.
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16. Politics. IMPLEMENTATION is ... politics. (Get over it.) (Master it.)

17. “EXCELLENT” Meetings. Meetings are what bosses “do.” Meetings are de facto
Leadership Opportunity #1. Act accordingly. (Few do.)

18. Email EXCELLENCE. Why not?

19. The Reaction is more important than the action. The problem is rarely the problem. The
RESPONSE to the problem is invariably the problem.

20. Thank you! “Acknowledge” and “Appreciate” are perhaps the two most powerful words
in the leader’s language.

21. ACKNOWLEDGEMENT Power. (Continued. Why? Said power is AWESOME.)
22. Listen up! Make 2014: The Year of the EAR. Listening = Skill #1.

23. INTROVERT POWER! The Quiet Ones are more than worth their weight in gold!
24. “Have you ...” The 50 “Have Yous.”

25. 2013-14/New Year’s Week. BEGINNINGS and ENDINGS matter. A LOT.

26. The delicacy of the helping process. We suck at giving criticism. (It matters. A LOT.)
27. EXCELLENCE. The 5-minute Rule. (PLUS more.)

28. Organizations exist to SERVE. PERIOD.

29. Shareholder value MY TH. Shareholders need not come first among corporate priorities.
30. Putting People REALLY First. (REALLY.)

31. Limits to “strategy.” Winners focus on EXECUTION.

32. “Only one can be the cheapest.” DESIGN as D.l.C./Differentiator-In-Chief.

33. Boomer Market: Where the BIG $$$ Are. Most are winging it—Nutty!

34. RADICAL Personal Development. It’s the only survival strategy amidst the
economic/tech tsunami. Start ASAP.

35.100% of us ... ENTREPRENEURS. We are ready! (It turns out.)

36. Benchmarking. Effective “benchmarking” is NOT about copying—it IS about learning
and adapting to circumstances.
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37. B-1-G? Over-rated!
38. Judgment. OUR JUDGMENT STINKS. PERIOD. (C.f., tons of research prove it.)

39. Culture comes FIRST. If (hyper-hardnosed) former IBM CEO Lou Gerstner says it,
it must be so!

40. “This will be the women’s century.” Women BUY. Women RULE.
41. The THREE Rules. Taking the high road to success.

42. The “P16.” Or: Personal Impact SIX. Short and (I hope) sweet.
43. BIGGEST Life Decision. Your call ... ONE DAY AT A TIME.

44. Read! Read! Read some more! One of the premier investment bankers in the world
declares CEOs’ #1 problem to be a failure to read enough.

45. The Middle Class Is Toast. (Ye gads.) (And then an antidote!)

46. WOW. NOW. The Project 50. The Brand You 50. The Professional Service Firm 50.
47. Full STEAM Ahead. Call for an Education Revolution. ASAP.

48. Some REALLY WEIRD Stuff ... That’s REAL NOW. Wow!

49. CAUTION. Big Data ... SEVERE limits thereto.

50. 47 questions for newly anointed CEOs. Do you leave 50% of your time unscheduled?
(And 46 others.)

51. Ready. Fire. Aim. The ACTION Imperative—now more than ever.

52. RADICAL Nudgery! The Little B-1-G Things.

53. “Service” to “Solutions”: The RADICAL PSF/Professional Service Firm Makeover.
54. The LAST word. (For now.)

55. The LAST word (Version TWO). People REALLY First—or else.

56. The LAST word (Version THREE). Do the right thing re people = Maximize financial
performance.

57. The LAST word (Version FOUR). Out Read ‘Em. Students all ... FOR LIFE.

58. The LAST word (Version FIVE). The CTO/Chief Training Officer ranks equally to
the CFO.
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59. The LAST word (Version SIX). Leaders Role #1: Create ... MORE LEADERS.

60. The LAST word (Version SEVEN). Do (NOW) or Die.

61. The LAST word (Version EIGHT). Implementation: The “last 99%.”

62. The LAST word (Version NINE). The only thing we have to fear is the absence of fear.
63. The LAST word (Version TEN). We ALL have what it takes to be entrepreneurial.

