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Put Your Mindset to Work

‘The insights in this book could have saved me and any top employer a lot of elementary mistakes, never mind the additional cost of bad decisions’

Gordon Roddick, co-founder, The Body Shop

‘Put Your Mindset to Work changes the conversation when it comes to recruitment and selection. Everyone wants the winning mindset. This great book tells you what it looks like and how to make the most of it’

John Ayton, co-founder, Links of London

‘A hugely informative and enjoyable book, [filled with] practical, easy-to use tools. The case studies are inspiring’

Simon Lloyd, HR director, Santander UK

‘The 3G Mindset will give you new insight and understanding into what it really takes to succeed. A good read that provides thought-provoking and practical advice for all those developing their careers’

Andy Doyle, group HR director, ITV Group

‘This book provides the definitive answer for anyone trying to gauge, strengthen, and apply mindset to gain a powerful edge’

Stephen Burrill, Deloitte

‘What if the key to handling the most complex leadership and talent management challenges hinged on the very way you think? Reed and Stoltz provide a powerful model and toolkit [to get] exceptional results’

Joshua Margolis, Harvard Business School

‘Put Your Mindset to Work provides practical and insightful strategies for assessing and developing organizational talent. A groundbreaking look at how to leverage your mindset to create an advantage in the marketplace’

Tamar Elkeles, Qualcomm

‘The knowledge and concepts conveyed in this book are critical elements in the hiring equation. This book is a resource to any organization or leader who wants to recruit and retain top talent’

Chris Powell, Scripps Networks Interactive

‘James Reed and Paul Stoltz dare to assert that skills guarantee nothing and that it takes more than guts to succeed – it’s mindset that trumps everything. They back up this truth with real-life examples and impressive research on what really counts in getting the best jobs, reaching your earning potential, and flourishing beyond work’

Jim Kouzes, co-author of the bestselling The Leadership Challenge and The Truth about Leadership

‘This book marries rock-solid science with compelling tools to provide the definitive solution to landing, keeping, and thriving in the best jobs. This one goes front and centre on my bookshelf’

Harry Hoopis, chairman, Hoopis Financial Services

‘If you want a book that equips you to stand out from the crowd and become immensely desirable to the best companies, get Put Your Mindset to Work!’

Christi Strauss, president and CEO, Cereal Partners Worldwide
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This book is dedicated to all who seek to make work more than a job.


Foreword to the Second Edition

Put Your Mindset to Work was conceived, researched, written and published when the Global Financial Crisis was doing its worst. Since 2008, when we first embarked on this project, millions have lost their jobs and millions more face an uncertain future.  And yet our simple message, that Mindset prevails, has clearly resonated with readers around the world. Many have written to us to say that this book has helped them to secure the job of their dreams, to advance their careers and also to improve their personal lives. One described it as “a road map for any job seeker”; another said it had been “a great inspiration to me personally”.

If Put Your Mindset to Work was relevant two years ago, then it is even more so today. At a time when skills are becoming obsolete very quickly and uncertainty is the new normal, our Mindset becomes more important than ever. One reviewer wrote on Amazon, “skills can be hired, fired or acquired: perhaps the only skill really needed is the skill to acquire new skills.” How true. Mindset not only trumps skill set, but its qualities are both universal and timeless. To develop a winning Mindset is to develop the ultimate competitive advantage.

Our readers are telling us that by putting their Mindsets to work, they are making a tangible difference to their own lives and to the lives of those around them. This is the most important reason behind the publication of this new and updated second edition. The ideas contained in Put Your Mindset to Work are founded on solid research, they are simple and practical to apply but most importantly of all, they work. We hope that they will be of great assistance to you on your personal and professional journey.

James Reed

Paul G. Stoltz

April 2013
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The promise this book makes to you is simple: you can multiply your chances of getting the job you want and enjoy uncommon success at work while enriching your life immensely along the way.

Our promise is grounded in the surprising truth about what employers really want along with the rigorous scientific research and proven results of our years in the real world of business. We back up our promise and every claim we make in this book with evidence. No hype. That’s part of our promise too.

