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			Book Presentation
Just Enough by Laura Nash, Howard Stevenson

			Book Abstract

			MAIN IDEA

			Success is actually more multidimensional than simply seeking more and more money, fame or promotions. It’s also intensely personal and subjective – one person’s success may be termed another person’s failure and so forth.

			With this in mind, before redoubling your efforts to succeed in your career and life, take some time to define what success actually means to you. Most likely, you’ll find to be a complete success, you have to succeed in four distinct dimensions:

			
					Happiness – you have to feel personal pleasure and contentment about what you have achieved in life.

					Achievement – your accomplishments have to compare favorably with the goals that you’ve set for yourself.

					Significance – you have to make a positive impact on the people that you care most deeply about.

					Legacy – you have to establish your values in such a way that it will help others succeed in the future.
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			Success isn’t about having passion and focusing relentlessly on making more money at the expense (if required) of everything else in your life. Rather, success means having just enough happiness, achievement, significance and legacy. When these four factors are in balance, your success will feel satisfying and worthwhile.

			In sum, success is not about one thing or even an infinite number of things; it is about having just enough of the things that count, and not spending all your time in the pursuit of one narrow objective that you miss out on the genuine pleasure and richness success in the other dimensions adds.
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			The key to being successful is to have a good balance of just enough success in the four categories of happiness, achievement, significance and legacy.

			About the Author

			LAURA NASH is a senior research fellow at Harvard Business School. A graduate of Harvard University, Dr. Nash has served as president of the Society for Business Ethics. She is the author or co-author of seven books including Good Intentions Aside, Believers in Business and Church on Sunday, Work on Monday.

			HOWARD STEVENSON is a professor at Harvard Business School. A graduate of Harvard Business School, Dr. Stevenson has also been a business entrepreneur. He is the author or co-author of six books including Do Lunch or Be Lunch.

			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 Just Enough (Laura Nash, Howard Stevenson)

			1. The Multidimensional Nature of Success

			The popular perception of success is that “more is better”. In other words, the more money you make, the better. The problem, however, with reducing success to just one dimension like that is you never reach a point at which you can be completely satisfied. If everyone wants to be a millionaire, you may have to upgrade your definition and define success as being a billionaire. As this cycle repeats again and again, it will become clear that success can never be defined in a single measure, but exists in the degree of alignment of a number of measures: high achievement, multiple meaningful goals in life, the ability to experience pleasure and create positive relationships and accomplishments that endure.

			The generally accepted definition of success is very one dimensional and predictable: the more money you have or the greater your degree of celebrity, the happier you will be.
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			The only problem with this definition of success is that many high achievers don’t actually “have it all” The long list of corporate high fliers who have been charged with fraud shows that these people are not to be envied and emulated after all. Instead, the concept of what it takes to be a success must be more multidimensional and must reflect your own unique values, needs and ideals far better.

			Instead of just fame or money, success actually has a core set of four categories which defines it:
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					Happiness – the feelings of pleasure and contentment which you have about your life. When you’re happy, you feel like everything is coming together and you enjoy yourself.

					Achievement – the feeling that your accomplishments compare favorably with those of your peers and with those who have comparable values to your own. When you feel like you’re achieving something significant, you feel like a winner.

					Significance – the fact that you are able to have a positive impact on the people you are closest to and that you care the most about. When your life and career has significance, you feel like what you do counts and is important to others.

					Legacy – the way in which you establish your values or accomplishments in such a way that others who try and do comparable things in the future will look to your example for inspiration. The essence of this feeling of legacy is that you extend your accomplishments into the future.

			

			These four categories form the basic structure for what people are trying to establish when they talk about their pursuit of success. If any one of these four elements is missing, people won’t feel successful. The key to happiness and feelings of personal satisfaction is to hit just the right balance between all four categories of success.

			Note that this will be an individual choice. Everyone will define their own success profile differently and uniquely to reflect their personal values. Similarly, an organization will define success uniquely in the light of its entrenched organizational value system.
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			To understand and map your own distinctive success profile or that of the organization you work for:

			
					Establish a baseline – by writing down how your current mix of activities would be allocated between work, family, self and community. This should give you some feel for the relative weightings you currently give the four categories of success.

					Sketch out your framework – by putting together a small diagram similar to those above which shows how your success profile comes together.

					Reconnect with your ideals – by writing down one or more key activities in each of those four categories that you’d like to accomplish in order to feel genuinely successful. Sharpen the picture by considering:	What is the most positive challenge you hope to master?

	What would be your ideal life’s achievement?

