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			To Mom and Marvin

		

	
		
			INTRODUCTION

			The Motivational Power of “Feeling Proud”

			When it comes to providing the incentives that motivate employee performance, far too many organizations are between a rock and a hard place. On the one hand, many only think of and rely on pay-for-performance incentive plans that simply provide more money for accomplishing specific goals. On the other, most can't afford to offer high monetary incentives to motivate the broad base of employees. Below a certain echelon of management, the amount of money most employees can earn is limited. There is no denying that monetary rewards have motivational power. What is not well understood, however, is just how limited financial rewards by themselves are in developing the kind of emotional commitment that builds the long-term sustainability of any organization, whether for-profit corporation, nonprofit, or government agency. Money by itself is likely to produce self-serving behavior and skin-deep organizational commitment rather than the type of institution-building behavior that is characteristic of organizations like the Marines, The Home Depot, and Southwest Airlines.

			What makes me so sure? I've studied hundreds of companies in many, many industries and have gained insight into what motivates people to form emotional attachments that go way beyond the amount of monetary compensation offered. Beyond my years of consulting, two special people—my mother and Marvin Bower—provided my compass for this book. Mom, of course, was a relentless guiding light during my early years. Marvin Bower, the principal founder of McKinsey & Company, Inc., became my North Star when I entered the world of business as a member of “the Firm.”

			
				MOM

				Mom always said, “Virtue is its own reward.” She also said, “Set your sights high—reach for the moon; even if you don't make it, you will fall among the stars, and I will still be proud of you.” Of course Mom was right. Virtue and high achievement create feelings of pride that amply reward us for the unusual dedication and effort required. But pride is more than simply an emotional reward for high achievement; it also motivates us toward such achievement. Because justifiable feelings of pride are so extremely rewarding, the anticipation of those feelings is also very motivating. You do not have to wait for success to feel proud of what you are doing and why you are doing it. The best mothers instinctively know this and become masters of nourishing that anticipation to motivate their children.

				The best leaders also know this and use that knowledge to motivate higher levels of employee performance than would otherwise be possible. Like the best mothers, they realize that the anticipation of feeling proud is a more powerful motivator than the anticipation of being punished. And, of course, they recognize two motivational dimensions: feeling proud of yourself, and having those you respect and admire feel proud of you. This book explores how leaders at any level in almost any organizational setting can motivate higher employee performance by capitalizing on the anticipation of feeling proud and making others proud, too.

				As with most people, “making Mom proud of me” was behind my early efforts to perform well. She always made it clear what would make her proud of me—and what would not. And because she had unrealistically high expectations, her standards were tough to meet. When Mom was around, I had to toe the mark; when she was not, other influences sometimes led me astray—but never without pangs of conscience. And since I grew up with her influence almost always at hand, I never strayed too far. I was strongly motivated to do, and to feel proud of, what would make Mom proud.

				For example, her influence was pervasive in my determination to work hard, since she believed that was better than being smart. She also shaped my motivation to pursue graduate degrees, since she spent over twenty-five years of her adult life in pursuit of a college degree—a classic role model showing me that education mattered. In my most vivid image of her, she's seated at an old Underwood typewriter banging out correspondence courses, week after week, year after year. It is hard to overstate how proud she was when she marched down the aisle in cap and gown to get her degree at age fifty. Since I was still in high school at the time, I urged her to skip the cap and gown so as not to embarrass me. My embarrassment lasted about thirty seconds—until my eyes were filled with tears of pride and joy at what she had accomplished.

				Mom's definitions of “success” were integral to what made her proudest of me—and they had much more to do with character than position or wealth. Not surprisingly, her definition of character encompassed a lot more than simply “telling the truth”; it meant treating others with trust and respect regardless of their position in life. And her definition of “courage” was precisely what I later discovered to be a guiding value for the Marines, i.e., “Do the right thing in the right way for the right reasons.” Or, as she bluntly put it, “Speak up when you have something to say that you believe in—and be quiet when you have nothing to say that matters.” There is little question in my mind that what I feel most proud of today stems from Mom's relentless and persistent attention to these simple basics. She defined success for me in terms that have stayed with me for life. I am sure that many readers have had a similar motivational “mom” in their early life.

