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Introduction

THE NEW WORK RULES FOR A NEW WORK WORLD


Nothing gets done in a single silo or function anymore. Constant collaboration is at a new premium, because the big things are always led by cross-functional teams. We need people driven by purpose, passion, and persistence, not position or job title. We need people who will seek out the right solution and then figure out how to get a team together to build it. It’s no longer about hiring great talent. It’s about hiring talent that will make the team great.

BRIAN CORNELL, CEO, Target



We live in a momentous time in human history, one that has never offered more abundance and opportunity. But these times have also brought about a Category 5 hurricane of disruptive changes. Breathtaking advances in science and exponential technological innovation bloom all around us, making our lives better and easier. And yet there are people at all levels of organizations who feel fatigued, fretful, and even beaten down at work. It’s a Dickensian dichotomy—the best of times and the worst of times.

Everywhere I go, I hear a litany of lamentations. In a given week I may coach executive teams at a medical products company in Japan, a global bank in New York, an aerospace contractor in Los Angeles, or a hedge fund in Moscow. The complaints I hear are all the same. Outwardly, they touch upon turf battles, budget brawls, and organizational constraints, but they are heartfelt, born of real fear of personal failure.

Many are quick to blame the mounting pressures caused by technology. But I disagree. This era of explosive change has merely exposed the built-in flaws and unsound footing of how we have always worked. Even at companies that extol values like inclusion and collaboration on their websites and breakroom walls, I hear a similar beleaguered sentiment echoing up and down the chain of command. Executives, managers, and front-line associates alike bemoan their less-than-productive relationships with colleagues in the midst of disruption and transformation.

We are long overdue for a change in the way we work. Advancing technology has made that change an urgent necessity.


The idea that every employee in an organization must lead without authority is one of the most exciting and challenging realities in American business today. At Farmers I imagine the creative power of 20,000 employees, representing 20,000 life experiences and literally millions of insights, versus the natural limitations of a C-level leadership team of six or eight “leaders with authority.” These changes can be liberating if we embrace them, so that innovation and transformation are no longer the responsibility of a few leaders or teams, but instead represent opportunities for every employee.

JEFF DAILEY, president and CEO, Farmers Group, Inc.



THE LIMITATIONS OF AUTHORITY

When I was a young entry-level consultant at Deloitte in the 1990s, straight out of business school, I quickly discovered I wasn’t cut out for building spreadsheets and crunching numbers. The work I was assigned left me feeling restless and bored, so I filled my off-hours doing things that were more interesting to me and, I felt, more beneficial to Deloitte. I made calls to ex-classmates, professors, and old employers to tell them all about my new employer and ask them for new leads. I booked myself as a speaker at small conferences all around the country on weekends, hoping to generate buzz and drum up business for Deloitte. I even organized a new business quality award in Illinois that advanced the state’s economic agenda while helping connect Deloitte Partners to regional business leaders.

The result? My first-year review was a humiliating experience I’ll never forget. I just wasn’t holding up my end of my assigned duties. But my supervisors saw promise in my hobby of generating new business for the firm. They decided to give me an expense account and set me loose to keep promoting Deloitte full-time, the same way I’d been while off the clock.

In less than a year, I had developed an informal marketing function at Deloitte. With no one reporting to me and no real authority, I simply engaged everyone related to marketing that I could. I never let a title (or my lack of one) stop me. Early on, I asked to have dinner twice a year with Pat Loconto, Deloitte’s CEO at the time. During those meals, I did my best to be my authentic self, offering him my candid advice in the spirit of being of service to him and his legacy.

By leading without authority, I was determined to make an impact at Deloitte as we built a global brand name in the consulting business. I wasn’t willing to wait ten years (typical at the time) to be anointed for some kind of leadership position. Instead, I built critical relationships with influencers inside and outside the company, and went on to become Deloitte’s chief marketing officer (CMO) and later its youngest-ever partner.