	What are you willing to give up to succeed in the future?

	In what areas does our organization aspire to excel?

	Who are we trying to deliver value to?

	What legacy does our organization want to leave?




					Talk with others who understand you – your spouse, a close friend or mentor. Ask them whether they think your profile is accurate and what suggestions they may have about the future. You may find they understand you even better than you do yourself. For an organization, talk with your peers, your leaders, your strategic partners and others who know you well through your corporate activities.

			

			Keep in mind the key point of conducting this initial inventory of your success profile is to calibrate where you are at present. You want a general picture of where past decisions have brought you or your organization thus far. This will be an indicator of the general landscape of the targets you consider to be significant and important rather than a comprehensive analysis.

			“Anyone who takes these four elements seriously quickly becomes aware of how complicated they can be. Moving targets don’t always fit neatly in just one of the categories. The distinctions between types helps sort the chaos of your conflicting impulses. Once you understand the basic nature of your aspiration, you can more easily determine what you should go for and what you need to accomplish to capture it. Not only do you need to know what the components look like, you need to understand the emotional skills drive their accomplishment.”

			– Laura Nash and Howard Stevenson

			Armed with your first draft success profile, you can then delve a bit deeper into what you or your organization will need to do to succeed in the future. The foundation for your success profile also has four key components:

			[image: ]

			Values & Beliefs

			Your values shape your definition of what’s important and what’s not. Your beliefs provide a sense of how you think the world should be when everything works right.

			Values and beliefs when combined provide:

			
					A sense of purpose.

					A weighting scale by which importance is determined.

					The basis for acting with integrity in the future.

			

			To keep decisions and actions firmly connected to your core values and beliefs, you should be able to answer three questions at any time:

			
					What is legal? (We value compliance with the law).

					What is unacceptable behavior? (We have high ethics).

					What is desirable? (We take our ideals into consideration).

			

			Emotional Needs

			A person’s emotional makeup is complex and highly variable. An organization’s emotional makeup is even more complex. Emotions are driven by deep-seated needs and attractions. To feel like a success, you have to draw from the entire palette of emotions rather than picking and choosing the more obvious ones.

			Emotions address directly all four categories of success:

			
					Happiness comes when you feel good about yourself and your life, and when you find contentment in your daily activities. You feel motivated to achieve more because you feel contented and fulfilled.

					High achievers feel drawn to solving difficult problems almost as if by destiny. However, it isn’t enough to solve a difficult problem alone. A true sense of achievement comes when you do something others value highly as well.

					Significance is a mix of happiness and empathy. It represents a balance between the present and the future, between doing something you want and something that is important to others. Many people in business try and give something back to the community because they feel it’s the right thing to do. This is an indicator of significance.

					Legacy is all about the future. It requires that you establish or frame your own achievements in such a way that others can find enduring success in the future. To create a legacy, you must invest emotionally to generate a kind of personal satisfaction which is unavailable or cannot be replicated in any other way.

			

			Capabilities

			Your signature capabilities and skills define what you bring to the table. To stretch your capabilities and achieve everything you should be achieving, you’ll need to:

			
					Recognize and appreciate the skill sets you already have.

					Find a good match between your capabilities and your work.

					Invest in stretching and enhancing your capabilities.

					Direct your capabilities to the right activities.

			

			Even highly skilled people can’t do everything themselves. Therefore, most high achievers team up with others who add different skills to the mix. In practical terms, you need to do enough to help others so that you deserve their help as a resource for achieving your own goals.

			Context

			None of the other components – values & beliefs, emotional needs, capabilities – will work unless they are brought together in the right context or frame of reference. Context provides a reference point for what you’re doing.

			Context is the setting within which you live and work. High achievers are perfectly willing to change their context if they don’t have any opportunities to grow. The challenge for many organizations today is to create a context in which employees can achieve the four components of success in such a way that it will align with what the organization wants to achieve. Context is the platform on which individual choices are made and executed within the framework of the business.

			“The patterns of success operate in multiple formats – in a yard sale, a course you take at school, a business project, and for a lifetime. Organizations find the significance of their success tested in transactions with the marketplace, votes of trust from investors, expressions of welcome from a community, in the commitment of their own employees. None of these rewards occurs without the critical elements of values, skills, understanding of the context and an emotional bang. A company can pay the highest salaries, but if it doesn’t bring out a sense of worth in employees, they will not stay committed.”

			– Laura Nash and Howard Stevenson

			“I fear the popular notion of success stands in direct opposition in all points to the real and wholesome process. One adores public opinion, the other, private opinion; one, fame, the other, desert; one, feats, the other, humility; one, lucre, the other, love; one, monopoly, and the other, hospitality of mind.”

