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			Book Abstract

			MAIN IDEA

			In any organization – and in your own personal life and career – there is a “default future” which you just know in your bones will happen. If you can change and somehow enhance that default future, different and hopefully better things will happen. The three laws of performance relate to how you can shape and reshape that default future. The three laws are:

			[image: ]

			The three laws of performance allow you to immediately rewrite your own future and that of your organization. Change the way you speak and think about the future and you can then work towards achieving much more.

			“We’re not talking about motivational speeches or slogans that people repeat. We’re talking about rewriting what people know will happen. Rewrite this future, and people’s actions naturally shift: from disengaged to proactive, from resigned to inspired, from frustrated to innovative. If we could rewrite the future across a critical mass of people, we could transform a tired company into an innovator, a burned-out culture into one of inspiration, a command-and-control structure into a system in which everyone pulls for each other’s success. This kind of transformation creates a wave of momentum: investors want in, companies want to partner with us, potential employees want to join our ranks. Rewrite the future, and old problems disappear.”

			– Steve Zaffron and Dave Logan

			About the Author

			STEVE ZAFFRON is CEO of Vanto Group, an organizational performance consulting firm. Mr. Zaffron, a graduate of the University of Chicago and Cornell University, has consulted with more than three hundred organizations in twenty countries and has personally led more than a hundred thousand people worldwide as they have worked through organizational transformations. He is also a senior executive and board member of Landmark Education.

			DAVE LOGAN is a faculty member at the University of Southern California’s school of business. He teaches management and organization in the MBA program. Dr. Logan also served as associate dean for executive education at USC. He is a graduate of the University of Southern California and is also cofounder and senior partner of CultureSync, a management consulting firm specializing in cultural change and strategy. Dr. Logan is the author or coauthor of three books including Tribal Leadership.

			The Web site for this book is at www.threelaws.com.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of The Three Laws of Performance (Steve Zaffron and Dave Logan)

			1. The three laws of performance

			The three laws of performance are universal principles that apply whenever humans are involved in trying to do something. If you can understand these laws better and become more skilled in applying them, you can dramatically enhance and elevate your overall level of performance.

			1. How people perform correlates to how they perceive the situation

			Why do you do what you do? There are plenty of theories and books about human behavior but the simple fact is whenever you do something, it is because it makes perfect sense to you. You always and consistently respond to the realities of the situation as you perceive it. Your perception will incorporate both your view of the past and your predictions about the future. All of us do things in light of how a situation occurs to us.

			The First Law of Performance states there is always a perfect correlation between your actions and how the situation occurs to you.
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			This is why it’s sometimes difficult to understand another person’s motivations for what they do. Until you actually go into the world of the other person and look at how everything seems in their view of the world, their actions may appear to be irrational. Once you understand how things are occurring to the other person, more than likely you will then understand the reason for their actions.

			Note also how a situation occurs to us is a combination of two different factors:

			
					Your view of the immediate past – which explains why things are the way they are.

					Your anticipation of the near future – where exactly all of your current actions are heading.

			

			Most change initiatives fail within companies and other organizations because people perceive the problems faced to be beyond their direct control. Therefore, change initiatives end up reinforcing the status quo rather than achieving something worthwhile. This leads to a cycle that goes something like this:

			
					People in the company see a problem and try to fix it

					The more everyone pushes, the more the problem remains

					Everyone get frustrated and end up putting in less effort

					The problem gets worse rather than better

			

			The principle at work here is: “Whatever you resist, persists”. As you try and fight your corporate challenges head on, you often end up strengthening the problem’s grip on your organization. The way to move forward is to take note of what is currently holding you in place which is your perceptions of how the situation occurs to you. Change that perception and you can address all your problems.

			Case Study – Northrop Grumman (circa 2001)

			Northrop Grumman’s aerospace operation is based in Southern California. The company’s track record and expertise was in delivering technology to be used in defense programs, in particular for bomber and fighter aircraft. To continue to grow, however, the company needed to enter into new and emerging markets like reusable launch vehicles and space exploration systems. The company’s executives were not sure how to bring about such a dramatic change in skills and technologies. They realized the practical implications of the First Law of Performance for them were:

			
					If the new market opportunity seems far-fetched, then Northrop’s employees will be detached, cautious and cynical about the change.

					If the market opportunity is perceived as being doable, important and worthwhile, then it’s reasonable for people to put in the extra effort which will be required.