In 1994 I left Deloitte to become global CMO at Starwood Hotels—making me the youngest CMO at any Fortune 500 company at the time. This role, working with CEO Barry Sternlicht, gave me full authority over the marketing resources for all the company’s divisions around the world. Together, we created a powerful global suite of brands that offered a consistent experience to our guests, no matter where they were. Over time, we consolidated Starwood’s marketing resources, all in service of efficiency and global consistency, the same as our Deloitte team had done.

There was one person who fought my centralized authority. Starwood’s head of Europe insisted that he and his marketing people were far better suited to decide where and how to spend Starwood’s European marketing budgets. It was true that he knew the market more intimately, but my mandate was to invest in the global brand. We collaborated on European marketing, but he had to relinquish the control he would have liked.

Then Starwood’s global president moved on, and guess who replaced him? Starwood’s head of Europe. It wasn’t long before I found my CMO position gutted, with most of my budget dispersed to marketing heads in regional divisions across the globe. My job was set to become a hollowed-out shell of what it had been; I was heading out the door.

It took some time for me to process what I learned from that defeat. Looking back, it became clear that once I had a title and authority at Starwood, I set aside many of the leadership traits that had earned me the job in the first place. I had excelled at leading without authority. I was a natural at it. But once I had some authority of my own, I didn’t spend as much time building strong relationships as I had at Deloitte. I’d assumed that my new global role would give me and my team the authority to achieve great things. I felt I was on a mission, blessed by Starwood’s CEO, and I was going to see that mission all the way through. Or so I thought.

In 2004, while working as a CEO for a start-up, I began writing my first book, Never Eat Alone.1 It was a smash hit, a bestselling guide to creating opportunities and developing relationships by connecting with people through generosity, authenticity, and vulnerability—just as I had done at Deloitte. By then, as an entrepreneur, I was maintaining thousands of VIP and influencer relationships (including a few with some extremely challenging people), and I wanted to share my recipe for success with everyone.

Around that time, I launched my own consulting firm, Ferrazzi Greenlight (FG). Our mission? To transform the collaborative nature of teams to accelerate organizational growth. (Today, I just say we transform teams to transform the world.) We’ve made a science out of building high-performing cross-functional teams committed to breakthrough innovation. Some of the world’s most successful business leaders, largest nongovernment organizations, and even some governments have hired us during times of disruption to reboot their behaviors and cultures to make them nimbler and more innovative than their competitors.

Through my decades of team coaching, I’ve come to see how many people are repeating the same mistakes I made at Starwood so many years ago. Too many managers rely on their title, position, and budgetary control to get their work done. They waste too much of their energy on painful bureaucratic infighting, energy that would be better spent leading others to collaborate and seek audacious new solutions. And I find that people without formal authority are often sitting on the sidelines, waiting their turn, when they could be diving in as I did at Deloitte, building relationships and leading without authority to get extraordinary things done.

Employers need us to seize opportunities, take the initiative, and build value for our companies. Sclerotic old-school command-and-control decision-making is no longer going to cut it. A 2016 survey of HR professionals by my old employer Deloitte found that just 24 percent of large companies with fifty thousand or more employees are relying on functionally organized hierarchies to get work done. “Organizations,” the report said, “are shifting their structures from traditional, functional models toward interconnected, flexible teams.”

The report continued:


The entire concept of leadership is being radically redefined. The whole notion of “positional leadership”—that people become leaders by virtue of their power or position—is being challenged. Leaders are instead being asked to inspire team loyalty through their expertise, vision, and judgment.2



Leading without authority has never been more important, and the need for it grows more urgent by the day. The consulting group Gartner predicts that by 2028, algorithms will eliminate so many middle-management jobs that work will depend almost entirely upon networks of cross-functional teams. Gartner describes them as “ensembles of autonomous and high-performing teams delivering crucial outcomes.”3

Klaus Schwab, one of my early mentors and the founder of the World Economic Forum, writes that we are now in a “Fourth Industrial Revolution,” which, he says, is so complex and fast-moving that it demands a new type of leadership that “empowers all citizens and organizations to innovate, invest and deliver value in a context of mutual accountability and collaboration.”4


At Zappos, company culture is our #1 priority. We believe that employees have so much more potential than most companies (and even the employees themselves) realize, and it’s just a matter of putting them in the right context. I’m excited to bring “co-elevation” as a book, as a concept, and as a new word to Zappos to help create that context and bring our culture to the next level.