			– Ralph Waldo Emerson

			“To break out of the iron cage of success stress, you cannot simply go for extreme simplicity or extreme wealth. You have to know what is just enough to set limits. This allows you a reachable win from which to assess your capabilities and have new contexts for your next goal. This incremental growth in accomplishments keeps success on track, close to your core definitions. Rather than go for broke, you can determine how to take the next step, identify what you need to accomplish to get a sense of enough in each of the four categories, across every realm that is important to your values – family, work, self-expression, your place in the community.”

			– Laura Nash and Howard Stevenson

			“For many of us trying to navigate today’s landscape of moving and unpredictable targets, doing what it takes for success can feel much like war. Moving targets can and often do provoke fear and exhaustion.”

			– Laura Nash and Howard Stevenson

			2. The Idea of Success as a Moving Target

			Your concept of what constitutes success will evolve quite dramatically over the course of your career or your lifetime. Success will be a multidimensional, continually shifting set of targets. You ultimately have to define success on your own terms and make the journey towards it worthwhile rather than waiting until you hit your targets to give yourself permission to enjoy what you do.

			At the outset of your career or at the genesis of the existence of a new organization, your profile of success probably looks something like this:
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			In other words, you aspire to literally set the world on fire with great and significant achievements. You may, at that early stage, assume that once you’re a millionaire, all your troubles will be over. Or your organization may assume that once it gets through the start-up phase and generates revenues of $10 million and more per year, it will all be plain sailing from that point onwards.

			After a while, it soon becomes apparent that success is not quite as one-dimensional as it seems at first glance. For example, initially, you may be happy sacrificing family time in order to build a strong foundation for your career. After a while, however, this trade-off might become unattractive and unacceptable. You may then broaden your definition of success to include building a strong and happy family as well. Your profile of success will evolve to be more like:
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			Then, you’ll notice that the media is talking about someone who “has it made” and you start grafting into your vision of success similar achievements to them. You decide that you want it all as well. Now, instead of focusing on simple accumulating more money and power, you start thinking in terms of personal happiness, family health and the social value of the contribution you make to society.

			The point is success can never legitimately be reduced to a single factor like your company’s stock price. Instead, the concept of success is diverse and made up of alternatives that conflict and jockey for position. Success is inherently multifaceted and is constantly evolving. It is not a static target that can be shot at and either achieved or not achieved in a single action. Instead, the concept of what it means to be a success will emerge from a giant, confusing pool of alternatives.

			So how, precisely, can you define enduring success? Enduring success is the collection of activities that will be viewed affirmatively by you and those you care most about – now, throughout your life, and beyond. This type of success not only takes into account moving targets but thrives on the concept.

			Lasting success is made easier if:

			
					You can see the big picture clearly – and you’re prepared to approach the concept of success as a growing and evolving pattern rather than a fixed end point.

					You order and prioritize your aspirations – so you can understand which activities you need to pursue to the max and which you can ease up on without diluting your overall level of success.

					You view your goals as opportunities rather than threats – that is, instead of anticipating that success exists only in the future tense, you savor and enjoy your partial victories in the here and now.

			

			Too many people make the mistake of buying into the “celebrity” model of success. Celebrity success is the mainstay of the media, who love to publish stories about unlikely people who become multimillionaires almost overnight.

			Celebrity success has some defining characteristics:

			
					Celebrity success always highlights a sky’s-the-limit type of accomplishment – thus encouraging people to have a go-for-it-all type of mentality and approach to life.

					Celebrity success is always a snapshot – and never tells the full picture about the sacrifices and trade-offs which underpin any impressive accomplishment. In some ways, celebrity success is more a fairy tale than a forthcoming appraisal because the messy parts get edited out.

					Celebrity success is topical and frozen in time – with many years of painstaking preparation being reduced to a sound bite or two.

					Celebrity success never lauds enduring value – but instead fuels the myth of overnight success.

					Celebrity success never worries about the basic rules of ethics – about whether people exercise restraint and high ethics in their personal lives or if they have an “anything goes” mindset which embraces breaking the law, insider trading or one-upmanship.

					Celebrity success is often an empty promise – like a student who gets into a top university by cheating. At one time, people expected to pay their dues to get ahead. Celebrity success is usually founded on fast-track success stories.

					Celebrity success perpetuates the “Midas” syndrome – where everything the person touches turns out well. The problem with this is the real world is much messier, and real success is always murkier than as portrayed.

