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Disclaimer

The stories and examples that appear in this book come from the author’s interviews and consulting. The names of individuals, companies, and other identifying facts have been changed to protect the identities of those who provided them. Therefore, any identifying resemblance to actual individuals is merely coincidental.








Dedication

This book is dedicated to the leaders

who have allowed me to walk with them 

through their necessary endings.

Your courage, conviction, and faith are inspiring.








Epigraph

Great is the art of the beginning, but greater is the art of ending.

—HENRY WADSWORTH LONGFELLOW
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Preface

Today may be the enemy of your tomorrow.

In your business and perhaps your life, the tomorrow that you desire and envision may never come to pass if you do not end some things you are doing today. For some people, that is clear and easy to execute. They end the things that are holding them back. For others, it is more difficult. This book is about that problem and how to get the results you desire by ending the things whose time has passed.

In it you will see that endings are a natural part of the universe, and your life and business must face them, stagnate, or die. They are an inherent reality. You will also see that there are different kinds of endings and that learning how to tell one from the other will ensure some successes and prevent many failures and much misery, ending substantial pain and turmoil that you or your business may now be encountering.

You will learn that there are reasons why you may not see the endings that are right in front of you, and reasons why you have been unable to execute the ones that you do see but feel paralyzed to deal with. But more than learning to see them, you will also find successful strategies for dealing with them.

And you will find that there is hope for some people and some business problems that seem hopeless to you now, but the problem has been in misdiagnosing what there’s hope for and where there’s none, and in mistaking which tactics will not help realize that hope and which ones will.

All in all, my hope is that you will be comfortable and confident in seeing, negotiating, and even celebrating some endings that may be the door to a future even brighter than you could have imagined.








Chapter 1

Endings: The Good Cannot Begin Until the Bad Ends

There it was again, that sinking feeling in his gut. He was noticing it more and more, at the same time each morning. It was happening each time he pulled into his parking spot at corporate headquarters and turned the ignition off, in that moment of silence when the radio shut down and he hadn’t yet opened his car door to go into the building. He could no longer deny that it was real nor that it had become consistent: he didn’t want to go into the office.

He felt a heaviness inside that was the opposite of his natural drive. Stephen was the type who was always pushing ahead. As a kid, he was the first one to run onto the field; in a group, the one to say, “Let’s go do this”; in a business crisis, the one to pick up the ball and move it forward, no matter what the obstacle. He was passionate by nature and had no problem engaging with life. But now, each morning in his car, he had to admit that he felt no strong drive to go into that building and gear up for another day of making it work. That drive had been replaced by this heaviness, which was anything but motivating. This was not a feeling that he was used to.

So on this particular morning he didn’t do what he normally did, which was to reach into the well of his natural optimism and make himself dive in. Instead, he restarted his car and drove to a park he passed each day on the way to work. He spotted a bench that would do fine. He just wanted to think.

As he sat down, he realized two things. First, he had not really let himself do much of this: thinking. He had been too busy and caught up in the events of the last few years since he took the helm of the company, and he had not taken enough time to reflect. He had just worked hard, because it was needed. The company that he loved and had felt would be his home forever was not going where he thought it would go. It had stalled out more than a year ago, and it still wasn’t turning around. Life seemed to be draining out of the business, and now it felt more like a task and a duty to run it than the love affair it had been in the beginning. The honeymoon was over, but he had treated that as just another challenge to immerse himself in. That was who he was.

But what he realized at this moment was that the activity level had kept him from thinking too deeply, and when he did allow himself to pause, he realized the second thing: if he did think deeply, he would run into some thoughts that he did not want to have.

But, on this morning, he allowed himself to go there. He asked himself questions: What is this heaviness inside really about? What is it that drains me?

When he got out of his own way and allowed himself to be honest with himself, it did not take long for his gut to speak to him.