				But when I moved away from home, Mom's constant reinforcements faded, and my behaviors gradually changed. It became easier for me to rationalize modest deviations, and the lure of material possessions took over. I'm not sure I wanted to be conspicuously rich and famous, but I certainly wanted “more and better stuff”—not to mention the recognition that I felt would accompany that stuff. My dad ran a small business whose profits rarely exceeded $10,000 a year, and I was weary of living just above the poverty line. Sure, I remembered that Mom's values and feelings of pride had nothing to do with money; but, as I distanced myself from my childhood, her words had become intertwined with that time, and therefore I thought they were irrelevant to the complexities of adulthood I was encountering. About that time, fortunately, I joined the firm of McKinsey & Company, Inc., and a man by the name of Marvin Bower entered my life.

			

			
				A SURROGATE MOM

				I actually joined McKinsey for all the wrong reasons. First, the Firm—as many call it—was offering me a beginning salary of $9,600, which was among the higher offerings that year to graduates of the Harvard Business School. Second, they had an opening in San Francisco, and ever since my Stanford University days, I had dreamed of “living by the Bay” with the beautiful people. And last, I didn't think consulting was a “real job,” so I planned on leaving McKinsey just as soon as I could find a more lucrative managerial position. Luckily for me, Marvin and his colleagues at McKinsey quickly clarified what were the right reasons for joining the firm: namely, serving worthy clients and growing professionally. Like my mother, Marvin was relentless in his zeal to clarify the performance philosophy that should motivate me—and much to my dismay, money was nowhere within it!

				In one of my early encounters with Marvin, I was explaining how I had “lost” an opportunity to obtain a major piece of work with Memorex's CEO, Larry Spitters. I was simply unable to figure out how to help Larry organize his senior leadership group without first gaining an understanding of the economics and strategy of his business. Larry told me that would involve unnecessary extra work and turned down my proposal. Since I sounded a bit disappointed, Marvin was quick to point out why I should have been proud of realizing that I did not really have the capability to advise the CEO in the abstract. Marvin always thought we should be as proud of turning down work when we lacked distinctive capability as we were of obtaining work we were uniquely qualified to do. Nearly every one of my subsequent interactions with Marvin over our lengthy association has contained some “nuggets of wisdom” that have clarified for me what should make me feel proud—and what should not. While I didn't always agree, I never failed to gain insights about the most rewarding sources of pride.

				What Marvin Bower influenced me to be proud of turned out to be pretty close to what Mom wanted me to be proud of—although the context and how they expressed it were somewhat different. Most important for you readers, however, is not what Marvin motivated me to take pride in. Rather, it is how he did it, namely, by enabling me to savor the pride that accompanies good professional work. He exemplifies what it takes to instill pride in performance among people who work with you. Perhaps even more important, he illustrates what it takes to instill the anticipation of being proud of your performance—far before the results produce pride all by themselves. My most recent visit with him illustrates once again why the most powerful motivation to perform is more about seeking to feel proud than seeking more money or materialistic gain.

			

			
				REVISITING THE MASTER

				It was a Saturday morning in June, and I was a bit nervous about my luncheon date with Marvin. Not only was he my former leader and mentor as managing director of McKinsey & Company, Inc.—he is (in my view) the “founding father” of the entire top-management consulting profession. It is difficult to identify very many true founding fathers in the world of major professional work, but when it comes to top-management consulting, Marvin is certainly as responsible as anyone for the profession. Before he teamed up with accounting professor James O. McKinsey to build McKinsey & Company into a top-management consulting firm, there was no identifiable profession beyond the individual counseling provided by a few leading academics and senior partners of law and accounting firms—or the time-and-motion-study experts. Marvin's vision of a professional firm devoted to helping corporate CEOs resolve the key leadership and management issues for their enterprises was the first of its kind. He paved the way for the countless strategic, leadership, and organization firms—both large and small—that exist today. He also launched and led the early efforts of the Association of Consulting Management Engineers (ACME) to establish a code (including values and capability requirements) for the profession. He stands alone as visionary, standard setter, and institution builder in the evolution of top-management consulting.

