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Foreword by
Robert Knowling


The Cycle of Leadership


This book is a milestone in a journey I have been on with Noel Tichy for twelve years. His books and advice have been invaluable to me. As a senior executive at Ameritech and U.S. West, as CEO of Covad and now of Simbion Technologies, as a board member at Hewlett-Packard, Heidrick & Struggles and Ariba, and as a committed community leader, I have applied many of the practical lessons from Tichy’s work.


There are two aspects of his work that I find invaluable. First, he is always ahead of his time and his lessons are of enduring value. Second, and more importantly from where I sit, Tichy lives it. He is out in organizations struggling side-by-side with business leaders, helping them apply his concepts.


This book introduces the concept of the Virtuous Teaching Cycle and places it in the core DNA of winning companies. I am certain that in the future, it will be how we develop leaders, how we generate knowledge, how we align people and how we drive results.


Because Tichy goes into the field not only as a theorist/observer—your typical academic—but also as a practicing clinician, his advice is extremely practical and realistic about what it takes to execute his frameworks. He has tested it all out many times over in his clinical practice. The Handbooks at the end of his books are really a clinician’s field guides—based on his own experience—to applying his concepts. This is really important, because the good CEOs I know are all on a continuous mission to improve their organizations and do not have time for irrelevant chatter.


My Leadership Development Wake-Up Call


Earlier in my career, I used to think that being in a state of development or admitting that you were learning and growing on the job were signs of weakness, which led me to suppress any hint that I might be an incomplete product.


This attitude was in part a result of my growing up in the old Bell System, where a leader could never show vulnerability. Leaders were expected to know the answers and to be the “answer man.” In fact, once you reached a certain level, you stopped attending management development training and, other than an obligatory summer “executive development” tour at some university, the idea of development didn’t apply to you.


My orientation changed when I began to work with Noel Tichy. It’s important to note here that I was a tough convert. I wasn’t at all convinced about his methodology, so had it not been for the commitment of Bill Weiss (CEO of Ameritech) and later Dick Notebaert (successor to Weiss, currently CEO of Qwest) to change the Ameritech management system, I would probably not have come around. It was their embracing of the process and their willingness to make themselves vulnerable that made Tichy’s process work and started me on a leadership learning journey that continues to this day.


Back in the early days, I didn’t understand that my personal development and my work in the new role of leader/teacher was an evolving process that never ends. I’m almost certain that the greatest leader/teacher of our modern era, Jack Welch, would probably tell us from the retirement deck that he’s still learning and developing.


When I look at the successful championship runs of great CEOs like Welch, Phil Condit at Boeing, John Chambers at Cisco, Dick Brown at EDS, etc., I see leaders who have made teaching, learning and development a cornerstone of their business models. I see these leaders making themselves vulnerable, and I see them embracing the fact that they are growing and developing just like everyone else in the organization.


Herein lies the key to their success: they set a tone in the environment of the company that it’s okay that we don’t have all the answers, and it’s okay that we don’t have it all figured out. It’s even okay if we make mistakes sometimes. So, while these very direct, high-energy and hard-driving CEOs command the complete attention of their organizations and have delivered stellar business results, they are real-life player/coaches that employees can feel and touch.


The Bell System wasn’t like this. It was a highly political environment that valued continuous learning on the technical side but largely ignored the possibility that any of its executives might need help with their leadership skills. The companies were very hierarchal and the emperor was never seen without clothes. So, it comes as no surprise when I say that I was highly skeptical when the senior leaders at Ameritech took off their jackets, rolled up their sleeves and started working with Coach Tichy on building up their leadership strength.


I can recall my efforts to thwart the Tichy program. He had been working very closely with the top 120 leaders of the company to help us reinvent the business. The process was long, painful and time consuming, and we all still had our regular day jobs to do. The group of 120 had gotten together for four days with the senior leaders to assess progress and map out the next legs of the journey.


One night after a grueling day of debate and planning, I took the initiative in the bar to convince three of the four senior leaders to put a halt to a process we were going to be put through by Tichy and the senior leaders. Tichy was going to have us rank one another on how we were doing as team players, how much progress we were making getting the transformational work done in the business, how well we assisted and helped others, and how much we were growing as a leader.


This process frightened me. I felt that the rankings would expose my weaknesses. I would be naked as a leader and, even worse, the exposure would come at the hands of my peers—the same peers I had competed against for years to get ahead in the game. I had been in plenty of close games before in my athletic career, and I’m the type of guy who wants the last shot, or the last at bat, or to be the guy with the ball in my hands when the game is on the line. This Tichy-devised process took the control completely away from me. I would clearly be exposed.


The next morning, after I did my insurrection and thought I had won, I remember Dick Notebaert saying to me, “I think you’re one of the most terrific people we’ve got in this business. You know how I feel about you. But there’s a fundamental difference between you and me. I have navigated my career a lot like you have, all bent on my individual achievement, all about me, etc., but I’ve been exposed to some new things here and I’ve got a different perspective. The difference between you and me is that I’m willing to try this new stuff, I’m willing to make myself vulnerable, and you’re not. But if somehow, Bob, you can trust this process and make yourself vulnerable and just be willing to try it, I think you might come out of this thing with a different perspective. My hope for you is that you don’t bullshit the process and that you engage in it and do some analysis.” It hit me, if Dick is willing to try this, what do I have to lose? His participation
and vulnerability really got me in the gut.


It also marked an important inflection point in my career and in my journey. The forced rankings were the most emotional yet fulfilling development intervention in my entire career. The things that I feared would come out about my “Lone Ranger” style indeed did come out. The feedback was not filtered or sanitized, so it felt like 2 x 4s across the head. On the other hand, I also got some wonderfully rewarding feedback on things I did exceptionally well that I had taken for granted.


But, most importantly, this process allowed us senior executives to experience real-time the power of an emotionally shared experience. For us, it was the first encounter with open and candid feedback. It was so new to us that we even had a forum to talk about what had just happened to us.


Imagine the tension in the air as people were confronting one another with feedback. Every emotion was in the room: tears, anger, elation and shock played out real-time. The process was not designed to create an emotional flood, but it did because we were all so used to being buttoned up.


Confronting and getting through these emotions was an important watershed and a transformational experience for many of us. It broke us out of the old bureaucratic silos we lived in. This was not your normal management consultant workshop. We were playing with real bullets or, to put it another way, we were doing total engine replacement while flying the aircraft. Tichy gave us the important transformational experience and building blocks to become leader/teachers.


The Need for Great Leadership Is Greater than Ever


We can certainly expect to be flooded over the next few years with books on corporate governance and business ethics. This will be one result of the the rash of business scandals and failures in the past few months. When you factor in the capital markets correction and the end of the high-tech growth period, attention to business performance and business discipline has never been higher.