TONY HSIEH, CEO, Zappos.com



THE NEW WAY FORWARD

Leading without authority is unavoidably becoming the twenty-first-century organizational model. The trouble is that for most managers, the secret to applying the model reliably and with excellence remains a mystery. The Deloitte survey revealed that although cross-functional teams are held in high regard, “just 21 percent feel expert at building cross-functional teams, and only 12 percent understand the way their people work together in networks.”5 That’s not going to get it done.

The old rules of the game aren’t working anymore. But every day I still see people clinging to those old rules by their fingertips. Why? Because there are no rules to the new game we’re playing, and no manual for how to play the game well.

Until now.

This book is the first to codify a new set of work rules for our new work world. It gives readers a complete, holistic, and proven methodology for succeeding in a world in which the ability to lead without authority is an essential workplace competency.

The solutions I prescribe in this book call for awakening to a new understanding of leading without authority and applying to that mindset a new workplace operating system that I call co-elevation.

Simply defined, co-elevation is a mission-driven approach to collaborative problem-solving through fluid partnerships and self-organizing teams. When we co-elevate with one or more of our associates, we turn them into teammates. We enter into close co-creative relationships based on candid feedback and mutual accountability. With its guiding ethos of “going higher together,” co-elevation nurtures a generosity of spirit and a sense of commitment to our new teammates and our shared mission. The resulting outcomes almost always exceed what could have been accomplished through regular channels within the org chart.

Think of co-elevation as your road map for thriving in uncertain times and dealing with the tremendous disruptive pressures afflicting every industry. Each rule and technique for co-elevation in this book is aimed at fostering a new workplace organizing principle, one in which each employee leads one or more informal teams toward greater success outside the lines of hierarchy. Leading without authority through co-elevation requires many of the personal qualities and practices I first set out in Never Eat Alone: generosity, gratitude, vulnerability, forgiveness, and celebration.

I believe co-elevation is capable of transforming even the most contentious workplace relationships into mutually beneficial partnerships. When we co-elevate, we work with more positive energy, generate more innovative ideas, expand our abilities, and execute faster. Though these ideas might sound naive to some, our work at Ferrazzi Greenlight has proven that these are the personal qualities that are absolutely necessary to thrive in the new work world. Our work has shown how candid, trusting relationships based on mutual accountability within teams lead to better sales, more productivity, greater innovation, deeper engagement, and, ultimately, increased revenues, profits, and shareholder value—all in the face of unpredictable forces of disruption and an unprecedented pace of change.

Since getting my MBA, I have been an entry-level employee, a Fortune 500 executive, an entrepreneur, a start-up founder, and a CEO. I wish I’d had this book to read at every one of those career mileposts. For midlevel and senior managers, co-elevation can reinvigorate our outlook and produce breakthrough results across all kinds of silos and chains of command that are strangling performance. For up-and-comers with little or no formal managerial responsibilities, co-elevation can serve as an indispensable toolkit for demonstrating their leadership abilities. For entrepreneurs, co-elevation opens up new possibilities for teamwork that can expand their vision for their company. In the C-suite, co-elevation can be a powerful new model for collaboration and cooperation at the top of the company—one that can build a movement of behavioral change throughout the organization.

Co-elevation will help leaders, teams, and organizations at every level cut through bureaucratic bottlenecks of authority and achieve better, faster results. As you co-elevate with others, you can begin to take on new transformative missions with your expanded teams, collaborating to achieve goals you never would have imagined before.

My goal is to enable you to wield co-elevation like a superpower, extending your reach and accomplishments far beyond the limits and boundaries of your assigned responsibilities. Practicing co-elevation will give you a leg up in your career and in your life. That is how powerful these principles are. You’ll be like Superman walking under Earth’s yellow sun.