				However, Marvin's early career interest was the law. He graduated from Harvard Law School in 1928 and applied for a job at Jones Day, one of the most prestigious law firms in Cleveland, Ohio. As he tells the story, he had not done well enough in law school for Jones Day to hire him, so he decided to go to the then fledgling Harvard Business School to strengthen his record. He was determined to work for a firm he knew he could be proud of, and upon graduation he joined Jones Day in their corporate law practice. From that auspicious beginning, he conceived the idea of top-management consulting—i.e., creating a firm that would bring the kind of professionalism and quality of work that he had found at Jones Day to the leadership and management issues of major corporations. Apparently, he reasoned that helping corporate leaders resolve their critical business issues before the fact would be a much more satisfying career than guiding them through their legal travails after the fact. Thus emerged the embryo of top-management consulting that eventually shaped McKinsey & Company, Inc., as well as the entire profession.

				I consider myself extremely fortunate to have known Marvin for over forty years. I have worked with him in countless McKinsey client and Firm situations and still regard him as the ultimate role model and friend. Nonetheless, I was nervous about this lunch. Perhaps it was because I had not seen him since he'd lost his beloved wife, Cleo, and because my only contact with him for the past few years had been a couple of phone calls. Perhaps it was because I was no longer with McKinsey and wondered how he would view the consulting firm I had recently started; I still wanted Marvin to be proud of me. And perhaps it was because our mutual friend Mac Stewart had cautioned me that Marvin's age (ninety-eight) was finally catching up with him. What would he be like, what would he remember, what would we talk about? Simple enough questions, perhaps, but the circumstances were making me uneasy.

				My flight arrived at the West Palm Beach airport nearly two hours in advance of our appointment. It was only a half-hour drive to Marvin's apartment, so I stopped for a cup of coffee in a quiet section of the airport to collect my thoughts. My mind wandered around the many wonderful memories I have of Marvin and how proud I was to have been associated with him. His first visit to the San Francisco office of McKinsey when I was a new associate stands out. He asked me to describe my one client assignment and was quick to point out both the good and the not-so-good aspects of my description.

				His individual visits with me, however, were invariably warm and enjoyable. I reflected on the many times I had benefited from his unique style of “on-the-job coaching.” He was direct—blunt even—which usually made me squirm. At the same time, it always made me resolve to try a bit harder the next time. He made it crystal clear what behaviors I should be proud of and which ones I needed to change. He was as transparent about his confidence in me as he was about his disappointment whenever he felt I might be “letting your partners down,” as he phrased it. I also reflected on the times he had shared personal moments with my wife and me and conveyed feelings that only come with genuine caring. We always knew when he was proud of us, and we worked hard to justify his trust. My personal time with Marvin always brought out the best in me—and he took a sincere, personal interest in all aspects of my life.

				Throughout my career, Marvin was a compelling role model of professionalism and character. While not perfect himself, he made perfection seem attainable. He set the example in both big and little ways. Certainly, he stood tall when confronting difficult clients in settings where others would have backed off. At the same time, he took great pride in attention to detail and doing the little things well. For example, he always wrote up his own interview notes, whereas most other partners would leave that task to the associates. He kept his own calendar, made his own appointments, edited his own documents, answered his own phone, placed his own calls, and corrected his own mistakes. Marvin seldom considered “leveraging his time” by making others do work that he could do. And most impressively, whatever Marvin said he would do, he did; he never had to be reminded of his commitments—large or small. As a role model for McKinsey associates, Marvin easily stands shoulder to shoulder with the U.S. Marine drill instructors, who are among the best role models in the world. And because he took such pride in attending to the details that produced high-quality, high-impact client work, the rest of us did, too.

				As managing director of the Firm, Marvin's image was not only impressive but also sometimes intimidating. Feelings of anxiety often preceded his formal meetings with the office staff. For over half a century, he was larger-than-life to the associates and partners of McKinsey. To this day, some of the older directors of the Firm still resolve difficult issues by asking themselves, “What would Marvin do?” We all wanted Marvin to be proud of us. And we knew how proud we would feel when we did things he would be proud of—even though he might never know of them. It is hard to overstate the motivational impact of this mind-set.