I believe that the challenges we see in 2002 are not new issues. The current environment is merely exposing poor leadership. When the economy was booming, a lot of inept leaders were able to ride the tide that lifted all boats. In our current environment, where market value has decreased some 40% to 90% in countless firms, the spotlight shines on the operating business plan, the ability to execute, the ability to retain your top talent and the ability to lead in difficult times.


The successful companies and leaders will be those who understand that the greatest resource we have in the enterprise is people and that the human capital we are entrusted with has to be developed and turned into a more valuable resource. Understanding the potential capacity of an employee and the role that you play in the development of that person is a competitive advantage. So, a highly engaged leader who truly embraces the leader/teacher model has a better chance of winning than someone who doesn’t.


Difficult times require great leadership. People look to the leader when things are not going well. The absence of a Teachable Point of View will not give employees and shareholders confidence. During my tenure on the board at Heidrick & Struggles, I’ve seen the level of attention to leadership traits and qualities heighten as market conditions erode. Every CEO search keeps demonstrating that there is a shortage of great leaders. The supply of jobs at the top is there even in a down economy. The challenge is that there is a scarcity of leader/teachers.


What Is the Cycle of Leadership?


My basketball career has been over for some time now, but I can recall an interesting transformation that occurred between my junior and senior years in high school. I had played for a great coach in Indiana, Ben Bowles. He worked tirelessly with me year-round to make me the complete basketball player. I had set all sorts of scoring records my junior year and arguably was the finest basketball player in my area and one of the top ball players in the state. He had great plans for me and it looked like we were going to make a run at the conference and state championship since there were numerous returning lettermen coming back.


But then Coach Bowles left and was replaced by another Indiana high school legend. I did not bond with the new coach. I regarded him with a great deal of skepticism, and it was clear that he had a style that he wanted us to embrace that stressed ball movement, getting all five players in the mix and strong defense. A big preseason article came out on the team and the new coach had this to say about me: “Bobby is perhaps the finest individual player that I have ever seen or coached, but he is going to have to make his teammates better and stay in a team game in order for us to be successful.”


I didn’t understand the comment and at seventeen years of age, I didn’t have the maturity to ask him about it. We proceeded to go out and lose our first five games! We were highly ranked, I was highly decorated, and we started my senior year campaign 0–5!


Coach Dick Haslem finally sat me down and taught me my first lesson in leadership. I was scoring at will during those five losses, but there was no team. In fact, my teammates looked to me, deferred to me and stood around watching me score. When the game was on the line, I didn’t look for them and I surely didn’t trust them to take a last shot. I had to change and I had to change quickly.


I ended up scoring only 18.0 points per game for the season, which was way off from the previous years, but we won the rest of the conference games and were champs. I led the team in assists and two of my teammates received post-season awards for their play. It was the most gratifying athletic experience in my life and I took some valuable lessons away.


You can see this process played out in sports today from time to time. Larry Bird and Michael Jordan are two prime examples. Both were head and shoulders above everyone else in terms of their individual ability, but both brought out the best in their teammates. They were able to lift the games of everyone around them because they invested in their teammates and made it their priority to help and teach people to reach their potential.


The concept of a Virtuous Teaching Cycle is just that. Continuing your personal development and growth at the same time that you are helping others reach their potential with you as the role model teacher/coach. Michael and Larry did not just demand greatness of others, they led by example. It’s common knowledge that Larry and Michael were fanatical about leadership and worked harder than anyone on their teams. They were first to practice and last to leave. Great CEOs do the same thing.


Jack Welch didn’t just make cameo appearances at GE’s Crotonville leadership institute. He spent a significant amount of time there in the “pit,” teaching, learning, growing, developing others and setting the example. I’ve had numerous sessions with former GE Appliances CEO Dick Stonesifer, who would tell me stories about his business reviews with Welch and that he always took something away from these sessions in terms of his own development. Dick would turn around and model the same behavior with his direct reports, and they with theirs. I got a sense of how the GE system replicated the Virtuous Teaching Cycle over and over.


Likewise, my work with Dick Notebaert at Ameritech gave me a sound framework for leadership development. I had the fortunate opportunity to work for both Dick Brown (CEO of EDS) and Notebaert (CEO of Qwest) while there, and in both cases, coaching was the common ground for everything we did. The feedback loop was very much a part of how we operated in the senior ranks. There were numerous occasions where I was able to give Notebaert honest and candid feedback and hard-nosed coaching—he expected me to do it. In fact, he once told me that I was not doing my job by letting him slide on things. I took these models of leadership and organizational development to my next three assignments at U.S. West, Covad Communications and now at Simbion Technologies.


The essence of Tichy’s model is that leaders must teach and do it in an interactive way so that everyone gets smarter and more aligned. It starts with me: I require my leaders to teach. When I run a workshop with my leaders, I challenge them by telling them to embrace and engage in this process with me, because the requirement going forward is for them to emulate the experience we have been through with their teams. They, too, have to be the teachers. These are not workshops where consultants or staff are up front teaching; the leaders themselves are up front.


It is scary but rewarding when they go off and share their Teachable Points of View and take their people off-site for a three-day workshop. It works: The leader/teacher concept is practical and delivers both short-term performance and long-term leadership development.


The Hardest Part—Longevity


I have been fortunate in my career to have had repeated opportunities to move on to bigger leadership positions. First, I moved from Ameritech to a position with wider responsibilities at U.S. West, and from there, I went on to become CEO of Covad, and now I am CEO of Simbion Technologies. This movement has had a downside, however. It is that I did not stay long enough to change the DNA of these organizations, to ensure the perpetuation of the leadership cycle.


The most painful thing that I’ve ever gone through as a leader is leaving an organization and seeing the good work, the results of a lot of hard effort on my part and on the part of the brave and dedicated team members who worked with me, get erased because we didn’t get the needed mind-sets and values encoded deeply enough in the DNA of the organization.


At Ameritech, the leaders developing leaders model that Tichy helped us establish was incredibly powerful at both transforming the business and developing leaders. Note the number of current CEOs developed as a result of that process: Dick Notebaert at Qwest, Dick Brown at EDS, Gregg Brown at MicroMuse, Gary Drook at Affina, and John Edwards at CDW. However, during that time, Ameritech became so successful that SBC offered to buy it at a price shareholders couldn’t refuse. SBC had a different management model and, as a result, the many great changes we had put in place at Ameritech slipped away because they hadn’t had time to become sufficiently embedded.


When I became CEO of Covad, one of the first things I did was start a leaders developing leaders process. This allowed the business to get the right kind of framework so that we could grow in a disciplined way in the the hypergrowth DSL world. But again, when I left, it hadn’t taken root with the rank and file, and there wasn’t a cadre of leaders who could then carry it on.