In the coming pages, I will show how to deploy this superpower to exceed expectations within your organization—whether you work for a nimble, high-growth start-up, a privately owned company, a charitable nonprofit, or a global corporation.

Leading Without Authority is the product of more than a decade of research, observation, and testing by our coaches, consultants, and PhD researchers at FG, working with some of the world’s greatest transformational leaders. The rules, practices, and prescriptions appearing in this book owe so much to the insights and experiences of the hundreds of executives my team and I have worked with and supported, and the countless associates we have served.

In the research for this book, I have interviewed over a hundred CEOs and leaders I’ve been privileged to meet and work with. And you will hear from them firsthand throughout the book, offering their own advice and experiences with these new work rules.

Honestly, I’ve been inspired watching them respond and adapt to the exponential pace of change that has engulfed the economy and their businesses. I am often in awe at their passion and determination to learn, to grow, and to be better leaders. This book would not exist without their insights and contributions.

Companies of all sizes are discovering that co-elevation can achieve organizational objectives that otherwise would languish in the dead spaces between departments and divisions. The simple truth is that every employee, from the mailroom to the C-suite, can be a leader by using co-elevation to recruit like-minded allies in their efforts.

I’ve seen the results in companies from Minneapolis and Detroit to Milan and Dubai. Dozens of Fortune 500 companies have relied on FG to help them foster far-reaching change and unlock billions of dollars in revenue growth and shareholder value. General Motors, with more than 180,000 employees, has adopted many of the core tenets of co-elevation while turning around its huge North America division. Dun & Bradstreet’s CEO and his executive team embraced co-elevation to assist the company’s solutions across once impenetrable silos. The result was a 20 percent stock price lift in that year.

We’ve also introduced co-elevation to leaders at Silicon Valley start-ups, including Box, Dropbox, Lyft, DocuSign, Uber, Zoom, and Coinbase, among others. As these young companies scale and grow, they have a unique opportunity to bypass outmoded organizational structures entirely and organize instead as fluid networks of cross-functional co-elevating teams.

And co-elevation is contagious. By its design, it compels us to keep enlisting more and more people to our cause, creating a bias toward action and innovation. Co-elevation transforms organizations through personal transformation. It calls for everyone within an organization to exercise leadership in collaborative partnerships, regardless of their title or position. The relentless pressure to innovate demands co-elevation, because opportunities arise too fast to be dealt with any other way.


The digital revolution is lowering the bar-to-entry for competition in all businesses. Old organizational structures that require “permission from your boss” before you participate on a project or initiative can’t survive. Leading without authority provides the essential way forward. It shows the path to being nimble and forming collaborative partnerships, no matter what the title or position.

SCOTT SALMIRS, CEO, ABM



TIME FOR A WORKPLACE REBOOT

In times of stress, people in charge tend to fall back on familiar ways of managing, so change of this kind needs to start with each of us. Growing up, I saw firsthand the pain workers experienced when management resisted keeping up with changes in the marketplace. It’s a pain etched in my heart, from seeing my steelworker father laid off time and time again, putting our family in financial peril as cheaper and higher-quality products from Japan flooded the US market in the 1970s and 1980s.

My dad would often return from the factory grumbling about all the wasteful and inefficient practices on the floor, and how his foreman ignored him whenever he tried to make helpful suggestions. It wasn’t his place to say anything, he was told, and he was even advised at times to slow down his pace because he was showing up the slower workers and making the foreman look bad. So many of the problems in the US steel industry (and the auto industry it supplied) were obvious to my dad; he had a front-line vantage point. But management’s shortsightedness resulted in my dad losing his job, like thousands of other workers in the factory towns of Western Pennsylvania.

It didn’t seem fair to me. Even as a small boy, I felt determined to do something about it. Encouraged by my father, I studied hard and got full scholarships to two of the best private schools in the country. I went on to Yale and when I graduated in 1988, I didn’t head off to Wall Street like so many of my peers. I was the only Yale graduate that year to get a job in manufacturing. I wanted to figure out how to help families like my own.

