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    Praise for


    Take Your Lead


    “As an educator, leader, and project manager, I felt deeply honored to review this work before its release. Richard’s insights are both timely and timeless—his words inspired me on multiple levels. The diagrams, illustrative examples and personal narratives are not only engaging but also deeply practical. This book is a powerful tool for anyone seeking to build resilient, empathetic leadership and team culture. I’m grateful for Richard’s voice and Dr. D’s reflections in this space—it has strengthened my own connection to purpose and the work I’ve been called to do.”


    —Dr. Elwanda M. Bennett, 


    MEDP, PMP


    “Richard Dillard truly has the heart of a servant leader—always giving himself away for the benefit of others. In Take Your Lead Richard takes us on a personal journey of how he constructed his Personal Leadership Platform and then gives the reader some practical tools to apply in constructing our own. No matter where you are in your maturity as a leader, the Leadership Enrichment LIFE-cycle (LEL-c) is a continual improvement process that can help you construct (or improve) your personal platform, as well as that of your organization. You will find yourself returning to this book as your personal and organizational platforms mature.”


    —Evan Breedlove,


    Lt Col, USAF (retired)


    “If you are stone-cold serious about becoming the best leader YOU can possibly be and raising the lid on leadership in your organization, I highly recommend Take Your Lead. But do not approach it the same way you would any other book about leadership; READ it for content first, then go back and STUDY it critically. This is not a typical ‘feel good’ or ‘happy talk’ generic leadership ‘how-to’ guide—this book requires work on your part. This book compels you to look at AND evaluate the person that you see in the mirror every morning. You will have to look deep within yourself and your organization—even in places that may make you a little uncomfortable. But if you can find the strength to open your mind for honest evaluation, this book will without a doubt help you and your organization reach maximum potential!”


    —Frank Ciszek,


    MSgt, USAF (retired)


    “Grow, change, or wither.” Leadership and organizational behavior are dynamic, ever-evolving fields that demand constant reflection and adaptation. For those willing to challenge their perspectives and elevate their leadership approach, Take Your Lead by Richard S. Dillard and Dr. Brian G. Dillard offers a transformative journey. Rooted in the authors’ own experiences, the book offers practical tools and profound insights that seamlessly integrate leadership with organizational culture and performance. The book explores innovative methods for leadership development while clearly defining the personal growth necessary to enhance both individual and organizational performance.


    “Richard and Brian share a deeply personal and authentic narrative which emphasizes the importance of introspection, emotional intelligence, and moral authority as the foundations of effective leadership. Their concept of the “Leadership Platform” introduces a refreshing framework that evolves through real-life experiences, guiding leaders to align their values, beliefs, and behaviors in a meaningful way. Unlike conventional leadership guides, Take Your Lead challenges readers to embrace “non-neutral learning,” a transformative approach that pushes beyond comfort zones and demands sustained personal growth. Take Your Lead is a true call to action for those ready to commit to authentic, purpose-driven leadership. Highly recommended for individuals willing to undertake the hard work of building something meaningful and lasting.”


    —Cynthia J Martin,


    Organizational Transformation


    and Performance


    “I’ve had the privilege of working with Dr D and it is clear that the concepts contained and explained in these pages are not just an intellectual exercise… he practices what he preaches. In the following chapters, you’ll find many ideas to challenge your conceptions of leadership. The authors also provide many thought exercises to “make real” the concepts they explore. If you find yourself stuck, or questioning the next step on your leadership journey, this book is for you. As the Dillard brothers suggest…just start!”


    —Kevin Kennedy,


    Lt Gen, USAF (retired)


    “This book is not for the faint of heart! If you’re looking for a light read that won’t challenge your illusions of yourself, then look elsewhere. If, on the other hand, you want something that can help you become the leader you really want to be, then dive in! This book will present you with timeless truths and hard-won expertise that are sure to challenge any self-deception or illusions you have as a leader and enable you to perceive the reality. It will also give you tools and a method to move forward to where you truly want to be as a leader and a human being. If you do nothing more than read it and think about the ideas presented, it will be valuable, but for those who put into practice the ideas presented, the benefits can be beyond counting.” 


    —Dr. Dan O’Connor,


    Research Director in Defense & Space;


    PhD in Values-Driven Leadership,


    Benedictine University


    “An Exceptional Book on Leadership. Blends leadership and management into a coherent discipline that, if followed, should lead to success in any organization. I only wish this had been available to read when I was transitioning from the Army to industry!”