I now understand that the reason for that is that I didn’t stay long enough. I don’t care how good the group of immediate reports behind a CEO are, long-term sustained leadership development will only happen when there is a CEO who is totally committed and focused on it. So, if the CEO leaves before the process has reached throughout the organization and before the teaching and learning has become ingrained in the culture, it won’t last.


One of the keys to Welch’s success in changing the DNA of GE is his longevity. Welch spent twenty years building a whole new generation of leaders, who not only carry on Virtuous Teaching Cycles at GE but, as Tichy shows in this book, build them in other companies when they leave. It’s what Bob Nardelli is doing at Home Depot, and Jim McNerney at 3M, and Tom Tiller at Polaris.


Another world-class leader/teacher I admire is Phil Condit, CEO of Boeing. I have had the good fortune to work side-by-side with him on the HP board of directors. Condit typifies the impactful, important leaders spotlighted in all of Tichy’s books. His commitment to developing leaders is legendary, and it isn’t just folklore.


I have heard stories from Boeing employees about Condit and his leadership institute that send chills down my spine. And, I have seen him in action. This man lives and breathes the importance of teaching. Once when we were trying to set a quick date for a special board meeting, we ran into the traditional issues of “I’m out of the country” or on-vacation conflicts, yet the only time Phil posted an objection was when one of the potential dates conflicted with a commitment at the Boeing leaderhsip institute. It struck me that one of the busiest executives in the world, who more than likely had the tightest calendar in the board room, was able to make other trade-offs on his time to make the board meetings. But when it came to his commitment to leadership development, this was sacred. I am not sure that an invitation from the president of the United States could get Condit to miss a commitment to the leadership institute. When he retires, I have no doubt that his legacy of leadership development
will survive.


This book, The Cycle of Leadership, is an important milestone for leaders who want to create a legacy of developing other leaders. But, more importantly, it really synthesizes much of Tichy’s earlier work. He began with The Transformational Leader, written in 1986 with Mary Anne DeVanna, which laid out a three-act drama for creatively destroying and remaking an organization that I still use. Control Your Destiny or Someone Else Will, written with Stratford Sherman in 1994 along with the Handbook for Revolutionaries, showed how Jack Welch successfully transformed GE and gave guidelines for other leaders to follow suit. It has provided many tools for me, as well. The Leadership Engine introduced the notion of leaders as teachers and the powerful concept of a leader needing to have a Teachable Point of View in order to develop other leaders. This is something I’ve been working on continually for more than a decade.


The Cycle of Leadership builds on Tichy’s previous work, but it is also a huge breakthrough on how winning leaders will have to behave in order to win in the twenty-first century. Those leaders will have to build organizations with knowledge creation embedded in their DNA, where people teach and learn interactively and instinctively. The concept of a Virtuous Teaching Cycle cracks the code on how to institutionalize the process. This book then provides great benchmarks of how to scale this process to hundreds of thousands of people as well as how to build Virtuous Teaching Cycles into operating systems and the day-to-day running of a big organization.


Finally, the book implores—indeed, inspires—us all to remember that we operate in communities and that we have a global citizenship responsibility to create Virtuous Teaching Cycles in the community. I have been involved with Focus: HOPE in Detroit for more than a decade. So has Tichy. Focus: HOPE is the epitome of a Teaching Organization, led by the most inspiring leader I have ever met, Eleanor Josaitis, who every day lives the mission of Focus: HOPE, “intelligent and practical solutions to racism and poverty.” With her 600 colleagues on the forty-acre campus, she transforms people—through programs that provide food, machinist training, bachelors’ degrees in engineering, child care and operate for-profit businesses—into leader/teachers. Together, they show all of us what is possible with a Teachable Point of View that aims to build a better world. In this book, Tichy opens doors to corporate board rooms and takes us into inner-city streets, to spotlight for us Josaitis
and many other cutting-edge leaders.


Tichy has done it again! He is ten years ahead of everybody else in the field. Read this book to find out what you will need to be doing to win over the next ten years.


 


Robert Knowling


Chairman and CEO of Simbion Technologies


June 24, 2002
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Introduction


World Demands Great Leadership More than Ever 


In the preface to our 1986 book The Transformational Leader, coauthor Mary Anne DeVanna and I stated: “This book is about corporate leadership, America’s scarcest natural resource.” My subsequent works, including the 1997 book The Leadership Engine, have been built on the theme that there are not enough good leaders in the world.


When I started this book I did so with that same theme in mind. My idea was that we were entering an era when the scarcity of leadership talent was going to become more acute. I was right about that. However, the environment in which I foresaw that scarcity was 180 degrees off of the one in which we were living by the time we finished the book.


I started out writing about how to get enough good leaders to fuel the hypergrowth Internet bubble. In 1998, it appeared that the big scarcity was going to be how to develop enough leaders at all levels to be able to scale Cisco, Oracle, Dell, Sun Micro, Yahoo, Webvan, Trilogy and the plethora of hot digital companies facing hypergrowth. Several years into the project, as recently as January 2000, I would have predicted that by 2002 we would be facing a post–cold war world of free enterprise growth coupled with technological breakthroughs launching the digital and biotech century.


My view would have been yes, we would face some discontinuities, but we would be on an upward spiral of global opportunity building the knowledge economy. Therefore, we would need leaders to grow all these exciting new enterprises.


Events since then have tempered my optimism about the future, as they have intensified my belief that the world desperately needs more and better leaders.


The reality we have is a world fraught with uncertainty, symbolically and literally changed by 9/11, the ensuing battles in Afghanistan, the escalating violence in the Mideast, and the stand-off between India and Pakistan, both nuclear powers. At the same time, we face a myriad of additional global problems, some new and some long-standing, such as the AIDS epidemic ravishing the African continent, the collapse of Argentina’s economy and the Japanese malaise.


Around the world, the need for leaders has never been greater. We are traversing terrain that weak or sleazy self-aggrandizers cannot take us across safely. We need smart, gutsy leaders with vision and integrity to get us through the minefields. And, unfortunately, these leaders are in woefully short supply.


In the business arena, the picture is no better. The Enron debacle, the demise of Arthur Andersen, the questionable practices at Tyco, Sotheby’s, Global Crossing, Qwest, WorldCom, Xerox and a seemingly endless list of others, have pushed public regard for business and business leaders to new lows. The pervasive problems signal systemic rather than individual failures. The resulting lack of trust and perception of greedy self-dealing among CEOs, on Wall Street and by accounting firms have driven investors out of the stock market in record numbers.