First, there was the strategy of the whole thing. He had taken the CEO job because profits were good but not great. To him, that seemed like an opportunity. He was a performer, and throughout his career, he’d demonstrated that he truly could get more out of things than other people had gotten out of them before. He was smart, and he could execute. Using sheer horsepower and efficiency alone, he knew that there was growth in the existing numbers, not to mention in what new revenue he could realize through introducing new products and adding new sales territories.

But in the last year, with all of his talents and efforts applied as diligently as he knew how, the growth was not happening. That had to mean something else, and the something else was scary. It meant that the world was changing, the market was changing, but the company had not really changed with it. His team had just tried to do what they were already doing but do it better. And when he let himself realize the truth, he had to admit that the bright future he had imagined wasn’t going to materialize until he made some big changes in direction.

To do that, though, would mean a lot of things to him that he didn’t want to go through. It meant going to his board of directors and having a battle. It meant admitting that he had not been able to make the old way work, and to him that was admitting failure. Few things were worse.

But even worse than that, it meant some very hard decisions about people. A new direction that involved more technology and trickier financing would not work with many of the people he had in key positions. How would he remove them? Where would he put them? And even worse, would he have to get rid of them?

Related to that was one of the most difficult truths in this face-the-facts session. Although Stephen was the CEO, and “in charge,” there was a crack in the foundation of his role that he had never fully addressed, and that was one of the biggest causes for his heavy gut: Chris. Chris was the son of the founder, put into his position of VP of Marketing by Stephen’s predecessor, the founder’s brother and Chris’s uncle. Their hope at the time was that Chris would one day be the CEO, and they had placed him in this role as part of that succession plan.

But the truth was that not only was Chris not CEO material, he was not even the right stuff for an executive team. Stephen felt that he was carrying extra weight around with Chris in the way, and everything would be better if Chris were gone. To go there, however, would mean that he would be asking the company to make a huge choice: family or business? Every time he thought of that, he did not like either outcome. If he forced the question of Chris’s future but lost, Stephen knew his plans for the future would be forever held back, and he would then be resented by the pro-Chris camp, not to mention by Chris himself. On the other hand, if the board allowed him to get rid of Chris, Stephen would be free of the obstacle but would live in the relational aftermath of it all. The cure might be worse than the disease.

But another part of him said that that is what real leaders have to do—make the hard decisions. When he thought about that, he took inventory. Could he deal with a complete overhaul, going to the board, and retooling the whole thing? Could he let go of people whom he truly cared about? And the big questions: Could he force the board to decide whether or not they would allow him to pick his own team? And if they said no, was he ready to leave and do something else where he wouldn’t be shackled by an unsolvable problem?

As Stephen went through each of these questions, he felt two opposing emotions. The first was exhilaration, the kind of energy that he knew related to building a future that had life in it. The second emotion was fear, related to what would happen if he actually went through those doors to the future. But he also noticed something else: the heaviness was gone. It had been replaced with another feeling, a new kind of determination to face reality, which was simultaneously motivating and scary.

He knew that to cross that divide, to face the fear and jump over that canyon, would require doing some hard things, relationally and emotionally. And he also knew that crossing it was going to require him to learn some new skills, as he had never quite gone through a doorway as big as this one. But he also knew that in spite of all that, he could not keep going the way he was going. Stephen was ready to act, to give up on what wasn’t working and to start focusing his attention on the changes that needed to be made. He got back in the car, started the engine, and headed back to the office—this time a little faster. He was ready. Nothing had changed in the business yet, but something had changed in Stephen.

What happened on that park bench and where he went from there is the subject of this book.

Stephen was at a moment that we all come to, or should come to, more regularly than we think. How we deal with those moments will determine much about the direction of not only our work but also our lives. Whether or not Stephen would follow through, what that follow-through would look like, and what it would require from him to do it and get to the future that either the company needs or he himself desires—all that is the subject of this book.

With few exceptions, I always try to write about topics that pass three requirements: First, they must be issues that I have worked with extensively in real settings. This ensures that I am not writing about an idea, or a theory but real experiences, methods, and results. I want readers to feel that “this rings true” and is based in the real world where they live and work. I know no other way to have that happen than to do the work first, before I write about it.