				At times I resented his bluntness, since it made it impossible for me to explain away or even justify behaviors that were less than exemplary. The look on his face alone was enough to tell you whether your behavior was acceptable. Moreover, since we all soon learned from Marvin what we should be proud of, we each disciplined one another accordingly in his absence. Just as at Marine boot camp at Parris Island, Marvin's top-down influence on our attitudes and behaviors gradually evolved into peer discipline and self-discipline. And when self-discipline kicks in, anticipatory pride takes over as the primary motivational force because you learn that you are actually capable of much more than you ever thought possible.

			

			
				UNWARRANTED ANXIETIES

				One of Marvin's nurses greeted me at the door of his apartment. She pointed to Marvin's study, where I could see him seated in a straight-backed chair facing away from the door. “So where is he hiding now?” I said loudly and playfully, hoping that a little early humor would break the ice. It seemed to work, since I could hear a familiar chuckle from the study that quickly moderated my anxiety.

				As I entered the room, it was not Marvin's physical appearance or age that captured my attention. Instead, it was an all too familiar intensity in his gaze and sparkle in his eye. “Would you like to see the rest of the apartment?” he asked rhetorically. “It's all Cleo's doing, you know.” As he reached for his shiny, chromium walker, he jokingly observed, “This is the Cadillac of walkers, but Cleo insisted I get it. I have to use it all the time now, but it is a lot better than being hauled everywhere in those little motor carts like most of my neighbors. At least I'm getting some exercise.”

				It was endearing and encouraging seeing how much Cleo had meant to him—and still means to him. I had worried that discussions of her would be sad, but again my fears were completely unfounded. Marvin's love for his second wife and his pride in her—as well as his interest in doing what she would be proud of—remains as strong as ever. Clearly, she remains a positive motivational force in his life.

				We talked of many things as we toured the various rooms, e.g., old friends such as Al Gordon, founding partner of Kidder, Peabody (also approaching his one hundredth birthday); children, grandchildren, and great-grandchildren; and visits abroad that various tokens brought to mind. Marvin was concerned about my wife's health, interested in the location of our new home, and curious about my new firm. Nothing escaped his notice or attention. Sometimes his responses were slow, occasionally unclear, but never irrelevant. Every now and then the name of a person or a place would escape him, but no more often than such things happen to me.

				It was a healthy walk from Marvin's third-floor home at one end of the complex to the waterfront restaurant at the other end. Marvin introduced me to his favorite waiter, Benson, who said proudly that any friend of Mr. B's was a friend of his. Benson wondered if Marvin was my father, since the next day was Father's Day. “I'm afraid not,” I said. “I had a wonderful father myself—but if it were possible to have a second one, Mr. B would be my first choice.” We all chuckled a bit at that and settled down to lunch. I asked Marvin's advice on a number of issues concerning the development of my new firm (a bit hesitatingly, I'm afraid, since I wanted him to recognize why I was so proud of it). As usual, his advice was insightful and on the mark. However, when I asked about how he had inculcated basic values in the early days of McKinsey, he found the question puzzling. Values, to Marvin, were natural and intuitive; hence, he could not imagine a professional firm of any stature not having them internalized right from the beginning. How else could you possibly motivate people to do the right thing? I also asked him when and how he knew that McKinsey was headed for greatness. The answer, of course, was the same—he knew from the very beginning: “I had the benefit of working for a great professional firm [Jones Day] while I was forming my concepts and aspirations. . . . I knew what it was like, what the values needed to be. . . . I could never be satisfied with anything less.”

				I also wondered at what point in the early years of creating McKinsey & Company, Inc. he might have found it necessary to replace and upgrade his original group, who were mostly accountants. To my surprise, Marvin indicated that most of them proved able to “rise to the challenge” of what the Firm was building and doing. Their pride in the effort clearly motivated them to outperform normal expectations.

				Of course, McKinsey & Company, Inc. was more important to Marvin than anything else in his life outside his immediate family. His pride in McKinsey never wavers, and that pride constantly motivates him, even at age ninety-eight, to urge his former partners to higher and higher levels of professional performance. And, of course, Marvin always expects the partners to “do the right thing in the right way for the right reason.” While that is also the memorable motto of the U.S. Marine Corps, by far the best living model I know is Marvin Bower.