64. The LAST word (Version ELEVEN). Becoming a (full-fledged) PSF/PROFESSIONAL
SERVICE FIRM.

65. The LAST word (Version TWELVE). Nothing half way! Use your last ounce of energy!

66. The LAST word (Version THIRTEEN). Humble accomplishments doth make a
(full) day.

67. The LAST word (Version FOURTEEN). In Search of Excellence/127 characters.
68. The LAST word (Version FIFTEEN). Small courtesies = ENORMOUS IMPACT.
69. The LAST word (Version SIXTEEN). WOMEN ROAR! WOMEN RULE!

70. The LAST word (Version SEVENTEEN). GIRLS’ EDUCATION: No. 1 Investment
Developing World!

71. The LAST word (Version EIGHTEEN). Aim HIGH HIGHER HIGHEST.

72. The LAST word (Version NINETEEN). The Internet of EVERYTHING!

73. The LAST word (Version TWENTY). Nobody knows anything. Hmmmmm ......

74. The LAST word (Version TWENTY-ONE). Fasten your ... BACK-SEAT
SEATBELTS!

Appendix ONE: Getting Things That Matter Done Against the Odds and in the Inky-black
Shadow Cast by the Guardians of the Status Quo.

Appendix TWO: Systems Have Their Place: SECOND Place.

Appendix THREE: The Soft Edge.

Appendix FOUR: Innovate or Die/121 Innovation Tactics

Appendix FIVE: Presentation EXCELLENCE
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2014.0903/855 pages/133,287 words

I. Change/Change Agents
The A-squared Approach: Allies & Action

Not sure what triggered it, but I went on a Twitter rampage this morning
(Thursday, 11/21/13) on the topic of change. Herewith, FY1:

Change agentry: Forget the word “enemies.” Focus on/obsess on ...

ALLIES.

Big change is not about fighting the bad guys. It’s about surrounding them with
your continuously recruited allies.

Success at change: Building a stable of allies. Failure: Pissing and moaning and
picking fights.

Change agent time distribution: 50% recruiting Allies. 40% tending Allies.

10% other. O /O fighting enemies.

Change: Allies do not automatically remain allies. Tend them and do NOT NOT
NOT neglect them—the latter is a common sin.

Change the 4F Way: I ind a I ellow I reak I araway.

(Change agents need playmates and distant playpens.)
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(Note on motivation: Things ... PISS ME OFF.
That’s what my friends say. My In Search of
Excellence co-author Bob Waterman to reporter:
“Tom’s not really happy unless he’s pissed off
about something.” That’s the point, isn’t it, of the
“34 BFOs’/Blinding Flashes of the Obvious that
you’ve just—| hope—Dbeen through? Well getting
pissed off—really pissed off—launched this 700+
page monster. I was ... PISSED OFF ... about the
“change literature.” It’s all about “adversaries” and
“battles” and overcoming “barriers” and
“roadblocks.” BULLSHIT. All “that stuffis ...
NEGATIVE. I think making change—and in
particular making it stick—is wholly positive. It’s
about building, not tearing down; about finding
friends, not “vanquishing” “enemies.” Hence this
first “tweetstream” focuses on that building ... THE
RELENTLESS PURSUIT AND COURTSHIP OF
ALLIES. I hope that—and the rest of this stuff—
works for you. Fact is, I see ... PISSED OFF
PEOPLE ... as the #1 source of innovation. They
just can’t tolerate the status quo—and must by hook
AND by crook do something about it. So do it, now
... GOFORIT))
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e o gt . WAL
a ‘sandbox partner,’
someone who will
openly say, ‘This is
not the last word; we
don’t know exactly
where we’re going.’”

*Masie is the “uber-guru” of eLearning.
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o I o 1S
already
happening
somewnhere.
FIND IT!



crange he sab stneway: < D O people look
for things that went wrong
and try to fix them. | look
for things that went right,
and try to build off them.”

(*Stone ran the surprisingly successful “re-inventing government” program for
VP Al Gore in the °90s.)

