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		‘David Novak is a great CEO. A lot of people claim to be good people managers, but David has actually made the investment to train the next generation of leaders at Yum! You will enjoy Taking People with You for its commonsense approach to, well, taking people with you.’

		
			Jeffrey Immelt, chairman and CEO, General Electric
		

		‘David Novak is an inspiring leader and a very astute student of the art of management.’

		
			Steve Burke, CEO, NBCUniversal
		

		‘David Novak has led Yum! Brands to achieve phenomenal business performance. He has accomplished this by being a word-class leader/teacher. His book is a very readable and energizing hat trick combining a compelling personal leadership narrative, great case examples, and pragmatic tools for others to use to build winning organizations.’

		
			Noel Tichy, professor and director, Global Citizenship Initiative at the University of Michigan, and coauthor with Warren Bennis of Judgment: How Winning Leaders Make Great Calls
		

		‘Taking People with You is recommended reading for anyone who wants to learn more about leadership. Whether you want to grow a business or just grow as a person, David Novak’s book contains valuable lessons on how to perform at your best and help others do the same.’

		
			Andrew C. Taylor, chairman and CEO, Enterprise Holdings
		

		‘David’s career is replete with excellent accomplishments in motivating teams and large organizations to achieve the extraordinary. Yum! Brands is a great example. This how-to book distills these lessons so they can easily be adopted by any organization. Just excellent!’

		
			David Cote, chairman and CEO, Honeywell
		

		‘No one exemplifies dedicated personal leadership better than David. He has taught a class in leadership for many years and now is sharing those lessons in his book, Taking People with You. David shares his strategies for the kind of meaningful leadership that can move an organization forward and provides examples from his own career and from many other companies including Johnson & Johnson. I highly recommend Taking People with You for leaders at all levels in every organization.’

		
			William C. Weldon, chairman and CEO, Johnson & Johnson
		

		‘Over the course of my nearly thirty-five-year career, I’ve worked with many different executives. Few are true leaders. David Novak is one of those rare individuals. Whether you are just starting your career or have already climbed a few rungs, the lessons taught in Taking People with You are dead on and should be universally embraced by anyone who wants to get ahead in business or in life. You can’t do it alone. And the ride is a whole lot more interesting when you’re surrounded by bright people who constantly and respectfully challenge one another to do their best.’

		
			Howard Draft, executive chairman, Draftfcb
		

		‘Great leaders understand their leadership point of view and are willing to share it with others. That’s what David Novak has done for years with Yum! Brands, Inc.—and we are now fortunate enough to have him share his winning philosophies with us. I’m a big David Novak fan and you will be, too, after reading Taking People with You—a must read!’

		
			Ken Blanchard, coauthor of The One Minute Manager® and Lead with LUV
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			To my daughter, Ashley, and all the other people in the world who want to be the best leaders they can be.


		

		
			A special thanks to all of you who shared your insights and coaching, which helped make this book possible.


		

		
			All of the author’s proceeds will go to the United Nations World Food Programme.
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			I did my first Yum! cheer on Founder’s Day—October 7, 1997—the day we were spun off from PepsiCo, to help launch a new culture filled with fun and positive energy. Now our people are doing Yum! cheers around the globe, including these two thousand restaurant general managers who recently celebrated their success on the Great Wall of China.
		

	
		1

		An Insight-Driven Approach to Leading People and Achieving Big Goals

		You have to begin by asking yourself three big questions that will drive your approach to leadership and allow you to take people with you. They are:

		
				What’s the single biggest thing you can imagine that will grow your business or change your life?

				Who do you need to affect, influence, or take with you to be successful?

				What perceptions, habits, or beliefs of this target audience do you need to build, change, or reinforce to reach your goal?

		

		Before I ask you to answer these questions, I need to explain the right way to approach them. When Roger Enrico first asked me to develop a program on leadership, the request forced me to take a look in the mirror and ask myself what was my key to taking people with me. How, exactly, was I able to get people on the same page and marching toward a goal? I concluded that the core of my leadership success stems from my ability to think like a marketer.

		My current title is CEO, but I’m a marketer at heart. I graduated not from Harvard Business School, but from the University of Missouri with a bachelor’s degree in journalism and a major in advertising. My first job out of college was as a copywriter at a tiny ad agency in Washington, D.C., that worked on only local business accounts. From those modest beginnings, my career grew to where it is today.