To sustain a healthy free-enterprise system, we must have transparency and trust in the system. Changes in the regulatory apparatus can diminish the likelihood that certain egregious behaviors will occur, but new rules and regulators are only a piece of the solution. The other part of rebuilding trust and confidence is the more important part: We must have world-class leaders with unyielding integrity who will transform their organizations and develop a new generation of leaders. Without such leadership, our free-enterprise society is undermined


The scandals here in the United States have diminished our role as a global benchmark. Sustainable development around the globe is dependent on the wealth-producing entities of the world—namely, businesses—delivering financial performance with integrity. We need great leaders across all sectors of society. This book is about how to develop those leaders.


Leadership Supply


The tank is low; we are not producing enough leaders at all levels, especially at the senior and CEO levels. Just consider the blue-chip companies that in the past decade have had to find outside candidates to replace their departing CEOs. The long list includes Merck, IBM, AT&T (twice), HP, 3M, Home Depot and Kodak. This is a terrible track record when you consider that perhaps the No. 1 responsibility of a CEO is to develop other leaders who can carry on the legacy of the organization. Our leadership pipelines are broken. And this is also true in politics, diplomacy and religious and social organizations as well as in business.


Even when organizations do select insiders to take over the top spot, they often have to settle for players who lack the needed leadership skills. These inadequate leaders are unable to drive needed transformations or develop others to be leaders. Thus, they suffer both performance problems in the short-term and continuing leadership crises in the long-term. This leaves our society and economy vulnerable.


The Cycle of Leadership is about how to replenish the supply of winning leaders.


My Leadership Journey


This book, as in my previous books, is a blend of academic research, clinical work with organizations, and a personal leadership journey to try to make a difference in the world. I studied to get a Ph.D. in social psychology at Columbia University in the late 1960s because I wanted to dedicate my career to using the behavioral sciences to help organizations of all types—civil rights, health care, educational and business—to improve the world. I became a student of change, writing my Ph.D. dissertation on all types of change agents, ranging from Ralph Nader’s Raiders to civil rights leaders, to Black Panthers to Minutemen, to community organizers to McKinsey consultants and organizational psychologists.


I also dedicated my career to teaching leadership and organizational change as well as being a practitioner. This has led me down a number of paths, both in academia and out in the world. They have run from leading a health clinic in the 1970s to helping Jack Welch revamp GE’s Crotonville Leadership Development Center in the 1980s.


In 1972, I started out as an assistant professor at the Graduate School of Business at Columbia where I headed up a Ph.D. program and taught MBA students. In order to deal with my ambivalence about joining the “establishment” in those days, I also worked with health care organizations in under-served inner city settings, such as the south Bronx of New York. And I actually took a year off to run the Hazard Family Health Services in Hazard, Kentucky.


In all this work, the goal was to use the behavioral sciences to make for healthier people and stronger communities. My personal journey has been about social change—health care for the underserved in the 1970s to corporate transformations in the 1980s, to global citizenship in the 1990s. Now that we are in the new millennium, my focus is on developing institutions throughout society with the capacity to develop leaders at all levels. To do this, I am working to help leader/teachers create Teaching Organizations with what this book calls Virtuous Teaching Cycles—dynamic, interactive processes in which everyone teaches, everyone learns and everyone gets smarter, every day.


On my journey, I have come to realize that leadership is the whole game. No institution—religious, military, educational, political or business—can be great unless it has a great leader at the top who develops leaders at all levels of the organization. The goal is leaders at all levels who all teach and develop other leaders.


Along the way, I have been disappointed many times—by national leaders, health care leaders and business leaders. The scale, it seems to me, is tipped in the direction of more failed leaders than great ones. However, there is hope. There are some wonderful role models who can help us all tip the scale the other way.


Societal change agents such as Martin Luther King, Jr. and Mother Teresa in India were among the best. They were inspirations to me even though I never met them. There are other world-class leaders whom I have had the privilege and honor to work with. They include the late Father Cunningham and his Focus: HOPE co-founder Eleanor Josaitis, GE’s Jack Welch, PepsiCo’s Roger Enrico, Nokia’s Jorma Ollila, Yum! Brand’s David Novak, Genentech’s Myrtle Potter and Accenture’s Mary Tolan. You will meet them and others in this book.


These are all leaders who lead with vision and courage, but more importantly, they are leader/teachers who embody the principles in this book. They are the ones who taught me what a Virtuous Teaching Cycle is. I learned it by trying to explain the phenomena that I observed with them: Namely, that they lead by teaching and they teach interactively, in a way that they and the “students” both learn. Creating this interactive teaching and learning interchange is the essence of the Virtuous Teaching Cycle.


The World of Teaching and Learning


One lesson that I hope leaders will take away from this book is that once they start to apply the concept of a Virtuous Teaching Cycle, they must wrestle with the issue of scale. Leaders of large organizations must create the conditions for thousands of people to engage in Virtuous Teaching Cycles. This book provides examples of how GE has built teaching infrastructures to engage 300,000+ people, and Yum! Brands is building one to keep 750,000 people teaching and learning.


The other impact I hope this book has on readers is to start them looking at the world through the lens of Virtuous Teaching Cycles. They are everywhere. Parents engage in them when they both teach and learn from their children. Good music and art teachers do the same. Likewise, in medicine, great clinical faculty learn from their residents. The U.S. military’s Special Operations Forces operate this way, always teaching and learning from each other, regardless of rank.


Our goal in writing this book is to make a difference to leaders at all levels across a wide range of institutions. Therefore, the benchmarks are from places as diverse as Focus: HOPE, a civil-rights organization, the Navy SEALs and an array of businesses around the world.


Of all the great leaders in this book, I want to single out two who have been particularly inspiring to me. I am purposely highlighting them because they are not business leaders, yet they are both committed to creating the conditions for our free-enterprise system to succeed. They are:


 


• Wayne Downing, who transformed the Special Operations Forces (SOF) and made it a Teaching Organization. As the four-star general leading this organization, he spent the majority of his time in the field teaching and learning from his troops at all levels. He transformed the SOF from a singularly focused cold-war entity to a very multifaceted team of leaders with humanitarian aid skills in addition to their awesome combat abilities. After 9/11, President Bush named him his Special Assistant and the Deputy National Security Advisor for Combating Terrorism.


I have been to the Navy SEALs school, which was under Downing’s command. I have personally spent time with the leaders he helped develop. And I have seen them interact with him. Even in retirement, he remains a leader/teacher to them. I am convinced that much of the success of the SOF goes to his leadership as a teacher.


 


• Eleanor Josaitis, who co-founded Focus: HOPE in 1968 in Detroit with Father William Cunningham. She has been unstoppable in her pursuit of its mission, which at its essence is “intelligent and practical solutions to racism, poverty and injustice.” Her leadership, along with that of her co-founder, the late Father Cunningham, has built a 600-person organization that is emulated around the world, but so far never to the same scale.