    —William L. Bond,


    Major General, U S Army (Retired)


  






  

    Take Your Lead: The Motivational Leadership Book for Motivated Leaders


    Richard S. Dillard & Dr. Brian G. Dillard


    © 2025 by Richard S. Dillard & Dr. Brian G. Dillard


    Published by Tyleum Group LLC


    All rights reserved. No part of this publication may be reproduced, distributed, or transmitted in any form or by any means, including photocopying, recording, or other electronic or mechanical methods, without the prior written permission of the publisher, except in the case of brief quotations embodied in critical reviews and certain other noncommercial uses permitted by copyright law. For permission requests, write to the publisher, addressed “Attention: Permissions Coordinator,” at the address below.


    Tyleum Group LLC


    2810 N Church St PMB 954281


    Wilmington, Delaware 19802-4447 US


    https://www.tyleumgroup.com


    Ordering Information:


    Quantity sales. Special discounts are available on quantity purchases by corporations, associations, and others. For details, contact the publisher at the address above.


    Orders by U.S. trade bookstores and wholesalers. Please contact Publisher:


    Tel: (618) 920-6164; or visit the following to send Direct Message to Authors: www.linkedin.com/in/rsdillard/


    www.linkedin.com/in/dr-brian-dillard-60861165/


    Printed in the United States of America


    Publisher’s Cataloging-in-Publication data


    Richard S. Dillard, Author


    Dr. Brian G. Dillard, co-Author


    Take Your Lead : The Motivational Leadership Book for Motivated Leaders /Richard S. Dillard & Dr. Brian G. Dillard


    p. cm.


    ISBN (Hardcover) 979-8-9989890-0-1


    ISBN (Paperback) 979-8-9989890-1-8


    ISBN (eBook) 979-8-9989890-2-5


    ISBN (Audiobook) 979-8-9989890-3-2


    First Edition


  




      [image: Image]



    Table of Contents


  


    	Title Page

    	Praise for Take Your Lead


    	Copyright


    	Preface


    	Foreword


    	Acknowledgements


    	Dedication


    	Ugh! Another Leadership Book?


    	Introduction: Real Leadership Undiscovered


    	What Real Leadership Is/Is Not


    	You and Me as Real Leaders


    	About This Leadership Book


    	Part 1: Backdrop for a Leadership Platform


    	Part 2: The Pathway to Leadership Enrichment


    	Conclusion


    	Afterword


    	Backmatter for the Preface


    	Bibliography


    	Credits and Post Script


    	LEL-c Navigation Aid


    	Mr. D’s Personal Leadership Platform


  




  
    
      [image: Image]



    Preface


    Leadership and organizational behavior are phenomena. They are dynamic and captivating. Rich in complexity and depth, they rank among the most extensively studied topics in management. Fueling it all is a seemingly endless stream of information, which researchers use to continually examine how various leadership styles influence everything from employee motivation and productivity to organizational culture and effectiveness. At the same time, a vast array of individuals—from business moguls to budding entrepreneurs, tenured professors to undergraduate students, senior pastors to lay leaders and government officials to public servants—strive to stay current with the latest research findings, books and empirical studies.


    What if, despite (or perhaps because of) that abundance, we’re still largely unable to realize its full potential—for ourselves and the organizations we serve—due to the persistent paradigms that keep us trapped in rigid hierarchies, unadaptive environments, and transactional relationships? Now, imagine a world where leadership isn’t confined to boardrooms or hierarchical structures and where leaders aren’t constrained by their job titles or positions when it comes to changing the organizations they serve. Instead, it’s a highly personal and constructive proposition that has the power to unleash dynamic organizational forces that transcend boundaries, ignite innovation and foster genuine human connection. This book challenges the traditional paradigms of leadership and invites you to explore a new realm where your leadership is perpetually renewed. Join us on a journey to rethink and reframe what it means to lead in the 21st century—where the true power of leadership lies not in authority but in authenticity… not in a position but in a platform… not in any old platform but in your Leadership Platform.


    More on that shortly, but before we begin our journey together, we would like to express our sincere gratitude. We’re honored you would choose to spend some of your time exploring the phenomenon of leadership with us. We also want to applaud you for your motivation, and we want you to know that the powerful ideas presented here are for you, regardless of where you are in your career progression or in life! And to help you get the most out of this book, we’re sharing the following hallmarks of our approach:


    

      	Vision: It is written by two authors with a combined 82+ years of professional experience, yet we don’t want you to take our words as final. What we’re offering is a fresh perspective and the opportunity to propel untapped depths of potential toward unrealized heights of performance, personal and organizational.


      	Strategy: This offering uses a format where key sections are written by the author, Richard Dillard (‘Mr. D’), based on observations and experiences from the past 41 years. These sections are frequently punctuated by some Reflections and Opportunities from a co-author, Brian Dillard (‘Dr. D’), adding perspective from his 41 year career to date and even a little humor to lighten things up. 