Second, I prefer to write about topics that I see people connecting with in many settings as I work and speak. In other words, I may personally care about something but find that it is not a very big “felt need” for others. So the topics that qualify have to resonate with people where they are, in what they are going through, and for what they need. These topics, to me, have the most heat, because they help people identify and put into words things they are experiencing yet have never quite been able to understand and express. But when they see the issues made clear, something connects with them inside, and moments of insight and movement occur.

Third, the topics have to matter. I want to talk about issues and practices that have substantial leverage and, when implemented, can create quantum change. There are topics that are real and that people connect with but that are not monumental in their effect. Then there are those topics that have enormous impact, and those are the ones that pass the “this matters” test.

Which brings me to “necessary endings.” It is a subject that results in immediate phone calls or e-mails after I talk about it. People say, “I got it ... and I took a step that I now see I have been putting off for some time,” or tell me they took some immediate actions as a result of the talk or the consultation. And the results can transform an individual or a company.

Necessary endings by their very nature are real and relevant and, when implemented, can bring incredible results. When needed endings are done well, people succeed. When they’re done poorly or not at all, people don’t. Let’s take a look at why and how.

The Universality of Endings

Why endings? Whether we like it or not, endings are a part of life. They are woven into the fabric of life itself, both when it goes well, and also when it doesn’t. On the good side of life, for us to ever get to a new level, a new tomorrow, or the next step, something has to end. Life has seasons, stages, and phases. For there to be anything new, old things always have to end, and we have to let go of them. Infancy gives rise to toddlerhood, and must be forever shunned in order to get to the independence that allows a child to thrive. Later, childhood itself must be given up for people to become the adults that they were designed to be.

Getting to the next level always requires ending something, leaving it behind, and moving on. Growth itself demands that we move on. Without the ability to end things, people stay stuck, never becoming who they are meant to be, never accomplishing all that their talents and abilities should afford them.

In business, endings often are absolute necessities for a turnaround or for growth to occur. Businesses must sometimes let go of old product lines or even entire areas of business whose day has passed. To get to the next level and often even to sustain their companies’ current levels of health, business leaders must shut down yesteryear’s good ideas, strategies, or involvements in order to have the resources and focus to take their organizations to tomorrow. Sometimes it means that employees have to be let go too.

Endings are also an important factor in our personal lives. There are relationships that should go away, practices and phases that must be relinquished, and life stages that should come to an end to open up the space for the next one. A breakup, an ending of some friendships or activities, or an unplugging from some commitments often signals the beginning of a whole new life. It is a necessary step I refer to as pruning, a concept that we will examine in more depth in chapter 2.

Some endings are not a next natural step but are just as necessary. We wish they weren’t, but they are. They come about not in pursuit of growth to the next level, but because something has gone wrong. It’s been said that some things die and some things need to be killed.

Many times a business is stuck in something that is not working, and the leadership step required is to shut it down or pull out of it. It is failing and can’t be fixed. Or there are poor performers who have been allowed to remain too long and need to be fired. On the flip side, some people should quit jobs that are causing them harm.

In the personal realm, we can get stuck in situations or relationships that are hurtful, problematic, or toxic and must be ended. Or sometimes it is not relationships we need to end but behaviors—destructive patterns and practices that hold us back. In many contexts, until we let go of what is not good, we will never find something that is good. The lesson: good cannot begin until bad ends.

In both normal life and life gone wrong, endings are a necessity. As the Byrds reminded us in their Sixties song “Turn, Turn, Turn,” there is a season to everything. Taken from Ecclesiastes, the message is that there is a season for things to begin and a season for them to end, and that’s how life works. Perhaps you have heard or read this famous passage many times, but take another look and focus your attention on the prevalent role of endings throughout:

There is a time for everything, and a season for every activity under heaven: a time to be born and a time to die, a time to plant and a time to uproot, a time to kill and a time to heal, a time to tear down and a time to build, a time to weep and a time to laugh, a time to mourn and a time to dance, a time to scatter stones and a time to gather them, a time to embrace and a time to refrain from embracing, a time to search and a time to give up, a time to keep and a time to throw away, a time to tear and a time to mend, a time to be silent and a time to speak, a time to love and a time to hate, a time for war and a time for peace.