			

			
				MOTIVATION AND PRIDE REKINDLED

				One of the most interesting things I rediscovered during my last conversation with Marvin was how much I learn “around the edges” of his direct comments. But I have to listen carefully. While what he has to say is valuable, what is invariably more important are the informal context and “aura” of the discussion. And I usually had to reflect back on elements of our conversation to get the maximum learning benefits from any visit with him. This one was certainly no different in that respect, and I came away with renewed insights about how to instill pride in myself and those I work with:

				• Set aspirations that touch the emotions: Impossible dreams are a source of pride even though they remain unachievable. No one really expects the Marines to win every battle and save every life—but that impossible dream is the fundamental underpinning of motivation in the Corps. Institutions with noble aspirations like the USMC have access to a powerful source of pride that permeates all parts of their organization.

				• Pursue a meaningful purpose: Great organizations whose aspirations are not necessarily “noble” still pursue clear missions that provide a meaningful purpose for their people as well as to their customers and shareholders. They also adhere to a simple set of values that determine “how we do things around here.” KFC's purpose of providing “affordable chicken dinners” is hardly noble, but they make it and their values meaningful to their people. As simple as it sounds, surprisingly few companies pay as much attention to their purpose and values as they do to their earnings. Those who do, however, are able to instill pride that can enable their people to perform in stormy as well as calm seas.

				• Cultivate personal relationships of respect: Probably the most lasting benefits to be gained from a lifetime of work in different occupations come from the personal relationships of mutual trust and respect that one develops along the way. Along with family and friends, we want our respected workplace colleagues to be proud of us.

				• Become a person of high character: Integrity, common courtesy, emotional commitment, and unassuming pride in group performance are the hallmarks of great human beings—not intellect, charisma, power, or personal gain. These traits also characterize great leadership accomplishment.

				• Look for the humor along the way: As Mary Poppins said, “a spoonful of sugar helps the medicine go down.” A sense of humor becomes increasingly indispensable as one gets older; perhaps it is the foundation of both wisdom and pride as well as enjoyment. Richard Cavanagh, an old friend and current CEO of the prestigious Conference Board, makes a point of not hiring people who lack a sense of humor; so do I. We both take considerable pride in having fun “professionally,” a capability we developed into an art form under Marvin's wing.

			

			
				WHAT THIS BOOK IS ABOUT

				My simple visit with Marvin illustrates most of what I believe matters about motivation and pride. An intrinsic feeling of pride based on the relentless pursuit of worthwhile endeavors is a lasting and powerful motivating force. This kind of pride is also “institution-building” when it prompts the kind of effective, customer-focused behaviors that deliver quality products and economic performance. Conversely, feelings of pride based upon self-serving or materialistic gains are short-term, transient, and risky—such feelings tend to ebb and flow with the economic fortunes of those involved. They work fine when the winds of fortune blow favorably, but they disappear as soon as storm clouds gather.

				Intrinsic or institution-building pride can take many forms—all of them deeply motivational. You can be proud of doing what people you respect will admire (parents, family, friends, colleagues, mentors, teachers, and heroes). You can also be proud of what you, yourself, know is uniquely good work—i.e., you can strive to create something of real and lasting quality, beauty, and durability—whether it is a painting, a symphony, a rose garden, or a professional firm. You can be proud of how you go about your work because you do it with intensity, integrity, concern for others, and attention to detail. Most important, you can be proud of simply creating unique opportunities for others that you like and respect, helping people around you to achieve their personal best. That kind of pride will clearly motivate you and others to perform at the highest levels over sustained periods.

				The rest of this book builds on what I learned from Mom and Marvin about motivation and pride. It extends well beyond that set of early fundamentals and draws upon the experiences of some of the best frontline motivators I have worked with, known, and researched over my career as a writer and professional consultant to leaders in hundreds of different organizations. It is based upon the fundamental premise that leaders at any level who develop the capability to instill pride in others can use that ability to achieve higher levels of business performance. Intrinsic or institution-building pride is the most important motivational element in a company for the following reasons:

				• Pride
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