“Somewhere in your
organization, groups of
people are already doing
things differently and

bette I". Tocreate lasting change, find these areas of
positive deviance and fan the flames.”

—Richard Pascale & Jerry Sternin, “Your Company’s Secret Change Agents,”
Harvard Business Review (The late Mr. Sternin was an incredibly successful change
agent in developing countries.) (The authors’ key contribution is the idea of

“pOSitiVe deviance”—ie, ferreting out good stuff already underway.)
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“In foreign aid, Planners announce good intentions but
don’t motivate anyone to carry them out.

Searchers find things that
work and build on them.

Planners apply global blueprints. Searchers adapt to local
conditions. A Planner thinks he already knows the
answers; he thinks of poverty as a technical engineering

problem that his answers will solve. A
Searcher admits he doesn’t
know the answers In
advance; he hopes to find
answers to individual
problems only by trial and
error experimentation.”

—William Easterly, White Man’s Burden: Why the West’s Efforts to Aid the Rest
Have Done So Much 11l and So Little Good
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pep— o [0 (0] (of0] 40
movement worked big time.
Astonishing amount of
experimentation in a brief
period. “Ls” as/more
important than “Ws.”

Change is about end runs—not a smash-mouth plunge down the middle.

Allies: Recruit the quiet ones as much or more than the noisy ones.

If you can’t find allies, you’re probably perceived as too far out. Find the sweet
spot: Exciting/edgy w/o scaring the shit outta people.

A rigid stance nearly always generates an equally rigid response.

Change: Making loud noises is usually a loser’s strategy.

If you are really passionate, you tend to confront. Confrontation N EVE R

results in victory; it just entrenches your opponents and increases their
determination to stop you. You play into the bad guys’ hands: “I knew he was a
jackass. Never put him on the agenda again.”
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Action Rules! 1 Thing (Only) I’ve Learned in 48 Years!

A Bias for Action. (No. 1/“Basics of Excellence”/In Search of Excellence/1982)

“Ready. Fire. Aim.”

(H. Ross Perot on EDS; as compared to GM’s “Ready. Aim. Aim. Aim. Aim. Aim. ...”)
Just do it! (Nike)

Move fast, break things. acebook)

Experiment fearlessly. (Trait #1/Great innovator companies/Bloomberg Businessweek)
Relentless trial and error. (Corporate Survival Trait #1 in crazy times/Wall Street Journal)

“You miss 100% of the shots you never take.” wayne cretzky)
“Fail. Forward. Fast.” (Tech exec/Philadelphia)

CAN YOUR BUSINESS FAIL FAST ENOUGH TO SUCCEED? (Economist conf. title)
“Fail faster, succeed sooner.” (David Kelley/IDEO)

“No matter. Try again. Fail again. Fail better.” samuel seckety
“Reward excellent failures. Punish mediocre successes.” (Phil Daniels/Australian businessman)
Whoever Makes the Most Mistakes Wins. (Richard Farson/book title)

“The Silicon Valley of today is built less atop the spires of earlier triumphs than upon the
rubble of earlier debacles.” (Paul Saffo/tech futurist/Palo Alto)

“The secret of fast progress is inefficiency: fast/furious/numerous failures.” (K. Kelly)
S.A.V./Screw Around Vigorously (TP: only possible success strategy for crazy times)

Demo Or die. (MIT Media Lab credo)

“Don’t “plan.’ Do stuff.” (David Kelley/IDEO)

“Effective prototyping may be the most valuable core competence an innovative
organization can hope to have.”/“Minimize ‘mean time to prototype.”” (M. Schrage/MIT)
“This is so simple it sounds stupid. You only find oil if you drill wells.” (3. Masters/wildcatter)
“We have a ‘strategic plan.’ It’s called ‘doing things.’” (Herb Kelleher/Southwest Airlines)

“Can do!”
= (Motto/U.S. Navy Seabees/my starting point in 1966 in Vietnam)

“Execution is strategy.” (Fred Malek)
WDA40 (Water Displacement, 40 tries to get it right)

BLAME NO ONE. EXPECT NOTHING. DO
SO M ETH I NG (NFL coach Bill Parcells/locker-room poster)

“Quality is a probabilistic function of quantity.” (M. Gladwell/“Creation Myth”/re J.S. Bach)
“Ever notice that ‘What the hell’ is always the right decision?” (Anon. screenwriter)

W " I ] I " IVI " S " W » /Whoever Tries The Most Stuff Wins.