Focus: HOPE provides food for 70,000 people a month, trains machinists, runs a for-profit machine tool business, has a program allowing students to earn bachelors’ degrees in engineering, runs a child care center and a Montessori school, offers remedial education to high school graduates and dropouts, and has an information technology training center as well. It does this on a modern forty-acre campus created in the bombed out, burned out area of inner-city Detroit.


Eleanor Josaitis teaches every day of her life. She starts each morning by walking the factory floor at 6:00 A.M. She also makes sure that she interviews every new colleague, with whom she shares her Teachable Point of View on poverty, racism and the role of Focus: HOPE. She does this over and over again with all stakeholders. She lives the Virtuous Teaching Cycle.


Eleanor Josaitis and Wayne Downing are two of the leaders you will meet in this book. They are among a very diverse group of leaders from a variety of organizations whom we cite. It is my experience that people learn most when they reach out beyond their everyday world. I hope you will benefit from the broad range of experiences and settings of the leaders in this book.


Are You Ready to Build a Cycle of Leadership?


So why should you as a leader take the journey to build a Teaching Organization? It’s a lot of work and demands great personal courage. You will encounter resistance, and there is the potential for failure. But, the alternative is worse—not creating a Teaching Organization to develop leaders at all levels marks the beginning of the end for your organization. It means that you have mortgaged its future by not providing for the needed leadership.


To take the journey affords you the opportunity to look back on your career with unbelievable satisfaction and pride, because you will have a leadership legacy. Larry Bossidy, the former CEO of Honeywell, said it so well:



You won’t remember when you retire what you did in the first quarter . . . or the third. What you’ll remember is how many people you developed, how many people you helped have a better career because of your interest and your dedication to their development . . . When confused as to how you’re doing as a leader, find out how the people you lead are doing. You’ll know the answer.
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Chapter One


The New DNA of
Winning: A Virtuous Teaching Cycle


 



• Winning Organizations Are Teaching Organizations



	Everybody teaches. Everybody learns.


	Practices, processes, values all promote teaching.




• They Are Built Around Virtuous Teaching Cycles



	Teaching isn’t one-way. It’s interactive.


	Interaction generates knowledge. It makes everyone smarter.




• They Create Attributes Needed in the Knowledge Economy



	Maximum use of everyone’s skills and talent.


	All-level alignment needed for smart, speedy action.




For fifteen years, Jack Welch drove the GE transformation from his teachable point of view that every business in GE needed to dominate its market. “No. 1, No. 2, fix, close or sell,” was the mantra by which every GE executive lived or died. Then, in 1995, a group of middle managers in a class at GE’s Crotonville leadership development institute sent Welch a startling message. The No. 1 or No. 2 vision, they told him, was stifling growth. Instead of scrambling to grow, leaders in GE were gaming it. GE was missing opportunities because its business leaders were defining their markets too narrowly so that they could be No. 1 or No. 2.


Welch’s response to this “punch in the nose,” as he described it, was to revise his thinking. In not very long, he came out with a new declaration: Define your business in such a way that you have less than 10% market share. Then direct your creativity and energy to finding new ways to attract customers. This change in outlook, according to Welch, was a major contributor to GE’s double-digit rates of revenue growth in the latter half of the 1990s.


This story illustrates what I call a “Virtuous Teaching Cycle” at work. In the process of teaching, the teacher, Welch, learned something valuable from the students, which made him smarter and prompted him to go out and teach a new idea. Such interactions are an essential reason why GE has been so successful over the past two decades and why it is likely to remain one of the world’s most valuable companies for some time to come.


Jack Welch handed over to Jeff Immelt a world-class Teaching Organization in which everyone teaches, everyone learns and everyone gets smarter every day. The Virtuous Teaching Cycle is the dynamic process that keeps it working. Jeff Immelt, the new CEO of GE, is a product of that Teaching Organization, and he believes that the most important core competency of a GE leader is to be a teacher.1


• • •


In Fort Benning, Georgia, my colleague, Eli Cohen, while doing the research on The Leadership Engine book, watched a platoon of Special Operation’s Rangers conduct a raid on a terrorist camp. The Rangers team entered a compound of terrorists (actually, army role players) who were well armed and also had chemical weapons. As the simulation unfolded, Eli saw that it was anything but the well-orchestrated ballet he expected. It was chaos. But, such simulations aren’t, as some people might think, opportunities to become perfect in choreographed maneuvers, which seldom if ever work on the battlefield. Instead, they’re meant to season soldiers to make split-second decisions in difficult circumstances. They are designed to develop functioning leaders, able to accomplish their mission despite the obstacles, rather than lock-stepped martinets. So, after the exercise came the After Action Review.


In the After Action Review at Fort Benning, one of the NCOs said:



Don’t forget: What gets the job done is bold, aggressive leadership. Nothing went according to plan. We were supposed to face a chain-link fence: We faced triple-strand razor wire. The enemy wasn’t supposed to have night vision goggles, but they did, so we were compromised before we breached the fence. Our radios were supposed to work: They didn’t.


That’s going to happen. But we got it done because some men stepped up and made decisions. When the alpha leader went down, his team leads took charge. When the communications didn’t work, the lieutenant didn’t fiddle with the radio or yell at his communications specialist. He ran around to find out what was going on and gave orders. When the fence turned out to be razor wire, the bravo squad leader changed his approach and commandeered two men to help get everyone into the compound.




Throughout the After Action Review an observer facilitated the dialogue, asking questions such as: “What were the conditions that caused you to do this? Why did you make that decision? Knowing what you know now, what would you have done differently?”


In a later conversation, General Pete Schoomaker, former head of SOF, explained the process to us. After an exercise “we stop and say, ‘Now let’s go back to the beginning.’ So, we go through the mission phase by phase, using a formal process called an After Action Review. From privates to generals, everyone who had anything to do with the operation sits down and reviews what happened.” Everyone contributes and learns from the others. It is a Virtuous Teaching Cycle.2


The Virtuous Teaching Cycle


In The Leadership Engine, I wrote about the importance of leaders developing leaders. A key theme of that book was that winning companies win because they have leaders at all levels, and those companies have leaders at all levels because their top leaders make developing other leaders a priority. They personally devote enormous amounts of time and energy to teaching, and they encourage other leaders in the company to do the same. This book builds on that work and adds a critical element.


Winning leaders are teachers, and winning organizations do encourage and reward teaching. But there is more to it than that. Winning organizations are explicitly designed to be Teaching Organizations, with business processes, organizational structures and day-to-day operating mechanisms all built to promote teaching.