		In marketing, if you can get inside the minds of your customers, you have the opportunity to solve their problems for them in a way that can improve your business. You need to have a good understanding of what they’re thinking and why they’re thinking that way. In order to get people to buy your product, for example, you have to start by gaining insight into what will convince them that they can’t or shouldn’t live without it. To be a successful leader, one who gets big things done, you need to have the same kind of insight into the minds of those you lead.

		To give you an example of how this works in marketing, let me tell you how we turned around Taco Bell several years ago. Taco Bell is our most profitable brand in the United States today, but a number of years ago, we were struggling. As a result, we did a problem-detection study and found out the biggest, most important, and most frequently occurring problem customers had with our brand was that our products weren’t portable because they were just too messy. Our tacos, burritos, and nachos just didn’t work on the go, and they could easily end up in your lap if you dared to eat and drive. That’s a real issue when 70 percent of your business comes from the drive-thru.

		Prior to this study, Taco Bell had launched two new products that had been duds in the test market: a quesadilla and a grilled stuffed burrito. We’d introduced them simply by advertising them in descriptive terms, saying Taco Bell now had a new quesadilla and a new larger, grilled burrito. Both products, however, also happened to be very easy to eat on the go because the grilling process sealed the ingredients together in their tortilla wrappers. So we took those same two products and repositioned them as portable and easy to eat. We signed up Jeff Bezos from Amazon as our celebrity spokesperson and advertised the quesadilla as the hottest new “handheld” on the market, a takeoff on the new technology craze that was so appealing to our young target audience. Then we relaunched our Grilled Stuft Burrito as the “heavy-duty portable” with some really funny advertising. And guess what happened? The same
			two products that had failed before now generated double-digit same-store sales growth. By repositioning them in the context of how our customers were thinking and presenting them as a solution to their major problem with our brand, these products were now a huge success.

		We then built on this formula for success by creating our Crunchwrap as the ideal portable product. The ingredients were sealed within an octagonal soft tortilla. Our advertising had customers claim that the Crunchwrap was “Good to Go,” and we used a wavelike hand movement that helped the phrase go viral and become part of the vernacular. More important, the Crunchwrap was named “product of the year” by Nation’s Restaurant News and resulted in tremendous same-store sales growth. Again, by focusing on portability, we created a winner. It was a home-run insight that turned Taco Bell around.

		What we did at Taco Bell is what I call reframing. You don’t just talk about what you’re offering people; you make sure your brand or product is positioned in a way that is relevant to whomever you’re trying to influence. This kind of insight-driven thinking works in all kinds of situations. Snickers achieved dramatic growth when it tapped into the consumer mind-set that candy bars are not good for you and started touting their brand as “The Snack that Satisfies.” Swatch did something similar when, instead of positioning themselves as simply another watch brand, they realized that consumers wanted to use their watches as clothing accessories. Swatch started offering a wide variety of watch-bands, and soon their products became a fashion statement. After the people at Kellogg’s Corn Flakes realized that customers had become so enamored with the plethora of new cereal products that they had
			forgotten about their classic brand, they rejuvenated sales by challenging people to “Taste it for the first time.” Pampers revitalized its image and sales by shifting focus from a brand that stood for dryness, which any diaper brand could have claimed, to one that appealed to mothers by emphasizing how much the company cared about the development of their babies. And if you’re as old as I am, you may remember how Oldsmobile successfully countered its stodgy image by talking about its new model as “Not your father’s Oldsmobile.” You get the idea. Knowing how people are thinking gives you the insight you need to reframe your product in a way that gets people on your side.

		The great news for you as a leader is that this insight-driven approach doesn’t work just with customers; it’s the right first step in any leadership situation. For example, Jim Stengel, now a professor at UCLA’s Anderson School of Management, told me how he started off his new position as global marketing officer for P&G in 2001 by getting inside the heads of the people he was meant to lead. The company was not in good shape at that time, so he hired a couple of professors to find out why and what effect that was having on the people who worked there.

		“We spent time talking to P&G people all around the world,” Stengel explained to me. “We wanted to understand what was on their minds, what their pain points were, what winning would look like to them. We used the same techniques we use for brand research on the people within our organization. And what I found was, they weren’t spending their time doing what they loved doing. They had lost their sense of purpose. They wanted to win so badly, but we just weren’t.”