      	Structure: It is carefully designed to elicit a response and produce what we’ll present later as “non-neutral learning opportunities” for the reader; initially through active, participative engagement with the book (i.e., structured learning) and later in what you do with it through daily activities (i.e., unstructured learning) related to work, family, or community reinvestment.


      	Function: Our singular goal was to transcend the constraints of traditional writing, compelling you to embrace a new way of thinking that leads to deeper knowing, ignites a passion for doing, and culminates in higher levels of performing.


      	Form: This is what follows function. It’s the new shape of things as decision becomes destiny, commitment becomes catalyst, action becomes accustomed and effort becomes excellence. We have no way of predicting what that will look like for you. This remains, as it has always been, your domain.


      	Feelings: Today, more emphasis is placed on this facet of our human experience than perhaps at any other time in history. And we know first-hand there will be times when you will not feel like doing it, nor will you feel that it is even useful or necessary…whatever ‘it’ becomes for you as a result of engaging with this book. While feelings are tied to emotions and both play significant roles in your decisions, commitments, actions and efforts, they are often misplaced—both in order and relation.


    


    

      	Order: Feelings that follow form are less deceptive than those that attempt to produce a forced form prematurely.


      	Relation: Emotions that rise to support these feelings are more powerful and sustainable than those typically accompanying impulsive or reflexive responses.


    


    So here’s a foresighted suggestion from your fellow sojourners: Don’t rely on feelings to shape form. Decide, commit and act even when you don’t feel like it.


    Is it simple? Yes.


    Is it easy? No.


    Does it work? Absolutely.


    Now, back to the real substance of the subject matter at hand. Although this book explores the topic of leadership, our approach differs significantly from that of many other authors who have examined this complex phenomenon. The entire Preface actually serves as an illustrative example. It’s intentional and, for us, unavoidable. We are convinced that something equal to leadership must be examined first…a primer for what awaits.


    So, what’s so important that it warrants this kind of attention before we start to unpack the leadership phenomenon? In the simplest terms, the relationship between management and leadership and the cause-effect dynamics of leadership, organizational culture and performance as it relates to long-term competitive advantage.


    Setting the Scene


    Business management and improvement methods, models and theories are widely taught, extremely prevalent and in use everywhere in the public and private sectors. They all have a common aim: to help managers effectively and efficiently achieve better organizational outcomes, regardless of vision, mission, or values. Yet there are two aspects of modern management that stand out from the rest: leadership and organizational culture.


    Before diving in to address leadership head-on, we’re taking a few pages to examine the principal idea that, no matter how valid or robust management concepts may be, individually or collectively, they cannot compensate for a defensive and non-adaptive organizational culture. Further back and higher up in the cause and effect value chain, it is clear from decades of research that organizational culture ultimately determines the efficacy of management and, as a result, organizational performance and long-term competitive advantage. But when truly examined, it is leadership that emerges as the means by which a more constructive and adaptive organizational culture can be established.
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    For this book, management efficacy is defined as how efficiently a manager guides their team to achieve better results from the goals they establish…better organizational performance outcomes that secure and preserve competitive advantage. It is measurable and encompasses leadership, communication, decision-making and adaptability, ultimately leading to higher employee engagement, productivity and overall team performance. To ‘set’ goals is incredibly important for an organization and one of the core activities of management. But what it takes to ‘get’ those goals is in the domain of leadership. Herein lies an incredible opportunity, and it comes in the form of our ability and willingness as leaders to promote a culture that produces those results over time. This is because the real measures of merit in goal-getting through short-, mid- and long-term objectives are efficiency-oriented (progress made toward goal completion, or what it takes to reach an objective and reduce time to value) and effectiveness-oriented (outcomes produced by goal completion, or what happens as you achieve an objective and begin to realize that value over time).


    In the pages that follow, our goal is to clearly establish that a constructive and adaptive culture is not just preferred but required to reach and achieve goals through incremental objectives over time. We’ll also establish that leadership is the first-cause of organizational culture, and that it is essential to unleashing a wealth of previously untapped personal and organizational potential. And when this happens, a newfound capacity for managing to achieve higher levels of organizational performance and long-term competitive advantage can be realized.


    Where Does It All Start?


    Well… right from the beginning. We’ve already alluded to the idea that management is the process of effectively and efficiently working with people and resources to accomplish organizational goals (Bateman & Snell, 2011, p. 14). This sounds like a lofty endeavor. And it is if you do not have the right set of tools or the skills to use them.


    In order to gain competitive advantage through the accomplishment of organizational goals, Bateman & Snell (2011) further suggest that managers abide by fundamental principles to fulfill the core management functions of planning, organizing, leading and controlling. And as every new manager quickly discovers, there are myriad management strategies and tactics that can be applied in the fulfillment of these core functions.


