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  Here you will find a detailed account of the research conducted to study the differences between Diminishers and Multipliers. We outline the research process in four phases: 1) the foundation work for the research; 2) the research itself; 3) the development of the Multiplier model; and 4) dealing with diminishers research.


  Phase 1: The Foundation


  RESEARCH TEAM. While Greg and I were the primary members of the research team, C. K. Prahalad served as an important, informal research adviser. While many people contributed to the research in the book, our core was as follows:


  Liz Wiseman, Master of Organizational Behavior, Marriott School of Management, Brigham Young University


  Greg McKeown, Master of Business Administration, Stanford Graduate School of Business


  C. K. Prahalad, Paul and Ruth McCracken Distinguished University Professor of Corporate Strategy at the Ross School of Business of the University of Michigan


  RESEARCH QUESTION. Through an iterative process, we refined our research question to this one (which has two parts): “What are the vital few differences between intelligence Diminishers and intelligence Multipliers, and what impact do they have on organizations?”


  A contrast is inherent in this question. We reasoned that it wasn’t enough to study Multipliers. As Jim Collins has explained, if you studied exclusively gold medalists at the Olympics, you might erroneously conclude that they won because they all had coaches. It is only by contrasting winners with the people who lost that you realize that everyone has a coach, so having a coach cannot be the active ingredient in winning.1 We were looking for the active ingredients or differentiating factors.


  DEFINITION OF KEY TERMS. To be able to answer our research question, we first defined our three key terms: Diminisher, Multiplier, and intelligence.


  DIMINISHER: a person who led an organization or management team that operated in silos, found it hard to get things done, and, despite having smart people, seemed to not be able to do what it needed to do to reach its goals.


  MULTIPLIER: a person who led an organization or management team that was able to understand and solve hard problems rapidly, achieve its goals, and adapt and increase its capacity over time.


  INTELLIGENCE: In our literature review we found a paper that identified more than seventy definitions of intelligence.2 One paper that was important to us throughout the research process was signed by fifty-two researchers in 1994. They agreed that intelligence was “the ability to reason, plan, solve problems, think abstractly, comprehend complex ideas, learn quickly and learn from experience. It is not ... narrow. ... [I]t is a broader and deeper capability for comprehending our surroundings—‘catching on,’ ‘making sense’ of things, or ‘figuring out’ what to do.”3 Beyond this, we included the ability to adapt to new environments, learn new skills, and accomplish difficult tasks.


  INDUSTRY SELECTION. Having first observed the Diminisher/Multiplier phenomenon at Oracle, a software company, we opted to research the phenomenon in other companies within the broader technology industry. These companies included:


  
    
      	
        Technology Industry

      

      	
        Company

      
    


    
      	
        Biotech

      

      	
        Affymetrix

      
    


    
      	
        Online Retailing

      

      	
        Amazon

      
    


    
      	
        Consumer Electronics

      

      	
        Apple

      
    


    
      	
        Networking and Communications

      

      	
        Cisco

      
    


    
      	
        Internet Search

      

      	
        Google

      
    


    
      	
        Microprocessors

      

      	
        Intel

      
    


    
      	
        Computer Software

      

      	
        Microsoft

      
    


    
      	
        Enterprise Software Applications

      

      	
        SAP

      
    

  


  Phase 2: The Research


  NOMINATORS. Instead of trying to identify Diminishers and Multipliers ourselves, we found people who would nominate these leaders for us. We used two criteria in the selection of our nominators. The first was that they should be successful professionals. It was important that these individuals had positive career experiences to draw from. We reasoned that interviewing people who had an “ax to grind” could skew the data. The second criterion was that these nominators have approximately ten years’ management experience themselves. We wanted practical insight from people who had grappled with challenges of leading others. It is worth noting that nominators at many of the above companies pointed us to both Multipliers and Diminishers they had worked with at entirely different companies and often industries.


  RESEARCHER-ADMINISTERED SURVEY. We asked the nominators to rate the Multipliers and Diminishers they had identified on a five-point scale against forty-eight leadership practices. We designed the list to be comprehensive, drawing upon standard competency models, popular leadership frameworks, and practices we hypothesized would differentiate Diminishers from Multipliers.


  The survey included skills (e.g., “Focuses on the customer”; “Demonstrates intellectual curiosity”; “Develops the talent of the team”; and “Business acumen”) and mindsets (e.g., “Sees their role as a primary thought leader” and “Sees intelligence as continually developing”). We collected the results of this survey and analyzed the data in several ways. We looked for the largest deltas between Multipliers and Diminishers, the top skills and mindsets of Multipliers, and the skills most correlated with the top mindsets of Multipliers and Diminishers.


  
    THE RESEARCH PROCESS
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  STRUCTURED INTERVIEWS. In the original interviews with the nominators, we followed a structured format. We used the same questions in the same order to minimize context effects, or at least hold them constant, so we could ensure reliable aggregation and comparison of the answers we received across different interviews and time frames.


  All the interviews were conducted between October 2007 and October 2009, with the first round taking place in 2007. The interviews averaged between sixty and ninety minutes and were conducted in-person or by telephone. We kept written transcripts of all the conversations so we would have a permanent record of quotations and examples. While we followed a structured format, we allowed ourselves some latitude in determining how much time to devote to each question. Our typical format for an interview kept to the following narrative structure:


  1.Identification of two leaders: one who stifled intelligence and the other who amplified it


  2.Identification of an experience or story working with each leader


  3.Context for working with Diminisher: experience, setting


  4.Impact on nominator: percentage of nominator’s capability used


  5.Impact on group: role played in group process, perception in broader organization


  6.Leader’s actions: what was done or not done to impact others


  7.Result of actions: outcomes, deliverables accomplished


  8.Repeat questions 3 through 7 for the nominated Multiplier


  IN-DEPTH INTERVIEWS. We conducted a second round of interviews to gather more information about the strongest Multipliers. This included: a) interviews with the Multipliers themselves; b) second interviews with the nominators to gather greater detail and understanding; and c) an in-depth 360 process interviewing both former and current members of the Multiplier’s management team.