			

			A pilot team of seventy people were involved in making the planned shift. Their optimism then spread to the entire workforce, and Northrop Grumman was able to make the jump to these new markets. Today, Northrop is considered by NASA to be a prime contractor for its planned future human space flight operations.

			“The First Law rejects the commonsense view of actions – that people do what they do in a situation because of a common understanding of the facts. Given the different positions that well-informed, intelligent people often take on a situation, there is a significant difference between the objective facts of the matter and the way those facts occur to each of us.”

			– Steve Zaffron and Dave Logan

			“We are not saying that there isn’t a ‘real world’. We are merely pointing out that our actions relate to how the world occurs to us, not to the way it actually is.”

			– Steve Zaffron and Dave Logan

			“See the reality illusion at work, in you and people around you. Almost without exception, people don’t notice that all they are aware of is how situations occur to them. They talk, and act, as if they see things as they really are. Find people whose actions make no sense to you. Ask them questions, mostly open-ended, that provide insight into how those situations are occurring to them. Keep going until you can see how their actions perfectly fit how the situation occurs to them. (You’ll often find that this process alone goes a long way toward developing your trust and cooperation).”

			– Steve Zaffron and Dave Logan

			“The greatest advances in history have come from applying newly discovered laws. When the Three Laws are applied, performance transforms to a level far beyond what most people think is possible. It doesn’t happen bit by bit, but all at once, as individuals and organizations rewrite their future.”

			– Steve Zaffron and Dave Logan

			2. How a situation unfolds arises in the language which gets used

			The language which gets used to describe a business challenge can have a profound impact on whether or not you end up making changes for the better. Often, disincentives to performance gains exist more in what is unsaid and assumed rather than in what is said explicitly and openly within the organization. To move forward you usually need to clean out all the background clutter in order to make room for better language to start being used on a consistent basis.

			To make room for new and better conversations, clean out the clutter: Your Actions

			Language is a very complex human phenomenon. It is the force which defines what it is to be human. Language gives us a past and a bright future. It is the vehicle which allows us to dream, to set goals and to make plans for the future. Language is the means by which the future gets written so it stands to reason if you want to attain a different future, then you need to make changes in the language you use.

			Note language is not merely what gets said. It also includes:

			
					All spoken or written communications.

					Your body language, especially facial expressions.

					The tone of voice you use.

					Pictures, drawings and other symbols.

					The music you listen to.

					How you dress and what that says about you.

			

			If you look hard enough, you may be able to find what can be termed “a racket” – something that is a convenient front for some more deep seated problems bubbling in the background. Rackets generally have four distinct elements, two of which are openly expressed and two of which are less verbalized:
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			The term “racket” arises from the Prohibition Era in the United States. A number of businesses were established as fronts for illegal bars. Often these were restaurants which would appear to be doing business legally but in reality they existed only as meeting places for the back-room consumption of alcohol. These restaurants were rackets in that they existed only to put a nice public face on what was actually going on in private. So too in many organizations, there are complaints which are openly talked about but sometimes these complaints are cover stories for what is really holding you back from making changes for the better. In this way, a kind of racket exists.

			If you can label something a racket, you’ll have more power over the situation rather than being held hostage by the common language in use. You can identify what’s holding you back and do something about it rather than letting the issue bubble away in the background. You can then change how the situation occurs to other people by altering the language which gets used to describe it.

			To tap into the power of the Second Law of Performance:

			
					Start by examining all persistent complaints. Keeping in mind these complaints are interpretations of the facts, see which of the four elements of rackets are at work here. More than likely, you’ll find all four elements are involved in some way.

					Probe into the situation by writing down:	What you need to say to others.

	What you need to forgive others for.

	What you need to be forgiven for yourself.

	What you need to take responsibility for.

	What you need to give up to make things better.




					Communicate what you’ve discovered to others in your work and in your life.

			

			Case Study – The Polus Group

			Established in Japan in the aftermath of World War II, the Polus Group’s prime mover was founder Toshimi Nakauchi. He started out selling bananas on the streets of Tokyo. Nakauchi was so successful he was then able to move into land development, another activity at which he excelled. By the end of 1999, Nakauchi had built the Polus Group into a very large conglomerate. And then, suddenly and unexpectedly, Nakauchi suffered an incapacitating stroke leaving the company in the hands of his three sons to run.

			The three brothers struggled to keep the company running. One of the reasons for this was they were operating on the basis of several agreements which were never actually made but everyone just naturally assumed:

			
					Differences of opinion will be worked out in private.

					The oldest brother will run the company.