					Celebrity success is very one-dimensional and superficial.

			

			Very few celebrities stand the test of time. The prevailing myth of celebrity success has been fueled, in part, by the media which has joined forces with information technology to create additional ways to disseminate these stories. There is now a continuous stream of stories about instant wealth, packaged in neat sound bytes and lists of bests (everything from bestseller lists to best return-on-equity rankings to best university rankings and so forth). After a while, it becomes quite tiresome to try and keep up with the newest and the latest, because just when you get attuned to one celebrity success story, a new and improved one takes its place.

			To summarize, celebrity success presents:

			
					An obstructed view of just one part of a story.

					A success story that is very self-centered.

					Rewards that appear to be cost-free.

					Success with no sense of real-world limits or liabilities.

					A freeze framed universe where everything is black or white.

					One directional movement – one big win after another.

					Novelty without variety.

			

			By contrast, enduring success requires:

			
					A multiperspective viewpoint including others.

					The human ability to care and share accomplishments.

					Trade-offs and juggling of priorities and conflicting demands.

					Limitations of resources and other constraints.

					The ebb and flow of victories and unsuccessful attempts.

					A mixed picture of pluses and minuses.

			

			Instead of the one-line nature of celebrity success, enduring success is complex. There is no actual finish line, no point at which you “have it made”. Nor is there a single secret of success. Instead, your performance occurs in multiple realms while you pursue a number of goals, each of which having multiple beneficiaries. What you do on a daily basis is amplified over a lifetime to come up with your success profile.

			Enduring success isn’t simply about one set of values, or even one set of targets. Instead, enduring success requires that you know how to apply your personal values to multiple goals. Or put another way, enduring success requires that you generate four important outcomes:

			
					You need to be growing towards your personal vision and ideal of excellence – without getting frustrated at the inevitable partial victories you will enjoy along the way.

					You need to be striving to do something that’s important to you – some aspect of life that you consider necessary and meaningful in the context of a good life.

					You need to be contributing something that is valued – by society and by the people you care about.

					You need to be doing something that will have a lasting effect – that will have an impact in the lives of others for a long time.

			

			People who are enduringly successful tend to have similar personality and style traits:

			
					Dynamic equanimity – they have the ability to stand back from the battle, view the big picture, set realistic priorities and then engage their talents to actively explore the perimeters.

					Realism – they don’t try and trade on the strength of their past victories but look honestly at what’s needed to succeed in today’s world.

					Resilience – they endure setbacks and defeats and keep working towards their goals.

					Integrity – they are honest, keep their promises to themselves and build alignment between what they say and what they do, both publicly and privately.

					Self-pacing – they build in regular periods for rest and renewal rather than trying to cram every available minute with accomplishments. Any great achievement will take time, and successful people are prepared to put in a prolonged effort.

					Ability to enjoy the process itself – they make achieving something noteworthy fun in and of itself.

					Family-oriented – they don’t neglect their families while climbing the heights of success but bring family members along for the ride.

					Concerned – they are highly sensitive to their environment and pay attention to what’s happening in the broader community rather than just their own businesses.

					Versatile – they are street smart, adaptive and well-rounded in having skills in loads of areas rather than just one area of specialization.

					Humble – they don’t suffer the reality distortions which usually accompany a big ego. These people feel grateful for what they are able to accomplish and voice their appreciation, especially to their co-workers.

					Sharing – they have a mindset there’s enough rewards to go around so they go out of their way to ensure everyone shares in the benefits of whatever is achieved.

			

			Enduring success is highly satisfying because it enhances the quality of one’s life. It means working with measured commitment rather than over-the-top fanaticism. It also embraces a realistic appraisal of energy levels, skills and needs. Enduring success is inclusive – it’s shared by those closest to you. Enduring success is the foundation principle for a happy life.

			“A few decades ago, Andy Warhol predicted that in the future, everyone would have their 15 minutes of fame. Well, as anyone who has been on network news can tell you, 15 minutes of fame is now a long, long time, more even than the celebrities profiled on Entertainment! can expect. Technology, especially the explosion of new technology in the information industries, has cranked up the velocity of success to nosebleed speed. The paradigm today is faster and cheaper so you can offer more and get more. It’s important to

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
					Happiness

					Achievement

					Significance

					Legacy

			

			
			
			
					It’s important that you make your goals admirable but realistic. That is, you want goals that will stretch and challenge you to do your best, but not goals that are so high they will require workaholic commitment. Look carefully at the minimum amount of work or effort you will need to put in and check that is feasible.