  INDUSTRY EXPANSION. As we extended our research to eventually include 144 different leaders, we found more examples within our original target companies, added more companies within the technology and biotech industries, and went beyond these industries entirely to include others in the for-profit sector as well as nonprofits and government agencies. Our research journey took us across four continents and introduced us to a rich and diverse set of leaders (see appendix C, “The Multipliers”). The following is a list of organizations where we studied Multipliers. In order to provide confidentiality, we are not publishing the list of companies where we studied Diminishers.


  
    
      	
        Industry

      

      	
        Example Companies

      
    


    
      	
        Biotech

      

      	
        Hexal, Affymetrix

      
    


    
      	
        Green Tech

      

      	
        Bloom Energy, Better Place

      
    


    
      	
        Education

      

      	
        Stanford University, VitalSmarts

      
    


    
      	
        Entertainment

      

      	
        DreamWorks Studios

      
    


    
      	
        Government

      

      	
        White House, Israeli Army

      
    


    
      	
        Manufacturing

      

      	
        GM Daewoo, Flextronics

      
    


    
      	
        Nonprofit

      

      	
        Boys and Girls Club of the Peninsula, Green Belt Movement, Bennion Center, Unitus

      
    


    
      	
        Private Equity and Venture Capitalists

      

      	
        Advent International, Kleiner Perkins Caufield & Byers

      
    


    
      	
        Professional Services

      

      	
        Bain & Company, McKinsey & Company

      
    


    
      	
        Retailing

      

      	
        Gap, Lands End, Gymboree

      
    


    
      	
        Sports

      

      	
        Highland High School Rugby, North Carolina State University women’s basketball program

      
    


    
      	
        Technology Industry

      

      	
        Amazon, Apple, Cisco, Infosys Technologies, Hewlett-Packard, Intel, Intuit, Microsoft, SAP, Salesforce

      
    


    
      	
        Workers’ Union

      

      	
        Self-Employed Women’s Association

      
    

  


  Phase 3: The Model


  We gathered approximately four hundred pages of interview transcripts, read them multiple times, and collated them for cross-interview analysis. We then took this theme analysis and calibrated it against the quantitative data we had gathered from the leadership survey. Finally, we adhered to a disciplined and rigorous debate methodology for crafting each of the disciplines that eventually became chapters for the book.


  Both Greg and I claim to have been severely beaten up by each other during this debate process. We hope the research is stronger for it.


  Phase 4: Dealing with Diminishers


  While the original research for this book was conducted in 2007 through 2009, the research for chapter 8, “Dealing with Diminishers,” was conducted in 2016. The goal of the research was to better understand the depth and breadth of impact caused by Diminishers and to ascertain strategies for minimizing the damaging, reductive effect of these Diminishers. The research was conducted by Liz Wiseman, Karina Wilhelms, Alyssa Gallagher, and Jared Wilson, all of The Wiseman Group. The research comprised the following:


  IN-DEPTH INTERVIEWS. I conducted twenty-four interviews with successful professionals to understand how to survive, and potentially thrive, under diminishing bosses and colleagues. Interviewees were selected based on two criteria: 1) their overall career success and skill in navigating complex organizational situations; and 2) their understanding of the concept of Multipliers and Diminishers. In each interview, interviewees identified situations in which they worked for a Diminisher and then answered a series of questions to explore their coping strategies and to assess the effectiveness of these strategies.


  BROAD SURVEY. The Wiseman Group conducted a survey of approximately two hundred participants with the objective of uncovering the best strategies for dealing with Diminishers, to understand why some people seem to be more easily diminished than others, and to understand if individuals who have been chronically diminished are more or less likely to become Diminishers to others. The survey provided many useful insights on both effective and ineffective strategies for dealing with Diminishers, as well as some of the factors that cause some people to experience a greater diminishing effect than others. The survey did not yield conclusive data on whether or not those who have been chronically diminished are more likely to lead like Diminishers themselves. More data is needed to adequately address this issue.


  TESTING OF STRATEGIES. After formulating the thirteen strategies outlined in chapter 8, we invited several people (who had participated in the above-mentioned survey) to test out the strategies with their Diminisher bosses for a fourteen-day period. The goal of the fourteen-day challenge was to determine if the strategy could make a marked difference in the situation in just 2 weeks. We then collected information about the result of their experiment and held a conference call to review results. Five people completed the experiments and all five reported a marked (if not remarkable) change in the relationship with their diminishing colleague or with their overall happiness and outlook. My favorite was the person who chose to “turn down the volume” and, instead of obsessing about work, channeled his energy into experimenting with new recipes and cooking delicious meals for his wife and children each night. Not only was he happier at work and in general, but his wife was pretty thrilled, too.


  LITERATURE REVIEW. We scanned the existing “victim” literature for insights on positive coping strategies. In general, we found little crossover into the workplace setting and therefore focused on the interview and survey data to formulate the best coping strategies.
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  ARE PEOPLE EITHER DIMINISHERS OR MULTIPLIERS OR ARE THERE PEOPLE IN THE MIDDLE?


  We see the Diminisher–Multiplier model as a continuum with a few people at the extremes and most of us somewhere in between. As people have been introduced to this material, they almost always see some of the Diminisher and some of the Multiplier within themselves. One leader we’ve worked with is illustrative. He was a smart and aware individual who didn’t fit the archetype of a Diminisher, and yet when he read the material he could see how he sometimes behaved in a diminishing manner. When we study this leadership phenomenon as a contrast, we see the model as a continuum or spectrum, with the majority of us somewhere in the middle.