Endings are not only part of life; they are a requirement for living and thriving, professionally and personally. Being alive requires that we sometimes kill off things in which we were once invested, uproot what we previously nurtured, and tear down what we built for an earlier time. Refraining, giving up, throwing away, tearing down, hating what we once cherished—all are necessary. Endings are the reason you are not married to your prom date nor still working in your first job. But without the ability to do endings well, we flounder, stay stuck, and fail to reach our goals and dreams. Or worse, we remain in painful and sometimes destructive situations. Endings are crucial, but we rarely like them. Hence the problem.

Why We Avoid Endings

Endings are necessary, but the truth is that we often do not do them well. Although we need them for good results to happen in life and for bad situations to be resolved, the reality is that most of us humans often avoid them or botch them.

• We hang on too long when we should end something now.

• We do not know if an ending is actually necessary, or if “it” or “he” is fixable.

• We are afraid of the unknown.

• We fear confrontation.

• We are afraid of hurting someone.

• We are afraid of letting go and the sadness associated with an ending.

• We do not possess the skills to execute the ending.

• We do not even know the right words to use.

• We have had too many and too painful endings in our personal history, so we avoid another one.

• When they are forced upon us, we do not know how to process them, and we sink or flounder.

• We do not learn from them, so we repeat the same mistakes over and over.

Question: As you reflect on these reasons, can you think of any situations where these reasons have interfered with an ending you needed to make?

The aftermath of the global economic crisis of 2008 has required significant and largely unanticipated “resets” in major companies, forcing many to initiate painful and significant restructuring. At the same time, the crisis also brought to a head many problems that had long been apparent yet were never acted upon. There were endings waiting to be had, needing to be had, yet unexecuted. Why does that happen?

The American auto industry, for example, was forced to finally discontinue brands that cost more to manufacture than they produced in profits.. Certainly some accountant had done the math, but the necessary endings still weren’t executed until the crisis or bankruptcy courts forced the issue. Why?

Many other kinds of businesses stepped up and cut fat out of their bureaucracies, only to realize later that the cuts had been long overdue. The economic crisis gave them the push they needed to do what they should have done much sooner. In the months following the meltdown, many leaders told me things like this: “Some of this crisis was good for us. These are changes we should have made years ago.”

The leadership growth question then became, “Why didn’t you?” Figure that out and you won’t wait next time. Likewise, more than a few leaders also told me that they were grateful the crisis gave them the excuse to remove staff members who stood in the way and kept the company from going where it needed to go. Again the question is, “Why were those people still there?”

The Real Reason

The answers to the “why” questions typically have little to do with the business itself. Often, there are no good business reasons for waiting to do something that should be done now. Of course, there are times when potential collateral damage to other aspects of the business or other strategic issues makes it prudent not to execute an ending, but that is the exception not the rule. The real reason is this:

Something about the leaders’ personal makeup gets in their way.

Leaders are people, and people have issues that get in the way of the best-made ideas, plans, and realities. And when it comes to endings, there is no shortage of issues that keep people stuck.

Somewhere along the line, we have not been equipped with the discernment, courage, and skills needed to initiate, follow through, and complete these necessary endings. We are not prepared to go where we need to go. So we do not clearly see the need to end something, or we maintain false hope, or we just are not able to do it. As a result, we stay stuck in what should now be in our past. And these abilities are not only lacking in the world of business. They appear in the personal side of life as well.