    According to 12manage.com (2012), there are as many as 400 business management approaches with an additional 2000 business concepts to be explored through their management dictionary. Yet there is one thing they have in common: all are designed and/or applied to help managers effectively and efficiently achieve organizational goals. This is what classifies them as “management” approaches.


    With so many options from which to choose, is it any wonder the late Dr. J. Clayton Lafferty once quipped over 38 years ago: “Management is a uniquely thinking activity” (Human Synergistics, Inc, 1987)? Any manager today with more than a little experience knows he was right. Managers must accurately assess and understand the environment—external and internal—to be successful, and not simply pick from the management cafeteria any approach or concept they ‘hope’ will work. They must be careful to select the best management methods and models, and they must apply the most useful theories. Well that would take experience…yes? Maybe not.


    The late Dr. W. Edwards Deming, world-renown American statistician, professor, author, lecturer and consultant would often say in interviews and throughout his popular four day management seminars: “There is no substitute for knowledge” (Deming, 1994). He would go on to say something to the effect that, if you didn’t have a method for managing you were ‘goofing off’ and to do your best without knowledge actually has the effect of making things worse. In other words…take the time to educate yourself, on the situation, the people involved, the Whisky 5 Hotel (what, when, where, who, why, how). Education will not guarantee you make the right decision or choose the best method or get the best results, but it can help you with comparing what’s available and with recognizing the less effective ones faster as you apply them. This is because the more knowledge you have, the more options you have.


     

    Dr. D’s Reflections


    My first supervisor in the Air Force always said, “Flexibility is the key to airpower!” I would argue flexibility is the key to just about anything…especially sustained performance that produces competitive advantage.

    
    


    This also means that managers must approach every decision based on what Lafferty (1987) termed ‘thinking activity’ and Deming (1994) ultimately labeled ‘profound knowledge.’ They both knew that as managers strive to gain competitive advantage for their organizations by achieving goals through planning, organizing, et al., they would need to remain adaptive (e.g., the ability to adjust or modify). Adaptability is an essential organizational performance enabler for rapid and successful change implementation in response to shifting environmental conditions, and one of the most important factors that influence an organization’s responsiveness is culture (Bateman & Snell, 2011, p. 72). And this may come as a surprise, particularly to those who consider themselves great managers; the first cause of organizational culture is leadership…not management.
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    While management is focused on planning, organizing and controlling organizational capabilities—process, technology, and data—for maximum effect (i.e., outcomes), leadership is focused on creating the most constructive and adaptive culture wherein people can exploit and continually renew those capabilities for better organizational performance and increased competitive advantage.


    The phenomenon of leadership deserves special and focused attention, so we wrote a book on it…this one. But we felt that it was necessary to hardwire the leadership-culture-performance connection and call specific attention to the impact of culture on the efficacy of management and the extent to which managers are able to successfully apply a variety of strategies and methods to increase organizational performance and maintain a competitive advantage.


    The aim of this Preface—like the rest of the book—is today’s professional manager, and its goal is threefold: (1) to help you recognize the impact culture is having on your efforts to achieve organizational goals, (2) to help you realize the incredible potential that a more constructive and adaptive organizational culture has for improving performance and long-term competitive advantage and (3) to help you resolve that culture can be managed and that it must be managed by the best method and most useful theories related to leadership.


    Perception of the Need


    Making the case for a connection between culture and management efficacy, Bateman & Snell (2011) assert: “Most companies today know that adopting a customer orientation, improving quality and making other moves necessary to remain competitive are so essential that they require deep-rooted cultural change.” Reinforcing this connection is mounting evidence from research on the impact of culture for more than half a century underlining (e.g., non-financial ROI) and bottom lining (e.g., financial ROI) real value for companies willing to engage in the effort. Ask almost anyone in business today and they’ll tell you: “organizational culture can and should be managed.”


    Yet in spite of assertions by the experts, mounting evidence and widespread agreement, culture change remains elusive for many organizations and largely unhampered by meaningful activity since the term first appeared in scholarly journals in the early 1980s or became popular management jargon in the early 1990s. Why is that? Perhaps it’s reflective of a general distrust of the experts or an inability to fully understand or appreciate the evidence. Or perhaps organizational culture simply gets overlooked or eclipsed by faster, easier and more popular management strategies.