  COULD I BE A DIMINISHER TO SOME PEOPLE AND A MULTIPLIER TO OTHERS?


  Yes, the secret to understanding this dynamic is to better understand the assumptions that you hold about the two different people. In fact, you might even be behaving in similar ways around both, but your assumptions might cause your behavior to be construed in different ways.


  COULD I BE A MOST-OF-THE-TIME MULTIPLIER AND AN OCCASIONAL DIMINISHER?


  Certain situations can bring out the worst in us. Most leaders, even the best ones, tend to have some Diminisher tendencies that are awakened in certain situations, particularly when: a) there’s a crisis (see the question below); b) when the stakes are high; c) when time is short; and d) when they are generally stressed. What’s important is having awareness of the situations that provoke our diminishing tendencies and then finding workarounds.


  Rob Delange, Multiplier master practitioner, described it this way: “When you lead like a Multiplier by rule, you can be a Diminisher by exception”—meaning, if you have built a strong foundation of trust with your team, they are likely to forgive your diminishing moment. This is especially true if you call attention to your diminishing moments, explain your reasoning, and then return to your more normal Multiplier style. The real key is to string together as many Multiplier moments as you can.


  ARE THERE TIMES (PARTICULARLY DURING A CRISIS) WHEN DIMINISHER LEADERSHIP IS CALLED FOR?


  Yes, there are situations where there is a legitimate crisis and a leader needs to jump in and manage by fiat. But these situations don’t need to be diminishing. Wise leaders can keep these situations from having a diminishing effect by doing the following:


  1. TREAT THEM LIKE TRUE EXCEPTIONS. When a manager leads like a Multiplier by rule, they can get away with operating like a Diminisher by exception. Here’s an illustration. While I was teaching a leadership seminar at a hospital for the Yale Medical School, several physician-leaders who oversee residency programs voiced an intriguing frustration. While they wanted to give the resident physicians space and freedom to do their best work, the life-and-death nature of their work forced them to micromanage and bark orders. They insisted that there was no room for learning or being a Multiplier leader when someone is flatlining on the operating table. I agreed and asked, “What percentage of your time is spent in these situations?” They suggested it was probably 3 to 5 percent of their time. I acknowledged their dilemma, but suggested that the other 95 percent of their time might warrant a different leadership approach. Several months later, I had a similar conversation at the US Navy Postgraduate School with a group of officers who commanded military ships. They estimated that, at most, 2 to 3 percent of their time dealt with life-or-death moments. Yes, these critical situations aren’t Multiplier moments. But the other 95 to 97 percent of the time just might be.


  2. LET PEOPLE KNOW WHAT YOU ARE DOING. Instead of randomly micromanaging or dictating, let people know you are in one of those 3 to 5 percent moments and need to take over. Better yet, ask for their permission. When you are done, return control to your team. Or you can let your team know the parts of the business that you need to manage very closely yourself (and explain why). Tell them that you want them to step up and be big in the other parts of the business.


  In allowing for these exceptional situations, I would still emphasize that most situations, even extreme ones, can be viewed through either a Diminisher or Multiplier lens. Situations people often think call for a Diminisher approach can be exactly the time to call upon the full intellectual horsepower of the people around you. When the stakes are high, when the challenges are complex and nonlinear—those may be just the times when the Multiplier approach is most relevant.


  THIS IS GREAT FOR TOP TALENT, BUT WHAT ABOUT MY BOTTOM PERFORMERS?


  While everyone has something to contribute, not everyone is contributing at the same level. Multipliers see talent less like an industrial park (a sprawling collection of near identical three-story buildings) and more like a city skyline, where buildings of varying heights and colors create a jagged, irregular profile. To Multipliers, people are such skylines. They appreciate the rich diversity of intelligence and talent around them. They acknowledge that not everyone is at the same level of capability, but they believe that everyone’s capability can increase. Instead of trying to bring everyone to the same level, they uplevel each person, building a floor or two of capacity at a time.


  Here are some suggestions for leading people who appear to be low performers:


  1. Start with the assumption that the person is smart and capable of being a top performer. Sometimes people need someone to expect and demand more from them.


  2. Instead of asking, “Is this person smart?” ask, “In what way is this person smart?” You may not be able to turn them into your version of a top performer, but you will find out what they are brilliant at, and then can look for ways to put it to work on your top challenges.


  3. Remember that low performers are often former (or potential) superstars who have been historically diminished by their leaders (often accidentally or through neglect). Even if you do all the “right” things to be a Multiplier, he or she may not respond immediately because either they aren’t accustomed to being given challenging work or they have learned not to trust their managers. Start small and earn their trust.


  Just because you are leading like a Multiplier doesn’t mean you won’t encounter performance problems. If you have chronic low performers, take care of the situation and help them move to an environment or team where they can contribute more.


  HOW DO THESE DYNAMICS CHANGE ACROSS CULTURES?


  The research was done in thirty-five companies on four continents. We find the Multiplier way of leading (and the positive impact it has) to be pervasive across cultures. However, we find that in cultures with high levels of hierarchy, the diminishing impact tends to be greater (with the average Diminisher receiving between 30 and 40 percent of people’s intelligence instead of the global average of 48 percent). We also found that in these more hierarchical cultures, leaders need to make extra efforts and greater precautions to establish the levels of intellectual, emotional, and organizational safety people need to fully contribute their best thinking.


  Mostly, remember that Multipliers don’t all lead in the same way. While their individual leadership practices vary, what they share is a common mindset and assumption: a belief that the people they lead are smart and will figure it out. Also, they are aware of the impact that their own intelligence and presence has on their team and actively work to create room for others to contribute. These actions may follow different forms to be culturally appropriate.