		Stengel started addressing those concerns one by one, and the effort had a real impact. For example, there had been a tradition at P&G whereby people would move to a new position about once every eighteen months. The practice wasn’t very popular because it meant people had little time to get comfortable in their roles. Nonetheless, no one wanted to complain about it because it might seem that they weren’t team players or didn’t want to get ahead. But Stengel agreed that it wasn’t the best way to utilize people’s abilities, so he reframed the issue, stating publicly that he was going to keep people in their jobs longer in order for them to better develop their expertise. He also wanted to bring back a spirit of fun and creativity to the workplace, so he did things like take a group to the Cannes International Advertising Festival to show that he believed creativity was important. It was only after
			Stengel started to solve the problems that people were having and to change their perceptions about their work environment that things started to turn around financially as well.

		Because I know it works, I believe it’s absolutely imperative that you use an insight-driven approach like this, and believe me, I use it every single time I need to take people with me. As I’ve been writing this book, for example, I’ve also been preparing for our annual, end-of-year investors meeting in New York, where we go through the financial state of the company and present our future outlook for tomorrow and beyond. I’ve been the CEO of Yum! Brands for over ten years now, and I’m proud to say they’ve been really good years for the company. Our stock has consistently outperformed the market, and it was up over 40 percent going into this meeting. But talking about the past isn’t all that compelling for investors; in fact, they think of past results as yesterday’s newspaper. What investors want to know is whether we can keep the momentum going. Will we have
			another good year? Where will we be ten years from now? Have we run out of gas, or can we continue to grow? My challenge then became, how can we reframe our message, our performance, and our potential to investors in a way that addresses, head-on, how they’re thinking at that moment? As you’ll see in a few pages, that’s exactly what we did. Getting inside the head of those you need is your starting place for taking people with you.

		WHAT’S YOUR BIG GOAL?

		The first job of a successful leader is to have an idea of where you want to lead people. I start off my Taking People with You program with a straightforward question: What’s the single biggest thing you can imagine that will grow your business or change your life?

		I said it was a straightforward question; I didn’t say it was an easy one. The answer that you come up with is what I call a Big Goal, by which I mean something more than just small improvements or modest growth. It’s not very bold to do just marginally better than the year before.

		Setting the right goal is the key to achieving success, and leaders often fall short in this area by not aiming high enough. None of us wants to fail, for a whole host of reasons (job preservation being among the top ones), so we tend to be cautious about how high we set our sights. But the truth of the matter is, shooting for just good enough rather than for greatness will not inspire the people around you. It also means you’ll never get a chance to find out what you and the people you lead are truly capable of. And that’s a shame, for your business, for your people, and for yourself.

		So when you answer that question, take a moment to ask yourself: Am I thinking big enough? Use the following tool to help you think through your Big Goal and determine if you should be setting the bar a bit higher.

		
				TOOL: PICTURE STEP-CHANGE

			
				Throughout this book, you will find tools like this one, which I learned from John O’Keeffe, who I mentioned in the introduction. These tools are intended to help you put important ideas into practice by prompting you to think them through and apply them to your own skills as a leader or to the goal you’re trying to accomplish.

				I use this tool, for example, to help ensure that I’m thinking big when setting goals for myself and my team. Imagine, for a moment, that you are a high jumper trying to figure out how high you should set the bar for your next jump. Should you set it a little bit higher than your last one? In order to make it over, should you use the same method you used before and just try a little bit harder?

				What about a step-change instead? How would you get over a bar that was set twice as high as your previous jump? You certainly wouldn’t be able to jump that high using only your legs, so you’d have to think of new methods. You might use a vault pole, trampoline, or ladder to help you get over. Or maybe you could find a way to fly over the bar, in a hang glider, for instance.

				Aiming for small improvements to the way you already do something is not going to change the way you think and therefore will not open up your mind to new possibilities. When you picture step-change, you are forced to come up with new methods with more potential.

				Remember, it is easier to make powerful ideas practical than it is to make pedestrian ideas powerful.