More importantly, the teaching that takes place is a distinctive kind of teaching. It is interactive, two-way, even multi-way. Throughout the organization, “teachers” and the “students” at all levels teach and learn from each other, and their interactions create a Virtuous Teaching Cycle that keeps generating more learning, more teaching and the creation of new knowledge. Virtuous teaching cycles are what keep people in winning companies getting smarter, more aligned and more energized every day. Teaching Organizations make them possible.


Figure 1 on page 5 captures the essence of the thesis presented in this book: Namely, the key to creating knowledge and aligning people in organizations is this Virtuous Teaching Cycle embedded in an ever expanding spiral. This interactive teaching, engaging more and more of an organization’s members, expands knowledge while it also aligns people. Examples in the book include GE, which has 15,000 full-time teachers called black belts, who take two years off from their regular jobs to teach Six Sigma3 (the 3.4 defects per million quality methodology). The black belts teach all 300,000 employees how to use the tools of Six Sigma, and the employees then teach the black belts by applying the Six Sigma methodology to projects that generate new knowledge and new products, streamline processes and enhance quality. Other examples include how Virtuous Teaching Cycles are being used by biotech firm Genentech to improve and accelerate the launch of new biotherapeutics via interactive teaching in the commercial organization,
by the consulting firm Accenture to gather and share information among partners around the world, and by Home Depot to forge partnerships with its suppliers and customers.


Everyone Gets Smarter


It takes very tough-minded and disciplined leaders to create these virtuous spirals. All too often, the spirals found in organizations are the opposite kind. Command-and-control hierarchies, with their cram-down, one-way communication, create vicious cycles in which information is hidden, gamesmanship is raised to a high art, and trust is destroyed. As a result, the leader learns nothing, the organization gets dumber, and there is an ever expanding spiral of knowledge destruction and misalignment.


Figure 1


[image: virtuous teaching cycle graphic]

[image: vicious teaching cycle graphic]


Creating value is still the game. Despite all the turmoil in the world—from the 9/11 tragedy and ensuing war on terrorism, to the bursting of the new economy bubble with Enron as the poster child for that era, and a worldwide recession, coupled with incredible advances in digitization, biotech and other technological innovations—the fundamentals of leadership and business have not changed. Successful leaders add value. No matter what level or what type of organization, the true measure of a leader is whether he or she has made the assets under their control more valuable today than they were yesterday.


A leader is given stewardship over assets, in the form of people, capital, information, and technology. Their job is to make them more valuable and to keep making them more valuable into the future.


For the leaders of publicly traded companies, the long-term market capitalization of the company is the indicator. I use as my barometer the research of Professor Larry Selden at Columbia University. He found that the companies consistently in the top quartile of the S&P 500—whom I count as the winners—maintain annual growth rates of 12% in revenue and a 16% operating return on assets. These numbers are not just financial abstractions. They are the real measure of whether a company is pleasing customers and making a profit, the two things that ultimately determine whether it stays in business and employs anybody.


For non-publicly traded organizations, the same rules apply. The metrics are a bit trickier, but they hold. I like to teach people that as a professor at the University of Michigan Business School, I have the same assignment as the CEO of a publicly traded company. As a leader, I must figure out how to add value, how to make the Business School assets more valuable tomorrow. There are two ways I can do that. One is profitable new revenue, which could be achieved through new executive programs, new degree programs, expanding our services, etc. The other is better asset utilization, being more productive off the same asset base, such as leveraging more student throughput through larger classes, better use of technology, etc. The point is, all leaders must drive these two dimensions.


While there is no “new economy,” there are some new rules. What it takes—the assets and the abilities needed to grow profitably-have changed drastically in recent years. There is a new environment. Technology has accelerated globalization. Intangibles have replaced physical goods as the primary conveyors of value. Change has revved up to a fast, pass-and-shoot continuum.


In this new fluid, rolling game, the assets needed to win are people with brains and energy. They must be aligned and empowered, able to quickly figure out what needs to be done, and then get it done, efficiently and effectively. Old, football-style teams with a coach on the sidelines calling the plays are doomed. Basketball and soccer are the new metaphors. Winning still means scoring, but there is no time for huddles, no pauses for strategizing, and set patterns won’t work.


In this environment, the key to winning is a leader’s ability to raise the collective intelligence of his or her team and keep its members aligned, energized and working to please customers. This last element is a critical one. In today’s world, a company’s people are its most important value-producing assets. Their brains create the ideas and intangible goods that draw customers to their door. To keep creating new value for the customers, team members must get smarter every day. But pulling them off-line for training more than intermittently is not an option. The teaching, the learning, the aligning and the energizing must be done on an ongoing basis while they are on the job, doing things to please customers.


The Teaching Organization


The way to do this, which we will describe in this book, is by building a Teaching Organization, one in which everyone is a teacher, everyone is a learner, and reciprocal teaching and learning are built into the fabric of everyday activities. The CEO must assume the role of head teacher. He or she must set the direction, shape the culture and share the valuable insights and knowledge in his or her head.


But while it is critical that everyone in the organization, from the top down, teach, the teaching cannot be one-way. It must be interactive teaching, where the leader who is teaching is at the same time drawing on and learning from the knowledge and experience of the students. As in the GE and SOF examples, the people on the front lines often have valuable information ahead of senior management. Capturing and utilizing that information can create significant competitive advantages for the leaders who figure out how to do it.


In a Teaching Organization, the learners at all levels are also teachers, both up to the leaders above them as well as down into the organization where they lead others. This creates a Virtuous Teaching Cycle, a self-reinforcing teaching and learning process that is what keeps winning organizations learning and improving every day.


This is not a New Age, feel-good approach to winning. A real Teaching Organization is anything but a soft, touchy-feely kind of place. The Teaching Organizations we describe are interesting, fun, enjoyable places to work, but that’s because they engage the brains of the workers and allow them to contribute to a winning team. A Virtuous Teaching Cycle generates smarter team members, who become aligned and emotionally energized through the interactive teaching and learning process. This, in turn, is what leads directly to the delivery of results.


The environment of a Teaching Organization is perhaps best described as one of controlled freedom, or disciplined fun. It is what professional athletic teams, orchestras and the Navy SEALs achieve when they are at peak performance. They have the freedom to be creative because they are in a flow and a process that is demanding, disciplined and energizing.


It is at the core of what Jack Welch created at GE. The discipline of attending regular teaching and learning sessions at GE’s Crotonville leadership development institute is not optional for senior leaders.4 The quarterly Corporate Executive Council meetings at Crotonville, where the members of the top team teach one another, are never missed. The succession planning reviews that are held three times a year are very closely scripted.


It is the structure that is built into the processes that allows the content to be creative and free-flowing. GE’s very disciplined, teaching-and-learning environment invites humor, constructive conflict and dialogue with the understanding that effective action will follow. Jeff Immelt, the current CEO of GE, is both a product of this system and the new head teacher.