You can immediately apply the new tools and ideas we provide throughout to:

 


	Triple your chances of getting and keeping the best job

	Achieve seven times the value of a “normal employee” in the eyes of your boss or key stakeholders

	Measurably enhance your earning potential

	Be promoted over other, supposedly more “qualified” candidates

	Create genuine job security by becoming the last person any employer would let go, even when job cuts are severe

	Earn top performance ratings from even the toughest boss or stakeholders

	Flourish at and beyond work, at any stage in the game



 

And that’s just for starters. All you need is the right mindset.

The Beginning – The Double Wake-up Call

This book is a collaborative effort that started when both authors experienced their own wake-up calls about what actually makes for a successful career. Our realizations relate to every worker, every applicant and every employer. They are wake-up calls for you, an alarm that the tired old formulas are failing, that there is a new and better way to set yourself apart and fuel your success.

WAKE-UP CALL #1 – SKILLS GUARANTEE NOTHING!

James lives, eats and breathes jobs. He has been running the global recruitment group REED for well over a decade, with offices across Europe, Australasia and the Middle and Far East. REED places hundreds of thousands of people into work every year. His online job site, reed.co.uk, is the biggest in Europe and receives more than 20 million applications per year. When you see tens of millions of people vie for jobs in an intensely competitive and global market, you learn something about what works and what fails.

And one thing we know for sure is that getting the right job comes down to having the right skills. Doesn’t it?

When the job market imploded and unemployment surged in the depths of the financial crisis, James attended a special summit on “The Future of Skills”. This was an important meeting, since governments and leaders worldwide operate on the same basic assumption or formula: better skills equal better jobs. They invest billions in upgrading people’s skills, expecting lower unemployment as a result. Improve your skills and you are more employable, right? Actually, maybe not.

Skills become obsolete, even worthless, more quickly now than ever before. As one of the lead speakers, Lucy Adams, explained, “The trouble is, we don’t know which skills will be most in demand in ten years’ time.”

That’s when it dawned on James. “No,” he thought. “I cannot possibly know which skills will be most in demand in ten years. Skill requirements constantly change. I know that. But there are some timeless qualities that you absolutely can predict every employer will need. I might not know which skills will be most in demand in ten years, but I do know exactly what sort of people I will want to hire in ten years.”

He was thinking of the most effective and successful people in his organization and those working for the employers he deals with every year. He was thinking of the bright, capable, flexible people with a strong work ethic and a determination to get things done who have taken his and his clients’ companies forward. Good people, of integrity, who are persistent, passionate, energetic, innovative, optimistic and resilient. In short, James, like the thousands of employers we have surveyed since, was thinking about people with the right mindset.

WAKE-UP CALL #2 – IT TAKES MORE THAN GUTS TO SUCCEED

Paul is an expert on resilience. His life’s work (and obsession) has been built around a simple truth: you cannot necessarily control what happens. But if you can master how you respond to what happens, you can craft your destiny. People with guts – the mindset to take on the tough stuff – tend to get ahead. Paul proved this through his thirty years of mindset-related research as the founder and CEO of PEAK Learning, Inc., and the Global Resilience Institute.

Paul is the originator of the Adversity Quotient theory and method. It is the most widely used method in the world for gauging and strengthening human resilience, how people deal with adversity. Top companies use AQ worldwide.

AQ plays big in the world of work. It drives your performance, productivity, innovation, capacity, energy, optimism and ability to achieve your goals. And there are some landmark studies that prove it.

One thing we know for sure: guts matter. The more effectively you handle adversity, the more effective you will be. Right? Again, maybe not.

Paul’s wake-up call came from the US prison system. Administrators were asking for AQ training, not for their beleaguered staff but for their prisoners. Paul envisioned the outcome of such training and realized an essential element was missing. Can you imagine creating more resilient, tenacious, determined criminals? Do you really think that’s what they need to become successful members of society? That’s when Paul, like James, had to confront a brutal truth. It takes more than just guts and resilience to succeed. Paul knew he couldn’t take the job until he had a better solution.
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That’s when we (James and Paul) put our heads together to create a master model for the ideal winning mindset – one that goes beyond skills and resilience.