  THERE ARE SOME LEADERS YOU MENTION WHOM YOU HAVE IDENTIFIED AS MULTIPLIERS BUT WHO ARE SOMETIMES KNOWN TO DIMINISH THE PEOPLE THEY WORK WITH. HOW DO YOU EXPLAIN THE CONTRADICTION?


  Yes, this was interesting to us, too. Even in our original data pool, we occasionally found that some leaders were named as both a Diminisher and a Multiplier by different people. On closer inspection, we found this a paradox rather than a contradiction. As just one illustration, we found that some leaders had figured out how to involve their direct reports but hadn’t learned to scale their leadership up and out to the broader organization. The farther removed people were from the leader, the more diminished they felt. It was a classic case of Accidental Diminishing. It appears that being a Multiplier to everyone takes deliberate intention and effort. A leader needs to think consciously of the people at the periphery of the organization in order to be a Multiplier to them.


  WHAT ABOUT LEADERS LIKE STEVE JOBS (OR OTHER ICONIC, SUCCESSFUL LEADERS WHO APPEAR TO HAVE STRONG DIMINISHING TENDENCIES)?


  Many founders and visionary leaders have a mixed bag of Diminisher and Multiplier traits. For many of these high-profile leaders, the news media focus on their Diminisher tendencies (because this story tends to be more interesting to readers). As you consider the Diminisher qualities of company founders and other iconic leaders, consider the following: 1) strong leaders (especially founders) often have Diminisher characteristics, but they often have a couple of even stronger Multiplier characteristics that compensate for their diminishing tendencies; 2) top leaders (e.g., CEOs) with Diminisher characteristics often compensate by bringing in other leaders (e.g., a president or COO) who have strong multiplier characteristics; 3) leaders with strong diminishing tendencies might be well suited to lead organizations in stable environments but struggle in complex, changing environments; and 4) company founders often start companies on the strength of their own ideas. Companies can grow to a certain size based on the strength of the founder’s intelligence, but for a company to grow, become successful, and endure, at some point these leaders need to develop into Multipliers or surround themselves with other leaders who have the Multiplier effect.


  WHEN YOU SAY MULTIPLIERS GET 2× MORE FROM THEIR PEOPLE, THAT SEEMS LIKE A REALLY BIG CLAIM. IS IT REALLY THAT MUCH?


  Yes, the number seemed high to us at first, but for several reasons we believe the ratio is correct.


  First, we asked the nominators to contrast Multipliers to Diminishers, rather than contrast Multipliers to an average manager. The 2× effect assumes a best-to-worst comparison. Second, we repeated this question to people across industry, function, and management level and have confirmation that this ratio holds true as an average. Third, the surprisingly high difference may be the result of discretionary effort. As managers we can observe whether someone is working at, above, or below their usual productivity level. What is harder to know is how much a person is holding back. The way people answer this question suggests that people believe they hold back a considerable amount around certain managers.


  We have concluded that while it is an amazing difference, Multipliers really do get, on average, 2× more than their Diminisher counterparts.


  DO YOU FIND SIGNIFICANT DIFFERENCES IN HOW MEN AND WOMEN LEAD?


  While there may be some actual differences in how men and women lead, there seems to be far more variation within a given gender than between the genders. We don’t have any data that suggests that one gender is more likely to diminish, in fact both Diminisher and Multiplier levels are remarkably consistent. However, we do find that there may be some variance in how men and women accidentally diminish, perhaps driven by historically narrow views of male and female leadership styles. For example, many women who began their careers in earlier generations have contorted themselves to fit into a male-defined world, choosing between ill-fitting models of leadership. Some adopted the “man-up” model and acted tougher than nails, showed no fear, and attempted to out-men the men. Others fell into the “mama bear” archetype in which they nurtured, protected, and rescued people and projects in danger. Both caricatures can have massively diminishing effects. Leaders bring out the best in others when they are authentic—being themselves rather than acting out a role, which happens when the full range of leadership styles and strengths are available to women and men.


  ARE MULTIPLIERS MORE SUCCESSFUL THAN DIMINISHERS?


  Yes, they are more successful at getting more out of people. This was amazingly consistent throughout the research. Even high-powered executives, icons in their own right, who hammered their people simply could not get as much out of people as their Multiplier counterparts. We didn’t study the career trajectories of Diminishers and Multipliers themselves, but we did study the success of the people they worked around. We found that people and their careers thrived and became more successful around Multipliers than around Diminishers.


  CAN EVERYONE BECOME A MULTIPLIER OR ARE THERE SOME PEOPLE WHO ARE TOO MUCH OF A DIMINISHER TO CHANGE?


  Anyone who can see their Diminisher behavior can change. Anyone can be a Multiplier if they’re willing to shift their center of weight and look beyond themselves. There may be a few people who are so staunchly invested in their Diminisher approach to leadership that they won’t be able to change, but we think of them as outliers.


  In our work teaching and coaching, we have seen people make significant changes. For example, one leader we worked with had some strong Diminisher tendencies. He worked hard to adopt a more Multiplier approach to his leadership. People noticed the difference. Then, after he took a larger role at another company, he was able to start with a clean slate and a new approach. He is now seen as a Multiplier and has even introduced these ideas to the people in his organization.


  We aren’t under the delusion that every Diminisher will change, but we believe that the vast majority can make the shift. It begins with awareness and intent.


  SHOULD COMPANIES FIRE THEIR DIMINISHERS?