Think of the now ubiquitous “failure to launch” syndrome of those twenty- or thirty-somethings still living with their parents. They cannot end childhood and fully enter adulthood. But the bigger issue is often the parents’ inability to end the pattern and stop the toxic dependency by pushing the grown “kid” out of the nest. They refuse to end their “helping” role, which is not in fact helping. Another tragic example is the inability of many women to walk out the door when they are being abused. Fears and vulnerabilities keep them stuck in devastating patterns that ought to end. Likewise, in the world of work, because of security fears, some cannot leave jobs that are keeping them stuck and unfulfilled. In sum, we are not prepared or equipped to take the next step, the one we really need to take.

And it is not only the endings that we must proactively execute that are problematic. There are also the endings that are forced upon us, endings we do not choose but that we cannot work through very well either. As a result, we remain in pain or stuck, unable to pursue a new phase in life. These endings include divorce, being fired or laid off, death of a loved one, disintegration of a friendship, chronic illness, and so on. We do not choose these endings; they are thrust upon us by people we have trusted or sometimes by truly horrible events in life. If we are not prepared or have had too many losses before, these endings can render us broken, depressed, and floundering, sometimes for years.

When we fail to end things well, we are destined to repeat the mistakes that keep us from moving on. We choose the same kind of dysfunctional person or demoralizing job again. Not learning our lessons and proactively dealing with them, we make the same business or personal mistakes over and over. Learning how to do an ending well and how to metabolize the experience allows us to move beyond patterns of behavior that may have tripped us up in the past. We do not have to keep repeating the same patterns.

Necessary Endings will address these issues in ways that will improve your business and personal life. It is my goal to share with you principles and practices that you can put into immediate action to:

• Help you become aware of the absolute necessity for some endings to occur in your business or your life;

• Equip you to diagnose when a business or a relationship has hope of getting better and when it should end;

• Equip you to diagnose what kinds of people deserve your trust and those who don’t;

• Bring endings into the common language of your workplace so that pruning and continuous improvement become part of the culture;

• Normalize the idea of endings, so you can expect them instead of being surprised by them, and so you’re able to deal with them as a normal part of what you do;

• Help you to actually get comfortable with endings;

• Help you understand why you have not been able to negotiate previous endings successfully;

• Show you how to execute endings well;

• Create vision and energy for a better future as you become unstuck; and

• Help you to stop repeating the same issues over and over again.

Endings are a part of every aspect of life. When done well, the seasons of life are negotiated, and the proper endings lead to the end of pain, greater growth, personal and business goals reached, and better lives. Endings bring hope.

When done poorly, bad outcomes happen, good opportunities are lost, and misery either remains or is repeated. So let’s get empowered to choose the necessary endings, execute them well, and get to the better results we all desire.








Chapter 2

Pruning: Growth Depends on Getting Rid of the Unwanted or the Superfluous

I am not very good at growing plants. Somehow the gardener’s microchip did not get implanted when I was at the factory. But I have always had great admiration for those who are good at growing things. Especially roses. If you have ever seen a healthy rosebush with its vibrant, fully mature blooms, you know the admiration that the one who nurtured that beauty deserves. So how do these people do it? Certainly there is talent and art behind every beautiful garden. But there is also a method behind the beauty. It is called pruning. Pruning is a process of proactive endings. It turns out that a rosebush, like many other plants, cannot reach its full potential without a very systematic process of pruning. The gardener intentionally and purposefully cuts off branches and buds that fall into any of three categories:

1. Healthy buds or branches that are not the best ones,

2. Sick branches that are not going to get well, and

3. Dead branches that are taking up space needed for the healthy ones to thrive.

Necessary Ending Type 1

Rosebushes and other plants produce more buds than the plant can sustain. The plant has enough life and resources to feed and nurture only so many buds to their full potential; it can’t bring all of them to full bloom. In order for the bush to thrive, a certain number of buds have to go. The caretaker constantly examines the bush to see which buds are worthy of the plant’s limited fuel and support and cuts the others away. He prunes them. Takes them away, never to return. He ends their role in the life of the bush and puts an end to the bush’s having to divert resources to them.