Sometimes the simplest ideas lead to the biggest breakthroughs. We did what we thought was pretty obvious. We asked thousands of top employers what they really want in the people they hire, keep, promote and praise. But their answers – and the results of our research testing those answers – may shock you. Our research-based discoveries shatter much of the conventional wisdom and advice on what it takes to get and keep the best jobs, let alone flourish long term in all that you do.

You will discover that much of what we, and perhaps you, assumed would lead to real job success was at least partially off kilter, if not completely wrong.

It all comes down to having the right mindset.

Skills Matter

Let’s be clear. Skills matter. They can matter a lot. Your skill set is made up of the tools you employ to live and navigate life. Many jobs require specific skills, and successful employers effectively assess and test for those skills in every job applicant. Before you let a pilot board a plane, you want that pilot to score extremely well on the flight simulator. Skill mastery should be proved, not promised. And if you’re seeking work, be prepared to prove what you can do.

Skills count. In fact, your skill set may be why you were hired and may have elevated you to where you are today. In some jobs, especially highly specialized jobs such as actuarial accounting, ultrasound engineering and Arabic-language translating, possessing a specific skill set is absolutely essential.

But relying entirely on skill set can completely backfire in some serious ways, especially when you consider those you are up against every time you try to improve your prospects at work. If you apply for an airline pilot job today, you are competing against a vastly expanded pool of highly trained applicants. In the wake of the economic crisis and the resulting lay-offs, there is a massive backlog of experienced pilots thrilled to work for half their previous pay. It takes the right mindset, not just any mindset, to prevail against those odds.

Your mindset sets you apart. It equips you to thrive where others fail. Those with a superior mindset navigate the world with uncommon integrity, resilience, goodwill, tenacity, agility, openness and perspective. And these traits matter more and more with each passing year, as the harsh realities of competing in a truly global job market reach even the most remote corners of our population and our planet, and as skill sets need to adjust at an ever faster pace.

One of the reasons more and more American and European MBA programmes send their students to India and China as a required part of their programme is to jar them loose from any complacency. Once they confront the vibrant intensity of the entrepreneurial, determined, possibility-fuelled young people they meet in these (and other) countries, they suddenly realize what they are up against every time they go after a new opportunity.
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So What is Mindset?

If your skill set is about what you can do, then your mindset is about what you see, think and believe. You’ll soon discover that, for starters, it is not about putting on a bright, shiny display of positive attitude. Mindset is deeper. It is what’s within and underneath everything else.

The much-quoted Oxford English Dictionary defines “mindset” as “a habitual way of thinking”. That’s why we think of mindset as much deeper and more profound than anything that is just on the surface. For us it is the internal lens through which you see and navigate life. Mindset influences everything you see as well as everything you do.

Let’s use nature to help explain this definition of “mindset”. If you have ever seen a clear frozen lake, it is like a giant lens to the life below. You can look through the ice and see the fish and life on the other side. As you do, you also see all the debris that was captured in the freezing process. Sometimes it’s beautiful, like a fallen leaf caught in a suspended state. Other times it’s ugly, like chunks of rotten litter that ruin the view. The point is, whatever is captured in that lens is there until the spring thaw.

Your lens also has a tint, a hue. Imagine if, to you, the entire world were the same colour as the lens on your eye, in the way that tinting the ice would change the colour of the water you see below. If you have blue eyes, the world would seem blue. If the world looks green, then you must have green eyes, and so on. You wouldn’t realize your eyes are playing this trick on your brain. To you, if your eyes are blue, the world is blue. Full stop. You might even argue with someone who sees green or brown. Clearly that person must be mistaken.

This is the way mindset works. Inside your brain, you combine your personal experiences, natural traits and education to form your unique lens. When you are young, each new experience and lesson can add to the mix, so your mindset remains fairly fluid and dynamic. But as the necessary tweaks to your mindset become increasingly minor and infrequent, your lens begins to solidify. In contrast to moods, which can fluctuate, sometimes radically and instantly, mindset becomes, well, set. At least until now.

That’s why your mindset, your inner lens, like the ice on the lake, colours everything. It becomes the way you see and navigate life. Ultimately, it affects what beauty (or litter) you both see and contribute. But the global nature of the context and the times has induced radical change. This gives mindset a fresh urgency. It grants you more powerful opportunities as you master and apply the principles and tools throughout the remainder of this book.