  Smart companies don’t have to fire every Diminisher, but they should remove them from key leadership roles. If someone insists on being a Diminisher, they may need to be isolated or contained where they can’t do great damage. If they are removed from key leadership roles, other people’s capability gets released and the Diminishers are less likely to inspire managers underneath them to adopt Diminisher leadership practices.


  This is easier said than done. Diminishers are, by definition, smart and intimidating. The course of least resistance is to keep them in their leadership roles. But once you start to calculate the high cost of Diminishers in your organization, you will be better prepared to take action. For example, if you had a machine that was a bottleneck, causing the rest of your production line to operate at 50 percent capacity, you would see immediately how expensive that machine was to your operation. If you replaced that one machine, you could double the capacity and throughput of your entire production line! That is what is at stake with every Diminisher you have in a key leadership role. Even if they are operating at full capacity, they operate as a bottleneck to everyone else around them. So, while the answer may not be to fire every Diminisher, we suggest that it’s just too expensive to leave them in key leadership roles.


  SHOULD I EVEN TRY TO HAND THIS BOOK TO A RAGING DIMINISHER?


  Yes, drop it and run! Or perhaps you can send it from one of your other Diminisher colleagues!


  More seriously, if you share the book from a Diminisher’s perspective, by judging and dictating, you are likely to make them close down and continue the Diminishing cycle. However, if you approach it as a Multiplier, and make it safe for someone to learn new ideas, you might find surprising levels of receptiveness and impact. Here are two Multiplier strategies:


  1. FOCUS ON YOUR OWN EXPERIENCE. You might begin by acknowledging how each of us can be an Accidental Diminisher at times, and say something like, “This book has shown me how I sometimes diminish people without meaning to.” Or you can focus on the impact it has had for you and introduce it with, “I’ve been working on being more of a Multiplier and I’m seeing how it is increasing performance on my team. I thought you might be interested, too.”


  2. FOCUS ON THE UPSIDE TO THE ORGANIZATION. Most managers would be interested in doubling the capacity of their organization. You could introduce the ideas with, “I think we have more intelligence in our organization than we’ve been able to tap into. I think there are some things that we could do as a leadership team to raise the IQ level of our organization.”


  Additionally, you could introduce the ideas indirectly by holding a brown-bag lunch discussion or by sharing a single idea or Multiplier practice. We believe that there is a way to share this material with almost anyone, but you are more likely to succeed if you approach it like a Multiplier. You can’t diminish people into being Multipliers!


  DO I NEED TO HAVE ALL FIVE OF THE MULTIPLIER DISCIPLINES TO BE A MULTIPLIER LEADER?


  No, a leader doesn’t need to be brilliant at all five of the disciplines to be a Multiplier and to get the Multiplier effect across their team. In fact, very few of the leaders that I studied had strength in all five—most had three or four strong disciplines. You can use the Multipliers 360 assessment to determine your relative highs and lows. A good development strategy is to identify your strongest discipline and get really great at it. Then make sure you don’t fall into Diminisher territory in any one discipline. After this, do what you can to build strength in one or two more of the Multiplier disciplines.


  IF I COULD DO ONE THING TO GET ON THE PATH OF MULTIPLIER, WHAT SHOULD IT BE?


  The one thing we would suggest you do is to ask really insightful and interesting questions that make people think. This is a practical step and it applies across all of the disciplines. For example, whether you are trying to become a Liberator, a Challenger, or a Debate Maker, asking insightful and interesting questions will get you started down the correct path. So, if you are looking to build one skill, start with questions.


  If you want to work on one assumption, we would suggest trying People are smart and will figure it out. One way to do this is ask, “How is this person smart?” That one question can interrupt any tendencies to judge people in a binary fashion and can work like a fast pass into the Technicolor world where Multipliers live.


  APPENDIX C


  The Multipliers


  [image: ]


  The following is a list of the “Hall of Fame” Multipliers featured in this book. Several appear in multiple chapters, but they are listed only once below, in the chapter where they are featured most prominently.
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  APPENDIX D


  Multipliers Discussion Guide
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  This guide contains a set of questions for discussing Multiplier ideas as a team. As you plan your discussions, you might look for ways to create a Multiplier experience while discussing Multiplier ideas.


  
    
      	
        Industry

      

      	
        Example Companies

      
    


    
      	
        The Multiplier Effect

      

      	
        Should a successful Diminisher try to become a Multiplier? Why?


        Can you be a Multiplier if you work for a Diminisher?


        Are there certain people who bring out the Diminisher in you? Why?

      
    


    
      	
        The Talent Magnet

      

      	
        How long does it take to develop a reputation as “the boss to work for”?


        When should you hire new people, as opposed to developing the talent of the people you already have?

      
    


    
      	
        The Liberator

      

      	
        A liberating climate gives a lot of space and expects a lot at the same time. How do you know when you have gone too far with either element?

      
    


    
      	
        

      

      	
        Does being a Liberator mean you have to be both “loathed and loved,” the way Mr. Kelly is at his school? (See page 75.)

      
    


    
      	
        The Challenger

      

      	
        How can you share your own knowledge and opinions without diminishing the people you lead?


        What one thing could Richard Palmer do to shift from leading like a Diminisher to leading like a Multiplier? (See page 99.)

      
    


    
      	
        The Debate Maker

      

      	
        Imagine you have only thirty minutes to make a high-stakes decision. Should you still approach the decision as a Debate Maker? If no, why? If yes, how?


        Being a Debate Maker means driving sound decisions through a rigorous process. How do you know when there has been enough debate and it is time to make a decision?

      
    


    
      	
        The Investor

      

      	
        What is the difference between being detail oriented and micromanaging?


        How can you give people full ownership without becoming disengaged yourself?

      
    


    
      	
        Becoming a Multiplier

      

      	
        If you had to define one idea that is common across all five disciplines, what would it be?