In doing so, the gardener frees those needed resources so the plant can redirect them to the buds with the greatest potential to become mature roses. Those buds get the best that the bush has to offer, and they thrive and grow to fullness. But the rosebush could not do this without pruning. It is a necessity of life for rosebushes. Without the endings, you don’t get the best roses. That’s necessary ending type 1.

Necessary Ending Type 2

Some branches are sick or diseased and are not ever going to make it. For a while, the gardener may monitor them, fertilize and nurture them, or otherwise try to make them healthy. But at some point, he realizes that more water, more fertilizer, or more care is just not going to help. For whatever reason, they are not going to recover and become what he needs them to be to create the final picture of beauty he wants for the bush and the garden. These are next to go: necessary ending type 2.

As a result, the bush now has even more fuel and life to pour into the healthy buds. The plant is now fully on mission, focusing its energy every day on feeding and growing the buds that are destined to reach full bloom and maturity.

Necessary Ending Type 3

Then there are the branches and buds that are dead and taking up space. The healthy branches need that room to reach their full length and height, but they cannot spread when dead branches force them to bend and turn corners; they should be growing straight for the goal. To give the healthy blooms and branches room and an unobstructed path to grow, the dead ones are cut away. This is an example of necessary ending type 3.

Pruning enables rosebushes and other plants to realize full potential. Without it, they are just average at best and far less than they were designed to be. If you think about it, there should never be an average rosebush. By nature, there is nothing average about them at all. They are designed for incredible beauty and lushness. But if not adequately pruned, they never make it. And like rosebushes, your business and your life also need the same three types of pruning to be all that you desire.

Pruning Your Business and Your Life

Do a dictionary search on pruning and you’ll discover phrases like this:

A function of cutting away to reduce the extent or reach of something by taking away unwanted or superfluous parts.

Wow, if only we would lead and live by definitions! In the simple word pruning is the central theme of what a necessary ending is all about:

Removing whatever it is in our business or life whose reach is unwanted or superfluous.

In business and in life, executing the three types of necessary endings described above is what characterizes people who get results. (1) If an initiative is siphoning off resources that could go to something with more promise, it is pruned. (2) If an endeavor is sick and is not going to get well, it is pruned. (3) If it’s clear that something is already dead, it is pruned. This is the threefold formula for doing well in almost every arena of life.

The areas of your business and life that require your limited resources—your time, energy, talent, emotions, money—but are not achieving the vision you have for them should be pruned. Just like an unpruned rosebush, your endeavors will be merely average without pruning. And here is the key point: by average, I don’t mean on an absolute basis. There is nothing wrong with being in the middle of the bell curve in many aspects of life, as that may be what success is for that person or at least that dimension of life. I have friends who own small businesses of less than average size in their industry or by other measurements, yet they have a fully maximized, thriving enterprise for what it is and is supposed to be. Hundreds of employees and tens of millions of dollars is a great rose of a business and a life for what their talents, dreams, and opportunities consist of. Not the size of Microsoft perhaps, but they have achieved fullness of maturity for their company and/or life. Alive and thriving to the max. But without pruning, they would not have gotten there. And by the same token, if Microsoft or a much bigger company with tens of billions in revenues is not pruning, just because they are large, they can still be “average” relative to their own potential. They can truly be lagging behind where they should be.

So the question is more about this: are you only achieving average results in relation to where you or your business or team is supposed to be? In other words, given your abilities, resources, opportunities, etc., are you reaching your full potential, or are you drifting toward a middle that is lower than where you should be if you were getting the most from who you are and what you have? When pruning is not happening, average or worse will occur.

Too often, as bad as the results of not pruning can be, we still persist in avoiding it because it involves fear, pain, and conflict. Yet in order to succeed, we must prune. How does that make you feel? Conflicted? Welcome to the inner turmoil of necessary endings.

Gut Check

In upcoming chapters, we will look at what lies behind our tendency to avoid pruning and how to name and resolve those issues. But before we get to the specifics, I want to ask you to ask yourself a few questions. Really ask. And if you are doing this with your team, ask these questions together:

• What is your intellectual response to the idea of pruning? Do you affirm or question the three kinds of pruning described above (too many buds, sick buds that will never recover, dead buds taking up space)? If you are on a team, are you all in the same place on the issue? If not, where is the misalignment? Ask around the table.