    As you know from reading to this point, the challenge begins with leadership. Both culture and change (or culture change) require leadership. Leadership is the supreme cultural antecedent. Dr. Deming (1986) taught that companies must “Adopt and institute leadership” (p. 54). He also taught that in order “To manage, one must lead. To lead, one must understand the work that he and his people are responsible for” (p. 76). And we agree with Dr. Deming that this includes knowing his people, not just the work. This idea will get explored deeply in the remainder of this book, but for now it’s important to emphasize that this “knowledge of people” includes more than just their name, job title and surface-level interests, but their hobbies, how many kids they have, their favorite team, etc. Perhaps most importantly, what turns them up versus shuts them down. We’re not saying that you need to become close personal friends, only that building these constructive relationships can become a conduit for the exchange of better information, and that information can develop into new ways of working that routinely exceed expectations.


    There is no other responsibility of management where this is more appropriate than when it’s applied to organizational culture. While oft-criticized for being a “management basher”, Dr. Deming knew in the middle of last century that a large part of the work we are responsible for is related to people and the culture of the organization. He also knew we were (a) in a crisis and didn’t know it and (b) largely still unaware of the real power of leadership when it comes to transformation. To give us the opportunity of getting Out of the Crisis (Deming, 1986), he introduced 14 Points for Management (Ch. 2) to apply and Seven Deadly Diseases (Ch. 3) to avoid. Then, in The New Economics (Deming, 1994), he proposed a System of Profound Knowledge to aid management in their responsibility of transforming the prevailing managerial style with what we’re going to refer to as Real Leadership—a term you will see repeated throughout this book because it’s the only way you can truly Take Your Lead.


    That same need to transform management (and organizations) with Real Leadership still exists today. It is a cycle that starts with each new generation entering the workforce. Tragically, most of the effort is still expended on managing common resources equally available to all organizations such as property, procedures, and so on. Little, if any, effort is expended on leading human resources or building a constructive culture; aspects unique to each organization and key differentiators that offer substantial competitive advantage. A key finding of Right Management from one of their global studies of nearly 29,000 employees from ten major industry sectors in 15 countries across the Americas, Europe and Asia-Pacific was that “Fewer than half of all employees work in an organization that is perceived as having capable leaders and people systems that drive the right behaviors. Leaders play a key role in creating a culture of engagement by directly or indirectly impacting all factors of engagement” (2010). This positions culture change as a key differentiator between merely managing and actually moving to the next level, and changing it requires Real Leadership.


    Building on this concept, Human Synergistics® International (2012)—herein referred to as Human Synergistics International or simply Human Synergistics—asserts that leaders shape the way people think and behave… they set the agenda. Leaders influence the organization’s culture and in turn the long-term effectiveness of the organization. Leaders and managers set the context within which organizational members strive for excellence and work together to achieve organizational goals (The Impact of Leaders on Culture, paras 2 and 3). Taking it a step farther, Allan Stewart, president of Human Synergistics Canada, writes in How Leaders Impact Culture that, in reality, “…everything is driven by the organization’s leaders (past and present)” and, therefore, “…leadership skills and qualities are essential to building a constructive culture” (2021). In Leadership/Impact® (L/I), an assessment that measures the impact leaders have on performance, Robert A. Cooke, Ph.D., Human Synergistics International CEO and distinguished academic, concludes that managers cannot be considered to ‘lead’ (i.e., guide or direct) unless they, in some way, “…transform, shape, and influence the environment within which people operate and the ways in which they approach their work and interact with each other” (2012).


    Getting directly at the core issue holding organizations back in their effort to transform managership with Real Leadership, Shaun McCarthy, Chairman of Human Synergistics in Australia and New Zealand suggests “…those in leadership positions know what needs to be done. They know how to lead. They know what an effective culture looks like…they just don’t do it” (2005). Leaders either translate “knowing” into action, or “doing”, or there is a knowing–doing gap that the organization falls into, thus ignoring their role in managing organizational culture altogether or merely paying it lip-service.


    McCarthy concludes “Few leaders intentionally set out to create a defensive culture [or one that is unadaptive and averse to change]. They simply do not understand the impact of what they do and how they do it” (2005). Lack of understanding this impact helps explain why many leaders personally fail and why many organizational cultures suffer from lackluster leadership—a topic we address exhaustively in the rest of this book.


    From all of these observations and conclusions, it stands to reason that leadership shapes culture; culture determines the efficacy of management; managerial effectiveness drives performance; and organizational performance sustains competitive advantage. Unfortunately, the perception of the need to renew and improve organizational culture is not widely held in management circles and, if it is, it doesn’t run very deep. If you have not heard or already acted accordingly, people don’t leave bad companies on their own…they leave bad managers. No matter what they put as their reason for leaving, you can probably tie it back to a single manager that did not do their job effectively; did not lead.


    Case in Point


    Consider one example from the commercial mid-market. INXS Global (the company name is fictional; the illustration is factual) formed in the late 1990’s through the merger of three separate organizations, each operating to some extent on a global scale. In the years that followed, INXS Global struggled to become a viable competitor in their market, in spite of throwing a host of new management approaches at the problem. This is not uncommon or unusual. Many companies struggle during post-merger integration…particularly with the clash of cultures.