					The company is split into three divisions, each run by a brother.

					Major decisions require the consent of the family.

			

			The end result of these unspoken agreements was confusion rather than clarity. It became all too easy for initiatives to be attempted which ran at cross purposes to each other. Or put another way, everyone in the company acted out these rackets over and over.

			Eventually, an attempt was made to bring everything out into the open and to clarify once and for all what was agreed to and what was not. By giving voice to what was previously left unsaid, space was created. People could then move on to new ideas rather than endlessly looping through the discussions of old. As a result of this process, the founder’s sons realized they needed to be true to the spirit and intent of their father’s aspirations rather than merely attempting to protect his legacy. They decided to step up and move the organization forward to greater levels of performance rather than stay locked in what the Polus Group did in the past. The result of their efforts is evident for all to see. As of late 2007, the Polus Group has more than two thousand employees and revenues of 110 billion yen (close to $1 billion). The company has also won numerous awards for designing buildings which are environmentally friendly.

			3. Future-based language transforms how situations occur to people

			Language can be used in two different ways:

			
					It can be descriptive – describing what happened in the past, what the issues were and so forth. Descriptive language is excellent for looking backwards, spotting trends and analyzing what happened.

					It can be generative or future-based – to create a new and attractive future, to craft vision and to eliminate the mental blinders that currently exist.

			

			People commonly have what is called a “default future” in place. The concept of a default future is easy to visualize:

			The future which everyone assumes will arrive if nothing changes: Default future

			In practical terms, the default future is an extrapolation of what happened in the past, told using only descriptive language. It says if everything stays the way it is now, this is the future which will be achieved.

			To bring about change, you need to start using generative or future-based language rather than descriptive language. As you do this, you can change the default future into something better you invent for yourself. If you can come up with a future which is inspiring, robust and compelling for everyone who will be involved in making it happen, some amazing things can and will happen.

			So how can you construct a future which will inspire?

			
					Have the discipline and commitment to talk about any and all issues which are in the background

					Articulate what the default future of the present moment is in clear and descriptive language

					Ask everyone: “Is this the future we genuinely want for our organization?”

					If everyone agrees the default future is not all that great, come up with a better future which:	Inspires everyone who will be involved.

	Addresses all of the key concerns.

	Will be compelling and fun to be part of.




					If someone is not aligned with the future, ask them: “What is your counter-proposal?”

					Keep working and keep discussing everything until everyone agrees on a future which speaks for them and towards which they are willing to commit.

			

			Note that using future-based language to craft an inspiring future takes time. Many people need to have input into the process. Ideas and creative thinking need to circulate within the group before the preferred future comes clearly into view. This is never the work of a moment.

			In summary, the best way to bring about organizational change is to generate some alluring new future. This concept is quite a radical departure from the strategizing and sales job which executives normally undertake. It works because

			
					New futures inspire people to act differently which is good.

					Futures can motivate everyone at every level of the organization, and not just the senior managers who love to dabble in and dwell on strategy.

					Futures can be vibrant and compelling the moment they are articulated. They almost take on a life of their own.

			

			Case Study – BHP New Zealand Steel

			In 1997, Malcolm Burns was appointed as managing director of BHP New Zealand Steel. He had a reputation for cutting costs and workforce size so everyone at NZ Steel assumed he had been sent to close the company down. To everyone’ surprise, Burns called a public meeting where he announced: “We need a future that excites us, and I’m not the kind of guy that can do that. I’m an operator. I love making things work, but I’m not a visionary. I can’t come up with a future. I’m going to put together a process that’ll allow everyone to collaborate on creating the future we need. Once we have it, if you work with me to make it real, you’ll be my partner. If you don’t, I’ll fight you like an alley cat. And if you don’t think I am living up to these commitments, tell me”.

			Burns was true to his word. Over the next two years, he did indeed “fight like an alley cat” with anyone who opposed the future that was created in consultation with the workforce of NZ Steel. That new future was so compelling that within two years:

			
					NZ Steel’s safety performance had improved by 50 percent.

					Key benchmark costs fell by 15 to 20 percent while at the same time return on capital increased by 50 percent.

					The amount of raw steel produced per employee rose by 20 percent.

			

			Notably, all of this happened while the company’s head count was

			
			
			
			
			
			
			
			Leadership Corollary #1 – Leaders have a say and give others a say in how situations occur

			
			
			
					How can I be interacting with my people so that situations occur in more meaningful ways to them?