I became an expert in Total Quality Management, which uses the principles of worker-empowered teamwork and continuous improvement to achieve higher levels of quality. I was on the factory floor, assisting workers like my dad to innovate and develop solutions. This quality movement, which I was part of in its early years, did indeed help American business in the 1990s regain the competitive footing it had lost twenty years before.

Well, here we go again. The time has come for yet another big reboot in the workplace. And I believe you’re holding the guidebook to that reboot in your hands. What if instead of feeling bogged down by relentless pressure at work, we felt uplifted? What if we excelled not through self-sacrifice, but through mutual self-care? What if those holding us back instead had our backs? What if our sources of stress were transformed into sources of power through collaborative partnerships?

The good news is that so many answers to the challenges facing business are readily available but untapped, just as they were in my dad’s day. Leading without authority is hardly a new idea. President Dwight D. Eisenhower, the supreme commander of the Allied forces in Europe during World War II, defined leadership as “the art of getting someone to do something because he wants to do it.”6 I believe in a similar concept called “finding your teammate’s blue flame,” which I describe on page 81.

In the coming pages, you’ll learn how to build co-elevating relationships and how to develop your own co-elevating teams. You’ll get a step-by-step guide in how to reinvent collaboration in the workplace in a way that is bold and inclusive, and generates radically improved outcomes. You’ll see the power of co-development, a peer-to-peer coaching methodology that fulfills co-elevation’s promise to “go higher together.” You’ll see the importance of gratitude, praise, and celebration with new eyes. And you’ll see how sparking a workplace movement that draws on co-elevation can lead to a worldwide movement for reimagining how we all show up with each other in the world.

As in Never Eat Alone, I offer a lot of tips, strategies, and suggestions, knowing that not every point will apply or appeal to everyone. Consider the many suggestions in this book not as to-do lists, but as a resource kit. Try one suggestion, then try another, to see what works best for you. In tough times, it can be tempting to hunker down just when the situation calls for opening up. You’ll learn through these practices how to resist the urge to fall back on your authority within the organization and top-down control, and instead join with others to achieve what, in fact, can only be done together.

The coming chapters feature stories about people at different stages of their careers, from entry-level positions to CEOs, and in different industries. Don’t get distracted by the story specifics and attempt to dismiss them as not applicable to you. It pains me to think I might fail to reach you as a reader because an individual I profile doesn’t exactly reflect your situation. Stretch a bit to see yourself and your own circumstances in each of the examples. The principles of co-elevation are just that: universal principles that apply to everyone in the workplace and beyond.

The stories of triumph and travail told in this book have been included with the permission of the people involved. In many instances, I have used pseudonyms and masked key details to disguise people’s identity. My intent is to empower, not embarrass those who—like all of us—have tripped up at times and made mistakes. People’s interactions can be messy, and as you will see, the stories of co-elevation are not always pretty or flattering. I have made countless mistakes personally and have embarrassed myself enough to attest that failure is a natural part of learning to co-elevate.

It takes time, effort, patience, and practice to develop a successful co-elevating relationship. Honestly, it’s a new way of showing up every day, one that requires new ways of thinking, communicating, and behaving. In that sense, this book is a prescription for a healthier workstyle. And just as when you adopt a healthier lifestyle and commit to a new diet and exercise, you won’t get it right all the time. I sure haven’t, and neither have the people whose stories I share throughout the book. Sometimes you’ll say the wrong thing at the wrong time. You may think you’ve earned permission to offer candid feedback to someone on your team when you really haven’t.

There will be times you may think you’re being vulnerable and open or empathetic when others don’t experience it that way. My advice? Just stick with it. It’s a North Star to shoot for, a journey, not just a destination, with plenty of challenges and setbacks along the way.


In today’s rapidly changing environment, we must constantly transform across organizations and as leaders to stay relevant. This requires massive acceleration of innovation, leading with compassion, and making fast, bold decisions. It is so important to consistently remove obstacles so that our teams can better collaborate together to achieve success and make a positive impact on the world.