WTTMSASTMSUW)/Whoever Tries The Most Stuff And Screws The Most Stuff Up Wins.

WTTMSASTMSUTEW/Whoever Tries The Most Stuff And Screws The Most Stuff Up
The Fastest Wins.
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WTTMSW:

\WWhoever
Tries
The
IMOst
Stuff
Wins.



crange: RACK UP and log (and

advertise !) “Smal I
Wi nS ? ...like a ...
maniac.
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Demo. Demao. DemO NOW.

“We don’t have the budget [to create a great training course]s

NoO.
NoO.

NO.
NoO.

You can ... alwayS ... find

(scrounge) enough $$$$$$$ to launch a ...

partial demao. rignt now.»

*Impetus: Discussion with a senior HR exec. | had been ranting about the need to
create training courses that were so good they made you “jump up and down with
joy.” He said ‘twas a great idea—but he’d never get the budget. Well, truth be
known, | flew into a rage: “Of course you can’t get it—and, furthermore, you don’t
deserve it. You need to prove your case first. And the best (only?) way to do that is to
scrounge a few bucks, find a soulmate somewhere in the organization, and conjure up
a demo of some bit of your ideal course. Work on improving it, gather a passel of
supporters, and aim for no less than ‘breathtaking.’ With a few demos and a few
raving fans in tow, then you can begin to sell your idea up to the powers that be.”

No demao.
No sale.
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(“Trying a lotta stuff”I\WTTMSW writ
large: Trial and error, many many
many trials and many many many
errors very very very rapidly will be the
rule—think dotcom boom and bust and
the incredibly valuable residual in terms
of entrepreneurial training and ideas
surfaced and approaches rejected.
Tolerance for rapid learning—and

unlearning—uwill be a, even THE,

most valued skill. FYI: “Gamers”
instinctively “get” this—Iots of trials,
lots of errors as fast as possible—In
ways their error-avoiding elders can
only imagine; hence, for this reason
among many, “the revolution” is/will be
to a very significant degree led by
youth.)
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Change: Recruit allies 2 or 3 levels “down” ... the magicians who reside where the
real work is done and the place from which the system can be indirectly
manipulated. Le., “Suck down” for success/Make friends in “low” places.

change: ALLIES. ALLIES. ALLIES. ALLIES.

ALLIES. ALLIES. (Then more ALL I ES)

Change agents: Commit no minor sins. Don’t let the bad guys find a narrow
opening and bring you down for trivial reasons.

Change agents: Keep a civil tongue at all costs.

Winners: Recruit/nurture allies; try lotsa stuff; stay under the radar. Losers: Go toe
to toe with the establishment; seek the spotlight.

o OPE€AK NOL 1] OF
thine enemiles. cu o nmee

the walls have keen ears—ecirca 2014.

Change agents: No: Charts and graphs. Instead: Demos. Demos. Then more demos.

Change: SUCCESS IS more about momentum and
growing excitement around a portfolio of small wins
than it is about big wins.

Change: Engage your allies in the design process—even if it introduces impurities.
They must FEEL true ownership.

100% of change-that-works is NON-linear. (A wonderful saying: Winners are the
ones who are “good at Plan B.” Or, I’d say, Plan Z.)
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Suck “down”
for success!

Make friends

in “low”
places.*

*It’s simple, really. “Down” is where the work is done! An Army of Fans “down
below” is the greatest group of allies imaginable. If you are, say, making a sales
pitch for a complex systems product, it’s true that the “VP” will eventually need to
sign off. BUT ... the analysis that wins or loses the battle will be done two levels
“down” by a trio of young, invisible, unloved engineers. They are the ones you want
on your side—find them and nurture them. (FYI: This is a ... GUARANTEED ...
winning formula.)
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change: JOYfully let/encourage your allies to take