    After some initial strategy sessions, the largest revenue producing business unit (BU), one of three in the new INXS Global, emerged with a plan to add new service lines (innovation), improve current products (quality), provide exceptional customer value (service), decrease time to market (speed) and implement waste reduction programs (cost). To meet these objectives and fulfill the fundamental success drivers for competitive advantage (Bateman & Snell, 2011, pp. 9-13), cross-functional teams from across the BU were busily engaged in: (a) expanding services lines, adding a leading-edge service offering to the portfolio; (b) initiating an 18-month, $1.5 million software development project, converting a clunky legacy system over to a new service oriented architecture (SOA) platform; (c) adding online self-service capability to the customer portal and streamlining off-site call center operations, decreasing call center volume and improving first contact resolution; (d) adapting product development through the creation of a hybrid methodology using Agile and traditional Waterfall to define smaller, more iterative release packages that reduced development time for more rapid product deployment; and (e) implementing Lean Six Sigma (LSS) as a means of eliminating waste, with the goal of decreasing overall process cycle time and saving the business unit hundreds of thousands of dollars year over year.


    Sounds impressive, right? It was! They certainly had a team of high-performance managers that accomplished a lot together. And their focus appeared to be on all the right things; inclusive of all 5 management objectives for delivering competitive advantage. No doubt about it. And for a short period of time, it worked as advertised in all the management journals. Between 1999 and 2002, everything appeared to be heading in the right direction.


    By 2003, however, it was a different story. As a result of external market pressures and an inability to respond with necessary agility, the company was forced to dismantle the product development group in that particular business unit altogether, and to defund all major new product/service initiatives enterprise-wide. Essentially, they could no longer afford to pursue the goals originally established to grow the organization. In fact, INXS Global launched multiple rounds of lay-offs—“right-sizing” as the latest management buzz-word of the era would prefer it be called—and some of the members that remained were forced to accept demotions in lieu of a lay-off as the organization “restructured” while others had their salaries red-circled to avoid additional cost. Ultimately, both voluntary and forced attrition would continue through 2009, leaving INXS Global a skeleton of what it was after the merger. What explains this?


    History and a host of other related examples from “business-as-usual” will show that lay-offs and overall decline were inevitable. The positive results they achieved, primarily between 1999 and 2002, were not sustainable because the culture of INXS Global was defensive and non-adaptive—a direct result of not making culture change a strategic priority for post-merger integration. As a result, this lack of readiness for change undermined the efficacy of every other management approach they implemented in the effort to improve performance and remain competitive.


    The Nature of Organizations


    The reality is every organization struggles with the impact of culture on the efficacy of management, including high-growth organizations like ENRON, high-reliability organizations like NASA, and high-precision organizations like those currently providing services in our Nation’s independent health care systems. For most in today’s global economy, across the competitive landscape pressures to succeed are exceedingly great and margins for error infinitesimally small. If there is a silver lining in all of this, it is the fact that we do not have to go back very far in history or look very hard in literature to ascertain the precursor of what is taught today in business school as the “ENRON Scandal” [1] in the Energy industry (2001) or to find the cause of Space Shuttle Columbia’s disaster [2] (2003) or to determine what precipitated the need for the 100,000 (now 5,000,000) lives campaign [3] in Health Care (2005).


    It is now well documented, in each case, that lack of strong leadership played a significant role and that failure to change organizational culture was a principal cause. Moreover, thanks to the work of companies like Human Synergistics International, Kilmann Diagnostics, Denison Consulting, et al., we do not have to search endlessly for a viable way to correctly diagnose leadership and organizational culture, or to improve their impact on managerial and organizational effectiveness.


    On the upside, the data shows that more companies in the United States and United Kingdom are starting to pay more than just lip service to workplace culture. A recent research project conducted by Censuswide on behalf of Redgrave (2025) revealed that “…91% of survey recipients say the leadership team prioritizes workplace culture, with half saying it’s a top priority.” On the downside, many—safe to say, most—can’t sustain it. This same study showed: “Almost 9 in 10 respondents have experienced cultural deterioration in a workplace.” But, in their words…


    “…perhaps the most telling factor is ineffective leadership. A quarter of those who have seen culture deterioration in an organization before say a primary cause was a lack of clear leadership and direction. Almost a quarter (24%) say this was due to inconsistent communication from management, while 24% say that a change in leadership or organizational restructuring was the primary cause.”


    This explains, in a nutshell, why this Preface is so necessary in terms of establishing the aforementioned leadership-culture-performance connection.