 


World’s Largest Teaching Infrastructure: GE


Teaching Organizations have Virtuous Teaching Cycles operating not just at the top, but throughout the organization. Yum! Brands is cascading teaching to all of its 750,000 workforce, employed by both the company and franchisees, through formal programs and thousands of coaching sessions. Home Depot will train 40,000 new leaders for positions in its stores.


The world’s largest teaching infrastructure is at GE.5 The elements include the following:


 


1. The top team holds quarterly workshops at Crotonville to share best practices and to think about how to make all of the GE businesses the best in the world. These Corporate Executive Council (CEC) meetings are true Virtuous Teaching Cycles where everyone is a teacher and everyone a learner.


2. More than 15,000 high-potential middle managers are assigned for two full-time years as “black belt” teachers of Six Sigma. They are teaching all 300,000+ employees at GE and leading over 20,000 Six Sigma projects. The Six Sigma program is a Virtuous Teaching Cycle, with the black belts teaching the quality tools to the workforce, who then use them to generate new ideas and, in turn, teach the black belts.


3. Work-Out: Starting in 1988, Welch required line managers to run town hall meetings as problem-solving teaching and learning sessions. Leaders held three-day sessions to solve actual problems that employees felt would improve their organizations and work lives, and the boss had to respond real-time. Over 300,000 employees went through at least five Work-Out sessions in the late 1980s and early 1990s. In 1999, Welch mandated a new round of Work-Out sessions for everyone in the company as an antidote to bureaucracy creeping back into the company.


4. Change Acceleration Program: The top 10,000 GE leaders are trained to teach and lead change projects throughout the company. This is essentially developing the teaching capability in the top levels of the company.


5. Crotonville: The leadership development center is a fifty-acre campus overlooking the Hudson River in Ossining, New York. It enrolls more than 5,000 GE leaders a year, ranging from entry level to senior executives. It is a place where knowledge is generated, where ideas and values are taught, and where leaders teach and learn. In the mid-1980s, I ran Crotonville and led the effort to transform the center from a traditional one-way teaching infrastructure to an action-learning Virtuous Teaching Cycle, where everyone teaches and everyone learns.


6. GE’s operating mechanisms, the processes through which it runs its business, succession planning, financial planning and strategy, are designed as teaching and learning sessions, not as bureaucratic reviews.


 


For all their rejection of top-down, one-way teaching, Teaching Organizations are seriously disciplined environments. In all cases, the discipline includes consequences for non-delivery of results and for not living up to institutional values.


High-performing teams do not carry C players for long. In the NBA, 20% of the players are traded out every year. At GE, Jack Welch required that the bottom 10% be cut every year. One of the surest ways to raise the level of a team is to cut from the bottom and add to the top.


The Navy SEALs are another great example of a solidly based Teaching Organization. The military discipline and the demands for top physical performance are predictable and obvious. More than half of the men and women, who are already carefully screened before entering the six-month Basic Underwater Demolition training program, can’t measure up and drop out or are dropped out before graduation.


But the training isn’t the only reason for creating this tightly disciplined society. Equally important is the building of a high level of trust and respect among all of its members, so that each one, no matter what level in the hierarchy, will be able to teach others the things they learn that will make the collective IQ go up. Underwater, in tight situations, everyone must, and must be allowed to, contribute 100%, regardless of rank.


Brains and Alignment


The success of institutions in the new millennium will be determined by how much smarter they can become every day, through knowledge creation and through aligning members of the organization around new knowledge. The bursting of the new-economy bubble, the tightening of the capital markets, the death of many dot-com darlings, and the accounting debacles at Enron and other companies only reinforce our certainty about this.


The world has definitely changed. Markets are truly global. Intangibles carry premium value.6 New technologies create new capabilities every day. The revolving doors of the labor markets spin at the speed of turbines. In this lightning-fast world, old strategies and processes won’t work. New ones that are much more versatile and that function much more smoothly are needed. But the job of a leader has not changed. Enhancing the value of assets and sustaining growth are still the ultimate goal.


Developing others to be leaders, creating leaders at every level, and getting them aligned and energized is how you get there. The company that fields the better team with the smarter people and has them working most often on the things that create the most value will win out over its competitors.


What is new in this book is a critical insight about how leaders create and maintain such teams. It is: To create organizations that get smarter and more aligned every day requires an interactive teaching/learning process. It isn’t hierarchical teaching. You teach me, and then I teach the people below me. It isn’t about alternating roles. You teach me something, and then I’ll teach you something. Rather, it is a process of mutual exploration and exchange during which both the “teacher” and the “learner” become smarter. It is synergy. 1 + 1 = 3.


In The Leadership Engine, the big “aha” for me was that it was up to the leader to be the teacher. He or she had to develop a Teachable Point of View and then personally teach it to others. This was why Roger Enrico’s leadership school at PepsiCo was so successful.7 He ran it himself, with no consultants and no professors. It was just Enrico, twelve hours a day for five days straight with ten rising leaders in the company. Then he’d send them back home to work on projects, and bring them back in for follow-up sessions.


Jack Welch’s secret was the fact that he was constantly teaching. He ran sessions at GE’s Crotonville leadership development institute every couple of weeks. He ran workshops with senior executives in the CEC. But perhaps most importantly, he was always teaching, no matter what else he was doing. If you had a meeting with Welch, no matter what the topic, you could expect a quick coaching clinic at the end.


The Key is Interactive Teaching


What we missed in The Leadership Engine was the need for the teaching to be interactive. We included Roberto Goizueta because he had a clear Teachable Point of View and was building leaders at Coca-Cola. We also included Eckhard Pfeiffer at Compaq. Yes, they had points of view that were very clear, and they made sure that they were taught very well. But they were missing the critical element. The two-way nature of great teaching, where the teacher is also a learner and becomes smarter through interaction with the students.


Pfeiffer was a one-way teacher. He was a brilliant man who did not seem to understand that he would have been smarter and his people smarter if he had been more open to learning. The people would also have become more bought in and aligned around executing his strategy. The Compaq chairman, Ben Rosen, who led the board coup to fire Pfeiffer told Fortune, “The change [will not be in] our fundamental strategy—we think that strategy is sound—but in execution, . . . Our plans are to speed up decision making and make the company more efficient.”


One element of the Compaq strategy that was not executed well was the acquisition and integration of Digital. Pfeiffer bought Digital Equipment to acquire the people and skills Compaq needed to compete in the new service-oriented market. But, rather than listening and learning the things that he and Compaq needed to learn from Digital, he set about directing them as if he already had the expertise that he paid $9.6 billion to purchase. In discussions I have had with Digital leaders, they said it was clear that the Compaq leaders, starting with Pfeiffer, were not going to listen to their ideas. The result is that the good Digital leaders left and the others went underground.