What Employers Really Want

We asked thousands of top employers, including many of the world’s best, about what they really look for in their employees. Their answers will have profound implications for your entire career.

Given the choice between someone with the desired mindset who lacks the complete skill set for the job, and someone with the complete skill set who lacks the desired mindset, a total of 96 per cent of the employers surveyed picked mindset over skill set as the key element in those they seek and retain. When asked which is more likely, a person with the right skill set developing the desired mindset, or a person with the desired mindset developing the right skill set, 98 per cent of employers confirmed the latter. And 97 per cent of employers felt more confident predicting the mindset of the people they’ll be hiring in five to ten years rather than the required skill set.

We were astonished by the strength of these results. They totally undermine one of the central pillars of the job world: that better skills equal better jobs. Instead, they flip the whole career advice model on its head. The new truth: focus on mindset, and the rest (skill set) will take care of itself.

Mindset utterly trumps skill set. Not by a little, but by a landslide. Yet when we ask employers how they currently assess mindset in the people they hire, they tend either to pause pregnantly, laugh nervously or mumble an answer that isn’t a real answer. In reality, they come up blank. And when we ask them how important it would be to them to have job candidates and employees who can demonstrate, even prove their mindsets, that’s when we repeatedly hear employers exclaim, “That’d be fantastic,” “That’s always been the missing piece” or, one of the most common, “Mindset is everything.”

Mindset. Employers know they desperately need it but don’t know how to assess or discern it in the people they interview. This is your opportunity to show them what they want.

We asked employers, “What if your job candidates had some way to prove their mindset? What would you think of that?” Industry by industry, leader by leader, their answer is the same. In the words of Steve Collins, senior sales director for Mars, Inc., “It would be game-changing.”

Harry Hoopis is managing partner of Hoopis Financial Group, a $5 billion financial services agency in Chicago, and is considered by many to be the godfather of the industry, one that hires several million people per year worldwide. Over the past few decades he pioneered many of the innovations that have led to the industry’s global expansion and enhanced sophistication.

When asked, “What if your job candidates had some way to prove their mindset? What would you think of that?”, Hoopis sat up straight, his eyes intense, and said:

 

I would hire those people [with the right mindset] in a flash! I mean, let’s be honest here. CVs tell you almost nothing, and interviews are, let’s face it, basically pure gut. There’s no science there. Sure, we use a lot of assessments, but we still miss the mark. They make claims, but don’t really gauge mindset. If a job candidate can prove to me that he or she has the right mindset, I want them on board. No question. Then, together, we can figure out the rest. Those are the people who make it happen. Those are the ones we want. Nothing compares to mindset.

 

His words echo what we hear from most employers. So what does this mean for you?

Nothing compares to mindset. But not just any mindset. It turns out there is a specific mindset—based on substantive research—which we call the 3G Mindset, that both predicts and drives your success. In fact, it predicts and drives a lot of factors, including how much money you make.

The Path Forward

The promise we made to you is simple: to multiply your chances of getting the job you want and enjoying uncommon success at work while enriching your life immensely along the way.

To help you grasp the true potential of what you are about to learn, ask yourself these two questions:

 


	Beyond mindset, what single thing could I master that could have a greater impact on my overall happiness and success, at work and beyond?

	Specifically how will I benefit as I understand, gauge and strengthen my mindset in the most effective ways?



 

The remainder of this book will guide you forward and up along a specific and compelling path to fortify every single stage and opportunity in your working life. Your mindset path has four main stages: understand, gauge, strengthen and apply.



	Chapters 1 and 2
	Understand and discover what we mean by the ideal winning mindset.




	Chapter 3
	Gauge your mindset with the most advanced instrument of its kind, the 3G Panorama.



	Chapters 4 to 7
	Strengthen your mindset.




	Chapters 8 and 9
	Apply the best of your mindset to get, then advance and flourish in, the best jobs.
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We wrote this book to give you a distinct and powerful advantage in your pursuits. We have proof that it will. But the best proof will be your success in putting what follows to real use. Put your mindset to work, and a world of possibilities awaits … starting now.
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My greatest challenge has been to change the mindset of people. Mindsets play strange tricks on us. We see things the way our minds have instructed our eyes to see.