					What processes, dialogues or meetings can I arrange which will help everyone feel like coauthors of the future rather than prisoners of other people’s decisions?

					What projects can I put together and let people join which will help shape the future of the company?

			

			Leadership Corollary #2 – Leaders always master the conversational environment

			
			
			
					What decisions from the past are actively shaping my future?

					Am I in the habit of honoring my word?

					What kind of conversations can I start which will enhance my own integrity and that of others around me?

			

			Leadership Corollary #3 – Leaders listen to what their people say as a guide to the future

			
			
			
			
			
					If I’m going to get serious about co-creating a great future, who should I involve in my discussions?

					What will be the best ways to really listen to the other people participating in this discussion?

					What level of control will I need to give up in order to stimulate this kind of conversation?

			

			
			
			
			
			
			
			
			
			
					Higher profits matched with increased social responsibility.

					A highly engaged workforce who do satisfying work.

					Productive relationships with all stakeholders.

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			1. Expand your leadership by applying the Three Laws to yourself

			
			
			
			
			
					How did I end up becoming the way I am today?

					When did I decide to become this way? Was there one pivotal event involved or did I just leave everything to chance?

					What decisions did I make in my early years about how I would act in the future? And what was my actual motive for making that decision at that time?

			

			
			
			
					In what areas of my life are things not going as well as I would like?

					In these areas, how is being or acting unauthentic diluting my performance?

					What has been the impact of being unauthentic in those areas in the past?

					What am I going to do differently in order to craft a brighter future for myself and to produce the results I want?

			

			
			
			
			2. Don’t just know the Three Laws – Master them

			
			
			
			
					Milestone #1 comes when you start realizing you’re entirely comfortable viewing new ideas through a different set of assumptions than those which have previously guided your life. You pass this milestone when you start looking at fresh ideas with an opportunistic mindset rather than rejecting them because they don’t fit what you already know.

					Milestone #2 comes when you see the world of possibilities through the lens of a brand new idea. You know you’ve passed this milestone when you see how the Three Laws work together seamlessly and effectively. You allow your ideas to take on a life of their own and see where that leads.

					Milestone #3 is passed when you start noticing for the first time there are new opportunities for elevated performance all around. You’re now seeing old situations from a new perspective. You’re starting to derive insights on the impact of the way situations occur to people and their subsequent actions. You’re noticing how language anchors people to the situations which occur to them. You begin thinking deeply about your conversations and how you need to have better conversations so you can avoid moving towards a default future which is drab and unappealing.

					Milestone #4 is achieved when you start teaching others how to use the Three Laws. When you make application of the Three Laws a community effort or a company-wide initiative, you get to know the laws better yourself. You have to master them because others are relying on you.

			

			
			
			
					How people perform correlates to how they perceive the situation

					How a situation unfolds arises in the language which gets used

					Future-based language transforms how situations occur to people	Look at the performance challenges which confront you. Identify the default future which everyone seems to be operating to. Ask how that default future arose. Articulate how the situation occurs to yourself and those around you.

	Make a list of all the “business as usual” things people are doing at the present time. For each, consider whether what is being done gets to the cause of the problem or merely deals with the symptoms.

	Analyze how language is used in your workplace at present. Take note of what people say and don’t say. Measure the tone of voice which gets used and what people commit to paper. Discuss whether using different language would help enhance productivity and communication. Come up with some practical ways you can encourage the use of richer language in your organization.

	Have some all-hands discussions about how you can view current challenges and opportunities without being influenced by past problems. Encourage everyone to put fears behind them and look at everything with fresh eyes.

	Pull out a clean sheet of paper and start creating a vibrant future for yourself and your organization. Remind yourself what you do will be directly related to how a situation occurs to you. Look at the gap between how the current situation occurs to you and how it could occur to you if you were a very high-performing organization. Then go to work closing that gap. Make your ideal become your reality. Build a bright future and commit everyone to live to it.

	Consciously use more future-based language in the workplace. Remember, the future hasn’t happened yet. It isn’t carved in stone. Instead, the future is malleable. Build an enticing future.

	Get into the habit of seeing all situations from the perspective of the Three Laws of Performance. Look at all your performance challenges in the most favorable light possible. Change the way these things occur to you.




			

			3. Take new ideas out into the world in which you live and work

			
			
					Commit yourself to get out of the stands and into the game.

					Try creating a new game from scratch.

					Make all obstacles an integral part of the game.

					Share your insights.

					Engage great coaches.

					File your past in the past and create the future.

					Play the game as if your life depends on it.
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