In doing this, Pfeiffer distanced himself from the real deal and the problems he needed to address. He did not learn from the people at Digital, and he set the tone for other people at Compaq to disregard what the Digital people brought to the table as well.


Evidence of Pfeiffer’s lack of interest in interaction was the fact that he outsourced his leadership development program to Harvard rather than develop an in-house program with a lot of teaching and interaction between him and other senior leaders. Can you imagine Jack Welch or Jeff Immelt closing Crotonville and sending their people to Harvard to be taught by professors? No way. Welch knew—and Immelt has learned from him—that not only was it his job to develop the other leaders, but also that teaching was the best way for him to learn and get smarter himself. Pfeiffer saw the value of developing leaders, but he didn’t do it himself and he was rarely in the room with the participants, thus there was little or no opportunity for him to grow and learn. One of the participants in the program told me that when Pfeiffer did come to the program, he talked to the participants and did not listen to them.


In this book we’ll talk about both how to build a Teaching Organization and why it is more important today than ever before that leaders build them. One reason is that we are in a post-industrial era. Knowledge, human enthusiasm and brainpower have replaced physical plants and equipment as the critical assets in competitive markets. More than ever before, the abilities of the people in a company, and how effectively those abilities are used, are the keys that determine whether a company wins or loses.


Attracting those smart, talented people and raising their level of play, therefore, becomes a core competence. Yes, Intel invests billions in building state-of-the-art plants to produce microprocessors, but once a new chip is on the market, it is only a matter of months before the competitors are producing almost precisely the same thing. The differentiator, and the thing that keeps Intel on the top of the heap, is the knowledge, creativity and energy of the people who work at Intel and keep coming up with the new products.


As GE has moved from a maker of products to a more global services organization, the boundaries between suppliers and customers have blurred. In order to deliver services to hospitals, the people at GE Medical Systems must teach. They must transfer knowledge to the hospitals’ personnel, ranging from how to run a radiology department more effectively to helping set up a learning center like Crotonville, as it did for Long Island Jewish Hospital.


At Home Depot, CEO Bob Nardelli’s new strategy includes adding services such as installation. It is also increasing sales to professional builders. To do this means that new partnerships must be forged that require a teaching and learning interface.


Another example is Cisco, which is the largest supplier of computer networking gear in the world, but does very little of its own manufacturing. Rather, it designs the technology, markets the products, and maintains the customer relationships, but it assigns most production, fulfillment and on-site customer service to its partners.


Networking Requires Teaching


This points to another reason that teaching and learning are becoming increasingly critical abilities. In a networked world, temporary alliances and partnerships perform crucial functions that were once done almost entirely in-house.8 Although Cisco depends on its suppliers to build machines and perform services for customers, John Chambers and his colleagues have no direct authority over the people who are doing the actual work.


If GE, Home Depot and Cisco aren’t pleased with their partnerships, they theoretically end an alliance and find a new partner. But in reality, the people at these companies need to be able to reach into partners’ organizations and interact with their employees as if they were on their own payroll. They need not only to influence ideas, values and behaviors in the partner organization, but also to collect and use the intelligence generated by people in the partner organization.


I think that command-and-control is generally an ineffective way to manage. It is the mark of a weak leader who doesn’t have the self-confidence to face criticism or grow, and it doesn’t generate the excitement or energy needed to win. But within an organization where a leader has the authority, it is an option. In networked situations, however, it is not an option. A leader who wants to lead people over whom he has no authority must have the ability to do it through teaching.


Winners Must Be Big, Fast and Smart


The companies that win in the post-industrial knowledge economy will be the ones that are big, fast and smart. Teaching Organizations foster all three of these characteristics, and, critically, they do it in a way that intensifies, rather than diverts from attention to, the ongoing business of pleasing customers.


For young companies in a stage of hypergrowth, teaching is an absolute necessity. Not only must the people streaming in the door be assimilated into the company and directed to meaningful work, but also cadres of new managers must be developed. If a company is growing 100% a year, that means 75% of its employees have been there less than two years—and that’s only if everyone sticks around, which is a very unlikely circumstance. Even though the dot-com bubble has burst and there are fewer hypergrowth companies in the digital high-tech sector, there are still sectors such as biotech where rapid growth is occurring, and there will be many more start-ups in the future across a wide range of industries.


With these kinds of human development needs, teaching and learning can’t be spun off and left for HR trainers. And, the processes of teaching and learning can’t be relegated to specific designated locations or circumstances. Instead, teaching and learning must happen on an ongoing basis. Leaders must make sharing ideas and information a central part of their everyday work.


For example, Mary Tolan, the group chief executive of Accenture’s 12,000-person resources operating group that services the energy utilities and chemical industries, sees teaching as central to making her consultants able to provide new value to clients. She runs action learning development programs for emerging partners, holds large-scale workshops for salespeople to share best practices, and dedicates over half her calendar to teaching. At Genentech, Myrtle Potter, COO and head of the Commercial Group, is building a teaching organization to ensure that there is new knowledge generation and alignment. This will be critical as the company enters its greatest commercialization phase and prepares to launch new products.


It is the routine gathering and sharing of information and ideas that allows Teaching Organizations to be faster and smarter than their competitors. There are a number of reasons for this that we will explore later in the book. One of them, for example, is that Teaching Organizations are better at collecting information and getting it to the people who can use it.


It’s About Collecting and Sharing Knowledge


In every organization there are enormous amounts of wasted knowledge. A service tech who goes into the offices of customers every day collects a lot of information about those customers. He or she often learns things that even people higher up in the customer’s organization don’t know. Some of that information and those insights, about the goals, the values and the needs of the customers could be useful to people back in the office. But often it is lost because the service tech doesn’t recognize its value and/or because he or she isn’t able to get it to the people who could use it.


If the service tech is part of a Teaching Organization, however, he or she is more likely to understand his or her own company’s business well enough to make some decisions about which knowledge is useful, and to have the ability to input it usefully into the company’s knowledge pool. This is just one of the ways that being a Teaching Organization allows a company to be both smarter and faster. Later chapters will explore many more.


Building a Teaching Organization requires a subtle and complex combination of many elements. Members of senior management must have the mind-set that teaching is a core competitive competence. They must invest the intellectual energy















































































































Simultaneity and Return on Time














Making the Most of Every Minute



























	Teach the 600 leaders of YUM! Brands and its franchisees the new organization’s business model and core values.


	Share Novak’s personal learnings on leadership.


	Teach a set of principles designed to help build and align teams that would drive results with their sense of ownership.


	Develop action plans to apply the lessons learned in the workshop. These plans covered both leading growth initiatives and teaching and energizing the rest of the 750,000-member workforce about the strategy and values.
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