        What discipline could you make the most progress on in the least amount of time?


        Is it feasible to focus on a single area of development for a year?


        Where is your weight on the metaphorical wire? (See page 118.)

      
    


    
      	
        

      

      	
        Of the various organizations you are part of (business, community, family), where could you implement the Multiplier approach with the greatest impact? Why?

      
    

  


  If you’d like to lead a more structured event, you can download a full Multipliers Facilitator Guide at www.multipliersbooks.com. Use it to bring Multiplier leadership into the conversation at your workplace!


  APPENDIX E


  Multiplier Experiments
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  [image: ]NAME THE GENIUS


  Identify the native genius of each

  person on your team.


  Find the native genius of individuals on your team and find novel ways to utilize their genius more fully. Do this individually or as a team so that everyone understands the native genius of each person on the team.


  MULTIPLIER DISCIPLINE


  Talent Magnet


  Remedy for Idea Fountain, Always On, and Strategist Accidental Diminisher


  


  MULTIPLIER MINDSET


  Everyone is brilliant at something.


  MULTIPLIER PRACTICES


  For Individuals:


  1.  Identify it: Find the things that this person does natively. Ask:


  •  What do they do better than anything else they do?


  •  What do they do better than the people around them?


  •  What do they do easily (without effort or even awareness)?


  •  What do they do freely (without being asked or being paid)?


  2.  Label it: Give their native genius a short name (e.g., “synthesizing complex ideas” or “building bridges” or “identifying root causes”). Test your hypothesis with the person’s colleagues and with the person. Refine it until it captures their genius.


  3.  Put it to use: Identify roles or tasks that will utilize and extend this person’s genius. Go beyond formal jobs and identify ad hoc roles. Have a conversation with the individual and allow them to identify the best ways to utilize their genius.


  Across an entire team:


  1.  Define the concept of native genius.


  2.  Ask each person to identify the native genius of each colleague.


  3.  Bring the group together.


  4.  Focus on one individual at a time.


  •  Have each team member describe that person’s native genius


  •  Ask the person to offer their own perspective


  •  Discuss ways to best utilize this person’s genius


  
    
      	
        Lab Results

      
    


    
      	
        Stephanie Post, Director of Sales and Customer Training for Sysmex America, learned about “native genius” during a Multipliers workshop and was determined to find out what genius was lurking inside her new team. She recognized this as an opportunity to “get them on projects and tap into what makes them excited about coming to work.” As a team they discovered the genius of each team member, and one in particular—“Kimmy, the resource genius”—stood out. She’s that person that’s got your back when you can’t recall the name of the restaurant or a beloved spot of one of your high-profile clients . . . that person that remembers your boss’s birthday when you can’t. She’s got them googled and texted to you within minutes. But more than that, she can’t help herself from exploring and researching things, anything really. When it comes to her role, she’s curious, exploring processes, procedures and more, without hesitation. After Stephanie named Kimmy’s native genius, she then gave her the space to “in-source” a major component of their work, which resulted in financial savings and ultimately laid the groundwork for the exciting opportunity to market a new line of business.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]SUPERSIZE IT


  Give someone a job that

  is a size too big.


  Acknowledge that everyone on your team is at different capability levels. But everyone is capable of growth. Carve out roles and responsibilities the way you shop for shoes for preschoolers . . . one size too big. And then let the person grow into their new responsibilities.


  MULTIPLIER DISCIPLINE


  Talent Magnet, Challenger, Investor


  Remedy for Pacesetter and Protector Accidental Diminisher


  


  MULTIPLIER MINDSET


  Everyone can grow.


  MULTIPLIER PRACTICES


  1.  Map out the capability levels of your team, acknowledging that they will probably look more like a jagged skyline than a high-jump bar.


  2.  Pick one or two people who are ready for a stretch.


  3.  Map out a set of responsibilities beyond their current capabilities that will cause them to really stretch. Let them know you are giving them “a job” that might feel a bit too big. Affirm your belief in their ability to learn and grow into the role.


  4.  Maintain a vacuum that must be filled . . . by them, not you.


  5.  Do the same across all the individuals on your team.


  
    
      	
        Lab Results

      
    


    
      	
        Jessica Parisi, CEO at BTS, a business and leadership strategy company, was twelve months into launching a new approach to leadership development for their clients and realized they would need a leader at the mid level and another at the front line in order to scale the new approach. During a regularly scheduled team meeting, Megan, a relatively new BTS employee, expressed both a passion and an interest in developing the frontline leadership program. Jessica recognized that Megan was capable and had recently managed two front line leadership programs, so she took the opportunity to Supersize her role. Jess didn’t care that Megan was only twenty-four years old; she saw an opportunity to partner Megan‘s passion with her growing expertise. Initially surprised, Megan became the go-to person globally for frontline leadership offerings. Having Megan in this role not only improved global teamwork, it also helped the more senior consultant accelerate their own adoption of the model and served as an example of what BTS expects from all partners.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]PLAY FEWER CHIPS


  Play fewer chips in a meeting.


  Before a meeting, give yourself a budget of “poker chips,” with each chip representing a comment or contribution to the meeting. Use your chips wisely, and leave the rest of the space for others to contribute.


  MULTIPLIER DISCIPLINE


  Liberator


  Remedy for Always On and Strategist Accidental Diminisher


  


  MULTIPLIER MINDSET


  By being small, others get a chance to be big.


  By being big less often, your own ideas will be more impactful.


  MULTIPLIER PRACTICES


  Here are some ways you might Go Big and play your chips, and when you might want to Go Small:


  
    
      	
        Go Big

      

      	
        Go Small

      
    


    
      	
        Open the meeting by framing the issue (what is the issue/decision, why is it important, how will it be discussed/decided)

      

      	
        When you have the urge to say, “yes, I think that too”

      
    


    
      	
        Ask a big question

      

      	
        When you want to reframe what you heard into your own idea

      
    


    
      	
        Offer an idea of your own (that isn’t already surfacing)

      

      	
        When you want to say, “I did some research, and the data validates that.”