				
					Picture Step-Change for Your Business
				

				A step-change or Big Goal, as I called it earlier in this chapter, is the opposite of an incremental goal. If your sales growth last year was 3.5 percent and this year you’re aiming for 4 percent, that’s incremental thinking. You have a good chance of reaching your target, but you’ll never know how much better you could have done if you’d tried.

				If instead your target is 15 percent, that’s a bold challenge to set

				
				
				
						  Think about a current target. Now double it. What ideas spring to mind about what you would have to do to double it?

						  Think about a current timeline. Now cut that timeline in half. What ideas spring to mind about what you could do to halve the timeline?

				

				
				
				
			

		

		WHO IS THE TARGET AUDIENCE FOR YOUR BIG GOAL?

		
		
		
		PEOPLE MAP WORK SHEET

		
		
				Using the map below, write your Big Goal in the center circle.

				Identify the groups of people you need to bring with you to achieve your Big Goal, such as your team, stakeholders, customers, etc. Think broadly: Are other functions involved? Other companies? Other industries? Have you considered everyone you need to bring with you? Have you looked up, down, and sideways across the organization?

				Where appropriate, write the names of specific people within each group that you need to bring with you.

		

		
		WHAT IS YOUR TARGET AUDIENCE THINKING?

		
		
		
		
				What’s my single biggest thing? My Big Goal is to make Yum! Brands the defining global company that feeds the world. With our powerful global brands and 1.4 million team members around the world, we have the opportunity to define what makes for a best-in-class, multinational company and, in so doing, help make the world a better place. If we can do all that, we will be the envy of the restaurant business and a company others strive to emulate. But to get there, we must continue to get results. I want to make sure that Yum! Brands is on a trajectory for growth, so that our next ten years are at least as good, if not a whole lot better than my first ten years as CEO.

				Who do I need to take with me? In the case of our annual investors meeting, the answer is our existing shareholders, potential new shareholders, and the sell-side analysts, the experts who write the analyst reports that tell investors to buy, hold, or sell your stock. I realize that in order to meet my goal, I first have to convince people that it’s possible. Without the faith of the investment community, it just won’t happen.

				What are they thinking? Here’s where I asked my outstanding investor relations leader, Tim Jerzyk, what he’d been hearing from our target audience. He told me the biggest concern has been whether our company has hit its limit for growth and therefore whether it’s the right time to buy our stock, given all our success. This is the perception problem that we’ve been up against, and we have to answer it.

		

		
			
			
		

		
		
		
		
		
		
				GO SLOW TO GO FAST

			
				
			

		

		BIG GOAL WORK SHEET

		
		
		
				What’s the single biggest thing you can imagine that will grow your business or change your life?

				Describe the outcome you envision if you accomplish your Big Goal. As you write it down, ask yourself: Am I thinking big enough? Does this challenge get me excited? Does it make me a little nervous? Would my peers think it’s not just a goal, but a Big Goal?

		

		
		
		
		
	
		Afterword be your own Big Goal: Move from me to we

		My challenge to you, as you finish reading this book, is to avoid falling back into business as usual. Instead, I hope you’ll take this opportunity to do things differently and that you’ll view this, not as the end of a book, but as a launching pad for a new way of thinking and a new way of leading.

		Go back, for a moment, to the tool I introduced to you in chapter 1, Picture Step-Change. That tool asks you to think about progress not as a series of small steps, but as potentially big leaps forward. Think about how you might be able to apply that kind of thinking to what you’ve learned in this book. Typically you probably read a business book, take a few nuggets of wisdom from it, and then put it back on the shelf, only to largely forget about it. But what if this time around, things were different? What if you really could make big strides—or step-changes—in your life and career, starting from where you are right now?

		If you want that to happen, you’re going to have to set some Big Goals for yourself in terms of what you want to get out of this book. The way I see it, you now have two big projects to work on: The first is the Big Goal you set for yourself in chapter 1, and the second project is you. You can either take small steps or you can make big leaps forward in both these areas. The choice is entirely up to you.

		When working on the project that is you, I encourage you to think about it the same way you would about achieving any goal: Identify what you want to change, make a plan for improving yourself and your skills, set deadlines and benchmarks, and seek out feedback and help. I think it actually makes perfect sense to work on these two projects in tandem, because doing bigger things and being a better you go hand in hand. You really can’t do one without the other.