• What is your emotional response to the idea of pruning? Does it turn your stomach? Does it feel mean or uncaring when people are involved? Does it make you anxious in some way? Is it energizing? All of the above? If you are on a team, how do your emotional responses differ? Ask around the table.

It’s vital to consider these questions because everything that follows is built on the premise that pruning is necessary, natural, and beneficial for anything that is alive. We need it developmentally (as we saw in chapter 1), and we need it in relationships and in business. We need it when things are going well and when things are not going well; it is a natural part of life’s seasons and a requirement for growth.

If we accept the premise that pruning is necessary but still notice that we have an emotional misalignment with that premise, we will struggle to realize our vision of the future and our potential. But if you can become aware of your resistances and internal conflicts now, then you can begin to face them and work them through. If you have an intellectual antipathy to the concept of pruning, then I ask that you acknowledge that and agree to withhold judgment until you have read further.

Write down your answers to those questions. We will revisit them later when we look at the specifics of how our resistance to endings works. Suffice it to say at this point, though, that we all have them, and becoming aware of them and facing them is an important step to getting where you want to go.

Here is a recent example I encountered in a coaching session with Ellen, a high-level executive in a multibillion-dollar company. She had recently earned a significant promotion that moved her from the ranks of management into a senior leadership position. As a result, she was now responsible for creating the organizational strategy she had previously just implemented. Ellen knew she faced some challenges in making the transition.

“If I am going to make this work, if we are going to get from here to there, some people who have had leader roles are going to have to be moved out, because they are just not leaders. And in the new structure we really need true leaders. We won’t reach our goals if we don’t make that change,” she said.

“Yes, and that will be your role. So where are you out of alignment with that?” I asked.

“Finding out that they don’t have leadership roles in the new structure will be devastating to many of them,” she said. “For my entire career, I have had a practice ... I always think about the people I manage and see them in their cars driving home from work. I picture the kind of mood they are in and want them to be up and enthusiastic about their day at the company, and I work hard to make those rides home as positive as I can. But if I do what is needed, there are going to be some very negative rides home. I hit a wall when I think about it. It’s like it makes me go in two different directions inside,” she explained.

“Sounds like you think that ‘negative’ is bad,” I reflected.

“Well, of course it is. I would not want them having that kind of day,” she said.

“Have you ever had an infected tooth pulled?” I asked.

“Sure.”

“Did you have a nice ride home?” I asked.

(Laughing) “No, it was awful.”

“Well, that was negative, ... or was it?” I asked. “If you define negative as feeling crummy, I agree it was. But if you define negative as ‘harmful,’ I would not call it negative but positive. It was not harmful at all for the dentist to inflict that pain. In fact, it was a very positive event, right? A healing event?” I asked.

“Yes, sure it was,” she said.

“There is a big difference between hurt and harm,” I said. “We all hurt sometimes in facing hard truths, but it makes us grow. It can be the source of huge growth. That is not harmful. Harm is when you damage someone. Facing reality is usually not a damaging experience, even though it can hurt.”

I could see by Ellen’s expression that the implications of what I was saying were starting to sink in. “As a leader, you have got to redefine what positive and negative is. Positive is doing what is best and right for the business and for the people. And nearly always, letting someone know that they are not right for a position is one of the biggest favors that you can do for them. There are only three possible results of doing that, and two of them are good. The other is good also, in that if it happens, you for sure had the wrong kind of person in the job,” I said.

“What are they?” she asked.

“First, if they find out that they were not performing, they may get better at their performance and turn into someone who can achieve. Your intervention helped them face the reality about themselves and moved them further along. If you had not done it, their next boss would have had to do it, and they would have lost another year or five. And go through all of that
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“This book will challenge you to put a stop to things that have been getting in your
way for a long time?”
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