      
    


    
      	
        Redirect the conversation or get it back on track

      

      	
         

      
    


    
      	
        Summarize

      

      	
         

      
    

  


  
    
      	
        Lab Results

      
    


    
      	
        Mahmoud Mansoura, a global support delivery manager for HP Enterprise in Morocco, was inspired to rethink his contributions as a leader. After attending a Multipliers Workshop, Mahmoud could see that he was taking up too much space with his team—he realized he was always talking. He met with his team weekly and followed a practice of opening the meeting by sharing announcements and news, and giving directions to team members. This was a practice he had done for years, but now he started to pay attention to the impact on the team and wondered if others might contribute more if he talked less. Mahmoud decided to limit his contributions using the poker chips. He stopped opening the meetings with his remarks, and instead began every meeting with a roundtable where all team members were invited to share. Mahmoud was able to listen to the team share successes and challenges and watch them problem-solve. He now only intervenes when the team can use some redirection or he feels that a well-timed comment from him could have a positive impact on the team. Mahmoud has successfully shifted the amount of space he consumes in meeting through intentional practice and "poker chips."

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]TALK UP YOUR MISTAKES


  Invite experimentation and

  learning by sharing your

  own mistakes.


  Let people know the mistakes you have made and what you have learned from them. Make public how you have incorporated this learning into your decisions and current leadership practices.


  MULTIPLIER DISCIPLINE


  Liberator


  Remedy for Pace Setter, Optimist and Perfectionist Accidental Diminisher


  


  MULTIPLIER MINDSET


  Mistakes are part of the natural learning and achievement process.


  MULTIPLIER PRACTICES


  1.  Get personal. Reflect on your own leadership journey by charting the highs and lows of your career. Identify several of the big mistakes you’ve made. The bigger the better! For each mistake, identify:


  •  What you did


  •  What happened


  •  Where you went wrong (actions or assumptions)


  •  What you learned from it


       Look for opportunities to share these stories. You might share one before someone is about to tackle a challenging assignment or at the moment they make a distressing mistake.


  2.  Go public. Instead of talking about your and your team’s mistakes behind closed doors or just one-on-one, bring them out in the open where the person making the mistake can clear the air and where everyone can learn. Try making it part of your management ritual.


       For example, you might add “screwup of the week” onto your regular team agenda. If any member of the team, including yourself, had a blunder, this is the time to go public, have a laugh and move on.


  
    
      	
        Lab Results

      
    


    
      	
        Quynh Vu, an Inpatient Pharmacy Manager, was inspired to “Talk Up Her Mistakes” after reading Multipliers. Quynh, a relatively new manager, is responsible for overseeing forty pharmacy technicians in an environment where thousands of doses are accurately prepared and efficiently delivered each day to patients admitted to the hospital. Pharmacies utilize a double-check system, which significantly reduces the error rate, but it certainly doesn’t completely eliminate them. There can be errors in how medications are labeled, stored, dosed, or even dispensed. Quynh not only shared a minor mistake she had made but also took it a step further by working with other members of her department leadership in creating a “daily safety huddle” that lasts no longer than ten minutes for the 10 to 12 people on duty. During the huddle, team members are given the opportunity to share mistakes and invite team troubleshooting. Quynh said, “This safety huddle is where we invite people to openly discuss ‘near misses,’ which are mistakes that were caught before leaving the pharmacy, so that we can all learn from them. It also allows us to discuss opportunities for improvement.”

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  a.  It’s OKAY to fail when: a) the learning is greater than the cost; b) we have time or resources to recover; or c) when customers or students are not harmed, etc.


  b.  It’s NOT OKAY to fail when: a) it violates our ethics or values; b) it does damage to our brand/reputation in the market; c) it is career ending for someone (including the leader), etc.


  7.  Record the key principles above and below the water line. Share this with the team.


  
    
      	
        Lab Results

      
    


    
      	
        When the executive leadership team for apparel company, Banana Republic, signed up for a Multipliers workshop, they were seeking ways to enable their employees to take smart risks and innovate. They decided to create space for mistakes by identifying the parts of the business where it was OKAY to experiment and fail versus the parts of the business where success was critical. Members of the executive team captured their views on sticky notes and then placed them on a large white board, with one side labeled “OKAY TO FAIL” and the other labeled “NOT OKAY TO FAIL.” The team discussed and negotiated each idea, moving sticky notes from one side of the board to the other until consensus was reached. The group of executives then stepped back and looked for a theme in each category. Within a minute or two it became abundantly clear where it was NOT OKAY TO FAIL. It could be expressed in a single word—December. The president’s observation sounded like this: “Eleven months out of the year it is OKAY to experiment with product, price, promotion, etc., but we can’t jeopardize December,” the all-important holiday shopping season. Imagine how clarifying and liberating this was when they shared this distinction with their broader management team.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  a.  It’s OKAY to fail when: a) the learning is greater than the cost; b) we have time or resources to recover; or c) when customers or students are not harmed, etc.


  b.  It’s NOT OKAY to fail when: a) it violates our ethics or values; b) it does damage to our brand/reputation in the market; c) it is career ending for someone (including the leader), etc.