		FROM ME TO WE

		There is a story from my career that I think is a perfect metaphor for how being a better you makes you better at what you do. When I was at PepsiCo, we used to work with a lot of celebrities. One of the most memorable was the basketball player Magic Johnson. We were one of his sponsors when he announced to the world that he was HIV positive. The news came as quite a shock, and a number of his sponsors dropped him soon afterward. We got a call from his agent saying that he and Magic wanted to come to New York to talk with Craig Weatherup, the head of PepsiCo at the time, and me. They wanted to know if we were going to hang in there with Magic.

		The ease with which Craig and I made the decision was striking to me. We both knew what we believed was the right thing to do, and we did it without looking back. So right up front, we told Magic that we wanted to keep working with him. With that out of the way, we got the rare opportunity to just sit and talk with the guy.

		One of the first things I wanted to know was what it was like for him growing up. I mean, he was one of the best athletes in the entire NBA. I could only imagine what it was like when he was playing in high school.

		“Well,” he said, “when I first started playing as a kid, we’d win by these huge margins, like 80 to 20. And I’d score like 65 of those points. The problem was, even though we were winning, no one was happy. The other kids weren’t happy, their parents weren’t happy, and as a result, I wasn’t happy either.

		“All of a sudden, I realized that the best way to fix things was to get more people involved. So I made the decision to become the best passer that I could possibly be. After that, we didn’t win by as big a margin, but we still won. The score would be more like 70 to 30, and I’d score only about 40 of those points while the rest of the team scored about 30. But everyone was participating, everyone was making shots, and everyone was happy.”

		When Magic went to the NBA, his goal was to have more passing assists than any other player in history. He told his teammate on the Lakers Kareem Abdul Jabbar that he was going to help him become the leading scorer in the league, which he did. He told his teammate James Worthy that he was going to help him make the All-Star team for the first time; that happened too. Teammate Byron Scott ended up with more three-pointers than any other player, and Magic set him up for a bunch of them. When Kareem scored the point that broke the record, making him the leading scorer of all time in the NBA, he went straight over to Magic to hug him. And then he said to him, “You told me you’d do it. You told me.”

		“That,” Magic said, “was the greatest thing.”

		Afterward, I thought a lot about that story and what it meant from a leadership perspective. Magic, I realized, had learned early the power of taking people with him. He chose the team over himself, and he made things better for everyone, including himself, as a result.

		That, essentially, is what leadership is all about. There are really two ways to think of your growth as a leader: You can practice your hook shot over and over again until you can practically make it in your sleep, or you can work on being great at the assist, at setting up others to make their shots alongside you.

		That doesn’t mean Magic couldn’t make a shot when he needed to. I vividly remember watching a game in which Kareem was hurt, so Magic took over his position as center. Now Magic was used to playing guard, but he rose to the occasion, making all kinds of shots to lead his team to victory against the Boston Celtics. But Magic was truly at his best when he was supporting his team members and taking them along with him.

		I truly believe that taking people with you is the job of every leader; it’s not something that can be delegated. I hope I’ve shown in the preceding pages how crucial it is to the success of your business that you think of the people you work with in the same way that Magic Johnson thought about his teammates. If you’re one person getting big things done, that’s pretty good, but it will take you only so far. If you can help a whole team or organization full of people to reach big goals, then there’s no telling what you can accomplish together. It’s up to you as a leader to make that happen.

		As I close this book, I’m reminded of something I witnessed not long ago while traveling. It was Saturday morning, and I was reading the paper outside by the pool at my hotel. I looked up and saw a woman walk over to the pool. She stuck her toe in the cool water and then very gradually started to lower herself in, inch by inch. It was actually pretty funny to watch, because it was taking her so long to make any progress. She shivered and grimaced the whole time even though she was barely making a dent in the pool.

		Meanwhile, a young kid ran past her and jumped right in, cannonball-style. He made a huge splash that got everyone’s attention and resulted in ripples that went from one side of the pool to the other. It seems to me that you have a choice. You can take the lessons you’ve learned from this book and dabble with them from time to time, which will probably not make that much difference in your life or in others’. Or you can jump in with abandon, put these lessons to work, and create ripples that will help you and those around you achieve all that you’re capable of. I hope you’ll choose to be a ripple maker and receive all the joy and results that go with it.
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