– Muhammad Yunus, Nobel Prize winner and founder of the microlending movement to eliminate poverty

Mindset influences everything you see and everything you do. It is best exercised and offers many of its greatest benefits when you have a clear sense of context. Think of it this way: having an awareness of the surrounding waters and predatory creatures gives a fish a far greater chance of not just surviving, but thriving. And for you the “waters” and the “creatures” have changed dramatically. You may have only a sense of it, but the reality is that you have moved from a little pool into a great big one. This affects the importance and nature of the role your mindset may play.

Gen G—Generation Global

Welcome to Generation Global, a generation more defined by the age than your age. Gen G radically redefines both your opportunity—your job market—and your competition. No matter what your age, education or place of residence, you are a member of this, the largest and arguably most important generation in the history of humankind. Read that last line twice. No one before you, before now, has been able to make that claim. You can. That’s potentially good news for some, bad news for others. And, as you will learn, your mindset will make the difference.

Gone are the old straitjackets based on birth year (baby boomers, Gen X, Gen Y, etc.) when we were expected, usually incorrectly, to think and act in a certain way. Work has been fundamentally transformed, and with it old expectations about how you are supposed to think and behave can be tossed aside. As a member of Gen G you can set the rules.
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Khosro Khaloghli was born and raised by a southern Russian father from Azerbaijan and a Turkish mother in a dirt-poor neighbourhood in Iran. His mother would stuff old newspapers into his worn-out shoes to help his torn-up feet stay warm on the long walks to and from school in the brutal winter cold.

Through years of hard work, he scraped together $600 to go to the United States on a wrestling scholarship, where he arrived with almost no money, no connections and no knowledge of the English language. Beginning with his first job as the youngest “roughneck” working on the oil rigs in the Persian Gulf, and working his way up in every entry-level job he ever took on, he has shattered all assumptions about what can or cannot be done, and worked (and run companies and/or projects) all over the world.

According to Khosro, “Mindset is everything!” (a common quote from our interviews). His entire life has been about putting his mindset to work to make something out of nothing, to grow opportunities when none existed and to prove constantly that the impossible is possible. We could write volumes about Khosro and his amazing story (and someone should), but this book is about your story, not Khosro’s. So let’s fast-forward through the countless jobs he took on, and how he found a way to distinguish himself in each one, using many of the same principles taught in this book.

Today he runs several companies; has achieved a doctorate in urban economics; is participating in the biggest development project in the world in China; lives in the United States and Japan; has achieved immense wealth, which he uses to deliver good to those in need in dozens of countries every day; and continues to work at full pace globally.

At seventy-one, “Dr K” is fitter (no exaggeration) than anyone you know or, most likely, have ever met, has more energy and drive than the most impressive young recruit and learns with the hunger of a new student. Dr K emphatically waves off any attempt to label or group him with a certain generation, and with his characteristic intensity explains:

 

Forget these silly labels. Age means nothing! Where you live means nothing! What advantages or disadvantages you may have mean nothing! You, me, everyone, we are people of the world. Everything we do, every job we have, is part of the world. In every job you go for, the work you do, you compete against everyone, everywhere, all the time. That is the reality. That is the opportunity! And that is why I am convinced, please listen to me





	Generation Global, or Gen G, is a generation defined more by the age than by their age. Gen G includes the 2.5 billion people worldwide who seek any form of rewarding work in an intensely global marketplace.


















What Employers Really Want





	THE REAL STORY – EMPLOYERS’ PERSPECTIVES



	When asked if mindset was more or less important for leaders, April Pack, senior sales capability and performance manager at Mars, Inc., said, “At that level, mindset is the most important. We assume they have the skill set. But for anyone who wants to lead anyone, mindset is the most important thing.”



	Barry Hoffman is HR director of Computacenter, the largest independent provider of IT infrastructure services in Europe, with revenues of £2.5 billion. It is a fast-moving entrepreneurial business where high-level technical skills are essential. Yet to him, skills aren’t the differentiator. “We need mindset,” he said. “Skills can be trained and our industry is fast-moving, so a skill today may only have eighteen months’ currency because the technology moves so quickly. What we want is the mindset more than skills that may well be out of date in a short time.”