CHUCK ROBBINS, chairman and CEO, Cisco



WORKING WITH GRAVITY

I believe passionately in co-elevation. I believe the spirit of co-creation unlocks human potential—in service to better ourselves, to better each other, to better our organizations, and to help address even the largest global problems.

I have come to apply co-elevation in every aspect of my life. It’s a standard of behavior that I try to bring to being a parent, to building friendships, and to finding my soul mate. Co-elevation has the power to inspire and motivate people in very deep and personal ways. People tell me they’ve incorporated its principles in their social lives, in their romantic lives—even into their wedding vows. One day a friend texted me an image of a tattoo he’d just put on the inside of his wrist: “coelevate,” it said, in simple lowercase Times New Roman font. He did it to honor his bride and set a standard for the most important relationship of his life. His text read, “You’ve permanently marked me, my friend.”

Those of us who are first to adopt co-elevation as a personal ethos will gain a critical advantage. This holds true across all industries, at all levels of government, as well as in nonprofit groups, colleges and universities, and hospitals. I feel confident that in five or ten years, any enterprise that fails to embrace these practices will find itself struggling to stay relevant. If you are stuck doing things the old way, the clock is ticking. A gigantic shakeout is coming, and the winners will be those organizations nimble enough to have transformed their workplace cultures and the people working within them.

Futurist Ray Kurzweil writes that the actual impact of technological change over time is exponential, not linear, “so we won’t experience 100 years of progress in the 21st century—it will be more like 20,000 years of progress (at today’s rate).”7

The coming years will be marked by transformational disruption unlike anything we’ve seen before. It’s an exciting time to be alive. Author Peter Diamandis has written that the future is one of abundance. Technology, he says, is a “resource-liberating mechanism. It can make the once scarce now abundant.” Abundance, from Peter’s perspective, is not about providing everyone with lives of luxury. “Rather,” he writes, “it’s about providing all with a life of possibility.”8

Peter is a world-renowned scientist and entrepreneur, the founder and chairman of the XPRIZE Foundation, and a co-founder of Singularity University, where I am a behavioral science faculty member. I’m fortunate to count him as a dear friend and partner, and he considers me his collaborative transformation coach. The vision of the future that Peter sees with such clairvoyant wisdom will not come about without a fundamental co-elevating shift in our behavior toward our work and toward each other. In order to enjoy, in Peter’s words, lives of possibility amid the “once scarce now abundant” fruits of change, we must cast off all the grasping scarcity-based behaviors encouraged by the rigid silos and chains of command of the old work world. Peter counts on me and my work to inform that behavior change.

I use the expression “working with gravity” to allude to the basic drivers behind our intrinsic human nature. We all thirst for belonging. And that need provides great opportunity for any leader, with or without authority. Since the dawn of time, the rationale for being a member of a tribe is survival, both individual and collective. Our lives improve when we contribute to the collective welfare of the tribe, when we co-elevate. Co-elevation is part of our DNA.

I founded Ferrazzi Greenlight on this same principle. We started our research into the behaviors that drive organizational growth nearly twenty years ago. I told our team that one of our most important design principles would be to look into things that humans are fundamentally hardwired to do. Thus, my shorthand: “working with gravity.” When reviewing a prospective practice or technique, I would ask my team, “Are we working with or against gravity on this?”

So here is my final note before we begin: When we practice co-elevation, we are working with a force as strong and durable as gravity itself. We are all hardwired for co-elevation. Even those among your teammates who may seem uncooperative are awaiting your invitation to co-elevate, to co-create, to co-develop. The wind is at your back.

Again, co-elevation is a superpower that can help you and those around you do heroic and amazing things. It is a power within us all. Every one of us, whatever our title, can be a better, more effective, more influential, and more engaged leader. But only you can take the first step. As you’ll learn in the following chapters, it’s all on you.
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RULE ONE

Who’s Your Team?


Position does not define power—impact defines power. Impact can be made in every role at every level, and when we prioritize bringing out the best in those around us, business growth and success follow. We’re at a critical time where deeply held notions about work are rapidly evolving. We must cultivate diverse workplaces where space is created for honest and constructive feedback and where associates further each other’s success. In short, we need to build organizations that value and encourage co-elevation.