  7.  Record the key principles above and below the water line. Share this with the team.


  
    
      	
        Lab Results

      
    


    
      	
        When the executive leadership team for apparel company, Banana Republic, signed up for a Multipliers workshop, they were seeking ways to enable their employees to take smart risks and innovate. They decided to create space for mistakes by identifying the parts of the business where it was OKAY to experiment and fail versus the parts of the business where success was critical. Members of the executive team captured their views on sticky notes and then placed them on a large white board, with one side labeled “OKAY TO FAIL” and the other labeled “NOT OKAY TO FAIL.” The team discussed and negotiated each idea, moving sticky notes from one side of the board to the other until consensus was reached. The group of executives then stepped back and looked for a theme in each category. Within a minute or two it became abundantly clear where it was NOT OKAY TO FAIL. It could be expressed in a single word—December. The president’s observation sounded like this: “Eleven months out of the year it is OKAY to experiment with product, price, promotion, etc., but we can’t jeopardize December,” the all-important holiday shopping season. Imagine how clarifying and liberating this was when they shared this distinction with their broader management team.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]EXTREME QUESTIONS


  Kick-start your curiosity by

  leading a conversation asking

  only questions.


  This means everything you say ends in a question mark! Or, better put: Can you make sure that everything you say ends with a question mark?


  MULTIPLIER DISCIPLINE


  Challenger


  Remedy for Idea Fountain, Always On, Rescuer, Rapid Responder, Strategist and Perfectionist Accidental Diminisher


  


  MULTIPLIER MINDSET


  They want to learn from the people around them and understand.


  MULTIPLIER PRACTICES


  Access what the other people know. Make your points known through the questions you ask. Go all the way and only ask questions!


  Think of it in terms of hours, not minutes. Challenge yourself to ask different types of questions.


  •  Leading questions: Lead someone toward a specific outcome


  •  Guiding questions: Help another see what you can see


  •  Discovery questions: Create an idea or solution together


  •  Challenge questions: Surface and question prevailing assumptions


  [image: ]


  
    
      	
        Lab Results

      
    


    
      	
        Tom Mottlau, Senior National Account Manager of Healthcare Sales for LG Electronics, was asked to take ownership for bringing Mike, a new member of the sales team, on board. In the past, this assignment would have taken at least a full day of Tom‘s time and mostly consisted of LG employees sharing their wealth of expertise and information with new employees. After engaging in Multiplier executive coaching, Tom saw an opportunity to use Extreme Questions. Instead of making assumptions about what Mike knew, Tom prepared for their time together by writing a list of questions. Through the use of questions Tom was able to learn more about Mike’s previous experiences and gauge what aspects of the onboarding process would be of most value to both Mike and LG. Starting with questions allowed Mike to cover more ground in a shortened amount of time, and what would have been a full day of meetings only required four hours of Tom’s time. Even better, Mike shared that the LG induction was the most unique and potent “first day” experience he has ever had.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]CREATE A STRETCH

  CHALLENGE


  What hard thing might your team or

  organization be capable of?


  Engage your team members by giving them a “mission impossible,” something hard that will challenge them or even the entire organization. Help them see what might be possible, extend an intriguing, vivid challenge, and, then generate belief that it just might be possible.


  MULTIPLIER DISCIPLINE


  Challenger


  Remedy for Pacesetter, Protector, and Strategist Accidental Diminisher


  


  MULTIPLIER MINDSET


  People are capable of doing hard things.


  MULTIPLIER PRACTICES


  •    Identify the hard thing your team member or organization might be capable of doing.


  •    Create an intriguing, vivid, and believable challenge to engage their best thinking.


  •    Identify a first step that is achievable to generate belief.


  •    Now turn your challenge into a question that will capture their imagination.


  •    Ask your question; and then don’t answer it. Let your team find solutions.


  
    
      	
        Lab Results

      
    


    
      	
        Jason Grodman, a government employee for the Pima County Regional Wastewater Reclamation Department, was given a mandate to increase productivity in his department. As the leader of ten employees focused on inspections, Jason wrestled with the best approach to take. He gathered data on the previous years and realized that the highest numbers of inspections the team had ever completed in one year was 750. Armed with this information and a desire to empower his team, Jason posed a challenge: “What would we need to do to complete 1,000 inspections in 2016?” He wasn’t clear on how the team would do it, but Jason engaged their best thinking and turned the creation of the plan over to the inspectors. Not only did the inspectors create a plan, but they continually revisited the plan with new questions and insights. During the first seven months of 2016, the team had already surpassed their best year ever. Not only are they on track to meet the goal, but they will likely exceed 1,000 inspections this year. While it is motivating for the team to crush their previous record and meet the challenge head on, it is even more exciting for Jason to see the increased engagement levels across his department and experience firsthand the power of creating a stretch challenge.

      
    

  


  
    
      	
        Your Turn: Prepare for success with Multiplier practices. Use this grid to plan and reflect on your experiments.

      
    


    
      	
        Look for Opportunity


        Where and how might you use this experiment?

      

      	
        Increase Your Impact


        Where and how might you use this experiment?

      
    


    
      	
         

      

      	
         

      
    


    
      	
        Maximize Your Learning


        What happened and what is your evidence?

      

      	
        Develop Your Skill


        Where can you use this again?

      
    


    
      	
         

      

      	
         

      
    

  


  [image: ]MAKE A DEBATE


  Use debate to build collective

  intelligence and speed to execution.


  Identify an important decision. Frame the issue. Spark a debate. Reach a decision.


  MULTIPLIER DISCIPLINE


  Debate Maker


  Remedy for Rapid Responder and Optimist Accidental Diminisher


  


  MULTIPLIER MINDSET


  Bring together the people who need to be involved in the decision. When people understand the logic, they know what to do.


  MULTIPLIER PRACTICES


  1.  Frame the issue


  •  Define the question: A good debate question has clear options from which to choose.


  •  Explain why it is a critical question and requires debate.


  •  Form the team: Ask people to come prepared with information/data/evidence as
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