    We believe part of the challenge lies in a misunderstanding of how organizational culture is defined and a misattribution of how it is created.


    Organizational Culture Defined


    Organizational culture has been described in different ways by many authors. For example, Verbeke, Volgering, and Hessels (1998) identified 54 different definitions in the literature between 1960 and 1993” (p.567).


    After their own exhaustive research, Cooke and Rousseau (1988) attested: “While specific definitions differ, they all tend to emphasize certain things: (1) Culture is something shared by members of an organization; (2) values (what is important), and beliefs (how things work), are central components of culture; and (3) culture encompasses norms and expectations that influence the way members of organizations think and behave.”


     

    Dr. D’s Reflections 


    In one of my classes on Innovations in Technology, students investigated a new technology from a list of ten and argued for or against its adoption. Although the adopting company was fictional, one assignment required assessing the social aspects of implementing the technology. This highlighted the importance of organizational culture, which can influence products and services, impacting the company’s reputation and diluting its hard-earned differentiators.

    
    


    Having worked extensively with Human Synergistics International’s Organizational Culture Inventory® (OCI®) and for more organizations than either of us care to count over the years, we’ve adopted what some consider to be a “middle-ground” definition that balances ideational (i.e., unobservable assumptions, values, beliefs and ideas shared by members of an organization) views of culture with opposing adaptationist (i.e., observable customs, rites, ceremonies, stories, heroes and other patterns within the organization) views (Szumal, 1998, p.2).


    As measured by the OCI®, organizational culture refers to the behavioral norms and expectations that: (a) guide the way people interact with one another and approach their work and (b) reflect shared values, beliefs, and/or other organizational factors. This definition forms the basis for the rest of this book.


    How Culture is Created


    Culture begins with the founders of an organization and continues to develop through successive leaders as the organization matures and grows. In the How Culture Works Model, Human Synergistics International suggests that founders begin to establish organizational culture (i.e., the internal environment) as they consider the complexity and volatility of the external environment. This culture is rooted in the assumptions they make about people, the world and the way things work, as well as the values they espouse. If the sets of assumptions and values are coherent, they provide a broad base for viewing, feeling and approaching the world—a philosophy for subsequent generations of organizational leaders. To the extent they are shared widely and strongly, they provide a basis for a consistent pattern of expected behaviors. Over time, this pattern becomes discernible in the ways that people relate to each other and that seem to work, and eventually the pattern becomes a comprehensive framework (i.e., culture) that guides an organization’s “way of doing things”. This way of doing things ultimately determines individual, group and organizational outcomes through the impact it has on the efficacy of every management method, model or theory-in-use. A principal caution here is that these assumptions occur very early in this process and they are seldom, if ever, questioned thereafter. As it turns out, this is problematic. If your like us, you remember what your Dad told you: “When you assume, you make an…”. Well, you can finish that. The point is, it’s good to revisit these assumptions if you want to create a constructive and adaptive culture. So, does that mean the less the ambiguity, the better the culture? Maybe! It all depends on whether leadership has the courage to call into question their own assumptions about people, the world, and the way things work.


    General Types of Culture


    Organizational cultures can be weak or strong depending on the level of influence they exert over how people think and behave (Bateman & Snell, 2011, p. 72). They can also exist at three different levels in the same organization, at the same time: dominant culture, subcultures, and counter-cultures (Cooke & Rousseau, 1988). While the overall culture will reflect dominant norms, subcultures reflect where differences are (i.e., occupational groups, departments, tenure, functions, etc.) and counter-cultures reflect where there is a conflict with other subcultures or with the dominant culture (i.e., shared values, behavioral norms, etc.). It’s helpful to remember that no two people are completely alike. We were all raised differently, by different people, in different homes, etc. The variables in play are exponential.


    Your awareness of different types of organizational cultures as you lead is as important as awareness of different national cultures as you travel abroad. The difference is, you can measure and improve the former to achieve the types of outcomes all of us are after in business; you are generally stuck with the latter and have to make the best of it until you get back home.
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    Perhaps you read, as we did, in one of your management courses that an organization can be broken down along the lines that:


    

      	roughly 50% of your workforce will produce 50% or less of an organizations overall output,


      	around 40% of your workforce will produce between 50% to 100% output, and


      	less than 10% of your workforce will be willing to work at a level above 100%.