MINDY GROSSMAN, CEO, WW International



Sandy was exhausted and angry. “Taking this job was a huge mistake,” she told me. “The corporate politics here are ridiculous. It’s like Game of Thrones, but without the chivalry.”

The HR director for a national bank in Chicago, Sandy was dealing with problems dumped on her that were beyond her authority to fix. Her biggest challenge was a companywide project she was heading that would centralize HR’s control of pay incentives throughout the organization. Not long after Sandy launched the initiative, she and her boss caught wind of a plan by the sales department to implement its own bonus incentive program.

Sandy’s boss worried that HR would look bad if other departments followed the sales department’s example and set up similar independent bonus programs. If that happened, HR’s centralized program would almost certainly fail to meet its projected cost savings. But her boss didn’t want to confront the head of sales on the issue, so he laid the problem at Sandy’s feet. He asked her to persuade Jane, the head of sales operations and the department’s second-in-command, to drop the sales bonus plan. “Nip it in the bud,” he told Sandy.

Sandy lacked the authority to tell Jane what to do, so she wasn’t surprised when Jane responded flat out that the department needed its own targeted bonus system to remedy its soft fourth-quarter sales results. Sandy was left in an impossible position. She lacked the authority to force the sales department to comply with the new HR initiative, and her boss would be angry if the initiative failed.

Sandy was one of the best young executives I knew. I had met her several years earlier during work FG had done with her previous employer. She reached out and asked me to have lunch before a talk I was giving in Chicago to a group of HR leaders, and I gladly accepted. A few others I’d invited to join couldn’t make it, so it ended up being just me and Sandy.

Before our meal arrived, Sandy set down her iced tea and confided that she was thinking of looking for a new job. “I just don’t know if I’m cut out for this place,” she said. She had earned this job, with its big title and salary, by being a good leader who always took care of her staff. They knew she had their backs; that’s why she was so naturally adept at getting more from them than anyone expected.

As frustrated as Sandy was with Jane, she also felt victimized and abandoned by her boss for his refusal to confront the head of sales over the issue. Her complaints sounded all too familiar to me. Politics within an organization can be extremely demoralizing and create a victim mentality in even the ablest people. I had certainly felt victimized at Starwood when the new president took away my budget authority as CMO.

But I had a question for Sandy. “Are you absolutely certain that your companywide bonus program is the best answer for sales? Will your program help sales make their quarter?”

Sandy admitted that she couldn’t be sure, but that it wasn’t really her first concern. It was sales’s responsibility to make its numbers, which it had repeatedly failed to do, and Sandy had enough problems of her own. She’d also been charged with leading a cross-functional team to develop a mobile app for HR, and that project was running behind. People from other departments critical to the app’s design and launch kept missing her meetings. It was another instance of people outside her chain of command threatening to undermine projects that she would be held accountable for.

HOW’S YOUR TEAM?

I asked Sandy, “How’s your team doing?”

“My people are as frustrated as I am,” she said. “You know me. I try to protect them as best I can.”

I asked her again, “Yes, but how’s your team?”

Sandy smiled, familiar with my coaching methods. “What’s the game, Keith? I just told you how they are.”

“I’m telling you this as someone who cares deeply about you and your career,” I said. “The team you’re failing is the team you don’t even realize exists.”

“Okay,” she said cautiously. “What team are you talking about?”

“Your team,” I told her, “is made up of everyone who is critical to helping you achieve your mission and goals.”

Like nearly all managers, Sandy saw her team as her direct reports within the org chart. But Sandy faced far too many obstacles in getting her work done to take such a limited view of her leadership responsibilities. The only way to overcome all those obstacles successfully was for Sandy to embrace the notion that her team was a much larger network of people, far beyond the HR employees she was assigned to supervise.

That was the difficult proposition I had for Sandy. Could she inspire that same team commitment and performance among people over whom she had no authority? More specifically, could she engage with the sales department as though they were members of her own team, with the same sense of common purpose and shared desire to find solutions?