					Leaders are the people who find ways to expand the four categories of success not only in their own personal lives, but also in the lives of others. You will need some external rewards to validate your achievements. Involve others. Success is always defined in the context of the relationships which matter most.

					Who you are will influence your feelings about what’s just enough in each category much more than what you get. Your sense of who you are will come partially from your own self-knowledge and partly from a comparison to your role models. Be careful and deliberate in choosing who you compare yourself to in the pursuit of success. In particular, avoid comparing yourself to celebrity successes.

			

			
			
			
			
			
			
					Recognition

					Evaluation

					Calibration

					Acceptance

			

			
			
			
					Good leaders become good at switching their orientations rapidly so they can multitask. They are not driven solely by their own needs, but they keep scanning for new opportunities to move forward. If you aspire to leadership of your organization, become better at multitasking.

					One of the major benchmarks of any great organization is its ability to ensure that the people with the greatest stake in its activities should also be able to achieve the four categories of success in their own lives and work. If the organization demands so much from its people that they don’t have enough energy to work on other categories of success, they will get burned out and seek alternative employment. Great organizations are careful to avoid this because they want to retain their talent.

					The idea of just enough invites you to actively put some limits on your own infinite desires. That’s good, because otherwise all you end up with are addictions. Just enough brings some much-needed rationality into goal setting exercises.

					Most people describe their goals in terms of absolutes. In this context, people come to feel they never have enough happiness, enough achievement, enough significance or enough legacy. They feel like they have never worked hard enough, and therefore don’t desire to make it. The concept of doing just enough frees you from this self-defeating pursuit of the unattainable. Just enough is pragmatic rather than unobtainable. The concept of just enough also serves as a mediator or tool for getting to the middle ground between the ideal and the concrete. This is the area where accomplishments of high caliber materialize.

			

			
			
					Happiness is experienced fully in the present only. In fact, when you’re happy, it’s not uncommon to lose all track of time. You cannot be happy about the future, only hopeful. Similarly, you can have good feelings about the past but all you’re doing is recalling how you felt at that time. You’re not actually experiencing it again.

					Achievement is experienced in the present based on what you did in the past, with reference to what you aspire to accomplish in the future. If any of these three time elements are missing, your achievements will no longer feel like successes.

					Significance straddles the future and the present. You focus your generosity on those you care about today in the hope that you will deliver them value in the future. In this regard, significance is the opposite of achievement in that the action is now but the pleasure comes later when someone else assesses what you’ve done.

					Legacy is an entirely future-oriented activity. It builds on your current and past accomplishments, but its impact will not be experienced until after you’re finished.

			

			
			
			
					You will have conflicting desires.

					You’ll find that one activity (probably making money) just won’t give you everything you want.

			

			
			
					The collapsed strategy – don’t worry about anything else. If you have enough money, your problems will be over. Just concentrate on that one goal and all the other pieces of your life will fall naturally into place.

					The sequential strategy – spend the early part of your career focusing on building your business and making as much money as possible. Once you’ve got it made, you can then kick back and work on all the other stuff. But you’ve got to be prepared to pay your dues first. These people even have a rough time line in mind: use your twenties to learn, your thirties and forties to earn and then your fifties onwards to return something to the community.

					The spiraling and linking strategy – move between activities in your four categories of success on a daily, even a minute-by-minute basis. Have the discipline to spend at least a little time in each of the four realms of your life each day, and the emotional versatility to switch. Forge linkages in your thinking so you can understand what is just enough success in each category to maintain a healthy balance. And be prepared for your sense of what constitutes a healthy balance to change and evolve over time.

			

			
			
			
					Just enough is an enabler and a motivator. It lets you make the transition from the desirable to the possible.

					Just enough transforms limits into positive lifestyle choices. By setting limits in various areas, you end up with a richer experience overall.

					Just enough gives fulfillment in real time. You don’t keep sacrificing present happiness for some nebulous future time. You give yourself permission to enjoy life right now.

					Just enough is progressive, not conservative. You decide what you want to accomplish and then expand your horizons rather than constantly resetting your goals high and higher.

					Just enough ends your comparison tendencies. Instead of envying someone else who is living a rich multidimensional life, you start living one yourself.

					Just enough helps you appreciate what you have. There will always be people with whom you can compare yourself unfavorably. Just enough helps you determine what you personally find satisfying and reach that.

					Just enough encourages you to expand your own capabilities and stretch because it provides a workable framework for success.

					Just enough lets you feel like you’ve solved one problem in your life, thereby freeing you to achieve more in the future.
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