    


    The tendency of an inexperienced manager would be to rely on the 10% to carry the team and not address the 50%. Even though it’s easy, don’t fall for that. You will burn out that top 10% and it is not sustainable. Let the top 10% do their job and work to remove barriers around their successful work. Concentrate on empowering the other two groups, applying leadership, and ensuring the culture is one where everyone is able to contribute in ways that elevate individual, group, and organizational performance. That is the challenge…


    To help address that challenge directly, according to the Organizational Culture Inventory®, organizational cultures can exhibit various behavioral norms and be categorized into one of three dominant clusters: (a) Constructive (i.e., interact with others and approach tasks in ways that meet higher order satisfaction needs), (b) Passive/Defensive (i.e., interact with others in ways that will not threaten personal security) or (c) Aggressive/Defensive (i.e., approach tasks in forceful ways to protect status and security) (Szumal, 1998, p. 3).


    As Mr. D has previously discussed in Miracle Cure: The Amazing New Elixir of Corporate Culture (Dillard, 2009), the two ends of the organizational culture continuum are Defensive/Non-adaptive (e.g., Unhealthy) and Constructive/Adaptive (e.g., Healthy).
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    Generally, unhealthy organizational cultures are inactive or reactive and characterized by: (a) competition between the parts, (b) a focus on fixing the blame, not the system and (c) fear and preservation of the status quo.


    In contrast, healthy organizational cultures are proactive and characterized by: (a) high levels of collaboration and cooperation, (b) high levels of personal responsibility and accountability and (c) high levels of individual initiative and engagement.


    These characteristics make all the difference in the effectiveness of any approach to management through the leadership-culture-performance connection introduced earlier. And to advance the concept that organizational culture has an impact on the efficacy of management, we need to first hardwire the connection.


    The Connection Explained


    The broad application of Leadership/Impact® [4] by Human Synergistics International in several countries has revealed that most top executives want to influence people to behave constructively but are unconsciously leading people in ways that cause them to behave defensively, either through their own defensive behavior or the organizational practices they deploy that encourage people to behave that way (McCarthy, 2005). The data that were reviewed in arriving at this conclusion included responses from over 2,000 senior executives and over 14,000 direct reports.


    Not surprisingly, people look to what goes on around them on a day-to-day basis to determine how they should approach their work and interact with one another, and what they see causes them to conclude the type of behavior that is required to “fit in”:
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    Because of the impact senior leaders have, how they really intended for their managers/leaders to behave gets thwarted by the behaviors they actually promote. And because of the leadership-culture connection, the very behaviors employees see from their managers/leaders gets interpreted as what is expected in order to fit in and get on within the organization. If these expectations lead to behaviors that are defensive, it can produce “…lower levels of individual satisfaction and motivation, lower levels of teamwork and co-operation, and lower levels of customer service and quality….That’s the leadership-culture-performance connection” (McCarthy, 2005).


    Regardless of how valid or robust a management method, model, theory or approach may be, imagine trying to achieve organizational goals with the outcomes listed above. There is no doubt that culture impacts managerial effectiveness, which determines the extent to which management’s effort to improve performance and deliver competitive advantage will be successful. It’s a “cause-effect” relationship.


    Impact on Management


    Because there are literally hundreds of different business management approaches and 2000 additional business concepts, of which organizational culture is one and against which organizational culture can be evaluated for impact, this Preface examines the impact of organizational culture on the efficacy of management and hence competitive advantage in the context of the five fundamental success drivers that Bateman & Snell (2011) call specific attention to: Innovation, Quality, Service, Speed and Cost (pp. 9-13). This will clearly establish the connection between organizational culture and performance through the impact it has on the efficacy of management, as well as underscore the reasons companies like INXS Global failed to sustain competitive advantage.


    The table below provides a good summary of the impact of organizational culture on the five fundamental success drivers of management, and it is followed by a detailed explanation.
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    Unless otherwise cited, all results and conclusions are drawn directly from the research and development work


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

      	A study of 200 blue-chip enterprises in 22 industries over an 11 year period by Kotter and Heskett of Harvard Business School found that organizations with the strongest adaptive cultures had significantly higher performance than firms with rigid or weak cultures. [6]


      	Values guru Richard Barrett found that the return on assets and return on equity in companies with the ‘best’ (defined here as Constructive/Adaptive) cultures was higher than the S&P 500 from 1991 through 1997. [7]


      	Examining 950 businesses across sectors, Denison Consulting also found a correlation between culture and the bottom line. Such cultural traits as involvement, consistency, adaptability and mission were positively linked to operational performance measures, including return on investment, product development, sales growth, market share, quality and employee satisfaction. [8]


      	Hospital Corporation of America (HCA) found that its 12 highest performing hospitals in terms of financials were also its 12 highest culturally performing hospitals, enjoying an employee engagement ratio of 5.68, as compared to an average of 2.44 for the entire system (173 hospitals) and 1.83 for its lowest performing hospitals. HCA also found a steadily decreasing employee turnover rate of 16.6 percent for the highest performers versus a steadily increasing turnover rate of 23.3 percent for the lowest performers. [9]
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