My goal in our conversation was to help shift Sandy’s mindset away from seeing herself as a victim, and instead see herself as a leader of a larger team. Every workplace suffers from office politics. The remedy is to lead a team of your own creation. To lead others who do not necessarily report to you. In other words, to lead without authority.

And that’s the foundation of Rule One of the new work rules. You must awaken to the realization that for every goal you have, for every project or mission you have, you are responsible for leading a much broader group of people than the formal members of your team. The more ambitious the mission, the broader this group will be, and yet your leadership of this group must be as committed as it would be if each one of them were reporting to you.

Most of us feel a sense of loyalty and obligation to the formal teams we are assigned to, or that are assigned to us. We care about the people on our teams—at least, on good days. We support them and go to bat for them; we want them to succeed and grow. Now, as the work continues to shift toward more loosely organized cross-functional teams, we have to extend that same degree of care, concern, commitment, and camaraderie to all our new team members—even the people we don’t yet realize are on the team. It’s the only way to achieve extraordinary results.

LOST IN THE MATRIX—ON STEROIDS

Sandy’s situation illustrates how common it is today for managers to have accountability, but without full control. Sandy was accountable for rolling out the new bonus pay program, but she didn’t control the other departments’ compliance with her program.

She was also accountable for the HR mobile app project, but couldn’t compel members outside her formal reporting team to attend her meetings. Likewise, Jane and the people in sales were accountable for making their quarterly numbers, but HR was threatening to take away control of the bonus program sales managers needed to motivate their team.

Starting in the 1990s, the emergence of large-enterprise software like SAP and Oracle helped companies save money and exert more direct control from the top down with automated processes in finance, HR, procurement, supply chain, even legal and marketing. Executives and consultants touted the benefits of this increasingly centralized “matrix” structure for global consistency, to reduce costs, to eliminate redundancies, and to streamline procedures. But in the process, divisions and regions lost portions of their autonomy. Tensions naturally arose over questions of control, ownership, and authority—the residue of old, ingrained models of hierarchy.

When the matrix was introduced, an extremely high value was put on collaborating across vertical organizational silos. But the idea was only given lip service. Although everyone was expected to work cross-functionally, the result was no different than working in traditional silos. It was akin to just laying the silos on their sides. As in Sandy’s case, these old battles over turf, control, ownership, and authority, initiated with the introduction of the matrix, are still actively waged today.

Traditional work rules, with their misguided ethos of “I must have control to get it done,” or “That’s not my job,” or “He’s not my direct report,” or “I don’t have the authority to do it,” haven’t caught up with today’s new work realities. It’s a big reason so many nimble, fast-moving start-ups have so effectively disrupted entire industries, right out from under giant, well-established, matrix-organized industry leaders.

Perhaps the defining characteristic of the new work world is radical interdependence. Top-down management still sets the budgets, but the work itself is getting done through these sprawling networks of radically interdependent relationships. No single manager can have sufficient authority, wherewithal, or resources to meet the deluge of today’s challenges. In the words of one of my clients, “We need to do work so great that you couldn’t possibly do it alone.”

Never Eat Alone stressed the vital importance of creating opportunities through authentic, generous, and mutually supportive relationships within your personal network. That’s as true today as it was back when the book was published in 2005. But the new work world has added another layer of effort to the equation. Our networks have evolved into the primary medium for getting work done. And because everyone in most organizations is connected through these radically interdependent networks, our effectiveness is ultimately determined by our ability to lead, inspire, and serve our network. Think of it as a network of networks.

Consider your own work situation. Are you a








“WHO IS ON MY TEAM?”



























RULE ONE: THE PRACTICES




Start Where It’s Easiest



Check Your Hot Button Priority



Look for Those You Admire and Want to Learn From



Identify Someone You Believe Would Benefit from Your Help



Face the Person or Problem You’re Avoiding



Be Systematic and Scale




















Put the RAP to Work









TRANSFORMATIVE TEAMS, TRANSFORMATIVE RESULTS
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