	Education is a very different kind of business, but as one of Britain’s youngest head teachers when she was first appointed principal and CEO of the West London Academy, Hilary Macaulay has had to deliver from day one. “I think that the bottom line from my experience is that a skill set can be developed and coached and learned in a lot of cases,” she explained. “But if you don’t have people with the right mindset buying into what’s important, then energies can be channelled in completely the wrong way. Finding people with the right mindset is what matters most to me when I add people to my team.”



	Caitlin Dooley is a contract recruiter for Facebook, one of the hottest companies in the world, with a market value of $37 billion and half a billion users. When asked how important mindset is to their pioneering company, Caitlin responded, “Skills are easy to find. In fact, they are assumed. We have to look beyond mere technical capabilities. Every two to three months we do the Hackathon! These are all-night coding events, across teams. Many of our most popular products were conceived and built out at a Hackathon. People who thrive on Hackathons and at Facebook absolutely have to have the right mindset, period. That’s what’s driving us into the future.”



	Paul Milliken is a vice president of human resources at Shell, advising on recruitment decisions within a global corporation that employs more than a hundred thousand people in more than ninety countries and territories. He explained that one day a manager had come to him with a real dilemma. This manager simply couldn’t decide between a highly skilled candidate and another with lower-level skills but the desired mindset.



	Milliken said to the manager, “Look back over your career and think about the successes and failures you have had.” There was silence as the manager thought through recruitment decisions he had made in the past and what the consequences of each had been. Then the truth hit home, and he knew what decision to make. Whenever he had chosen mindset over skills, he realized, “It works out right.”









	Put another way, they frankly, even adamantly, admitted that they would gladly trade roughly seven “normal” co-workers for the one rare person with the right mindset.






The Mindset–Skill Set Link




The Key Qualities of the Winning Mindset





	Microchallenge:
What Employers Really Want



	




	Ask yourself these three questions. Feel free to write your answers in the spaces provided.



	1. If you were an employer, what specific mindset qualities would you want most in the people you hire?



	









	2. What mindset qualities does a person need in order to have the greatest chance of promotion or moving ahead in his or her career?



	









	3. Think about the people closest to you in life. What specific aspects of them or their mindset do you most admire? Which ones attract you? If you could have a group of friends who possessed any elements of mindset, which elements would you choose?



	















	Employers’ Top Twenty Mindset Qualities



	Rank
	Quality
	Essential/Desirable



	1
	honesty
	100%



	1
	trustworthiness
	100%



	3
	commitment*
	99.77%



	4
	adaptability
	99.77%



	5
	accountability**
	98.6%



	6
	flexibility
	98.6%



	7
	determination
	98.14%



	8
	loyalty
	97.91%



	9
	relationship building
	97.44%



	10
	contribution
	97.44%



	11
	sincerity
	96.98%



	12
	balance
	96.28%



	13
	fairness
	96.05%



	14
	morality
	96.05%



	15
	drive
	95.81%



	16
	collaborative focus
	95.35%



	17
	energy
	95.12%



	18
	purposefulness
	93.49%



	19
	openness
	93.49%



	20
	innovativeness
	93.02%


















	“What’s the point in having an individual with the complete skills if they haven’t got the right mindset in which to use them? Someone with the right mindset will be more than willing to learn and develop the skills required, giving you the perfect candidate!” – Melissa Mezzone, Geopost UK



	“Mindset is everything. Period. Skill set is assumed. I have had more than 100,000 people working for me, and I expect people to be competent at their jobs. If they aren’t they don’t belong there. But getting people who have the right mindset—that rare combination of authenticity and integrity, determination and resilience, as well as being connected to and taking into account the big picture—that’s the only way we can win.” – John Suranyi, former president, DIRECTV



	“Mindset is so important. I had a very skilled employee here last year who came very well recommended and had a great list of skills. But despite being very impressive at interview, she just didn’t want to work, had no enthusiasm, curiosity, entrepreneurship—big mistake that I was fooled in the interview into thinking that the skills were so important.” – Ben Glazier, Glazier Publicity




Shattering Old Assumptions
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