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Even the very best structure, system, style, and #élk can't compensate completely
for deficiencies in character. Why do you emphasizthe importance of character in
the lives of leaders?

Because | believe that character (what a persads idlimately more important than
competence (what a person can do). Obviously hetingortant, but character is
foundational. All else builds on this cornerstoA&so, | believe that courage and
consideration are the key building blocks of emmiamaturity, and that emotional
maturity is foundational to all decisions and alationships. It relates to all the great
management themes of the past. That's why | placé Habits along a maturity
continuum to suggest that the aim of all thesethabito help us achieve character and
competence, courage and consideration. We carbthaighly effective with tasks and
with people.

Why is the emotionally mature person also highly ééctive?

Mature people may have a lot of ego strength, ey tlso have high respect for other
people. They balance their courage with considamato they communicate in the spirit
of "l and thou,” the expression philosopher MaBwuber used in his book, | and Thou.
Immature people communicate in terms of "l andvitiere they treat people like objects
or things, or "it and it" where they manipulate areht themselves in the same way. Or
they may think in terms of "it and thou," havingpect for others, but not for
themselves.

When did you first arrive at this notion of maturity being a balance between
courage and consideration?

| first learned this concept from one of my professat the Harvard Business School,
Rhand Saxenian. At the time, Rhand was workingismown doctoral thesis on the
subject. This is how he taught it: emotional mayus the ability to express your feelings
and convictions with courage, balanced with comsitilen for the feelings and
convictions of others.

And that hit you like a lightning bolt?



Yes, the truth of that idea struck me powerfullut Bven more powerful was the way he
modeled it. For instance, when we entered thessitgiportion of the course, he told the
class that he didn't know much about statisticd,that he would be learning along with
us. He also acknowledged what our feelings mightabeave were in competition with
other students and sections and had to take alsefb®exam.

In self-defense, we sent a delegation to the dediice to ask for a new teacher of
statistics. We told the dean that we liked Mr. S8xe as a teacher but that his ignorance
of statistics would put us at a disadvantage whenook the tests. To our amazement,
the dean simply said, "Well, just do the best yan.tSo with the teacher's help, we got
some technical notes and passed them around.elmsa swe taught each other

statistics. And our section, out of eight, camesacond in the exams. I'm convinced we
did well because Rhand had the courage to confesgriorance of the subject and the
consideration to help us come up with a solution.

Did your professor show you that "courage balanceavith consideration” was
common to great leaders?

Yes, in fact, Rhand went back through history tovsow the truly great leaders who
built strong cultures behind a common shared vigiere those who had these two
characteristics of emotional maturity, who bealligfbalanced courage and
consideration.

In a different way, haven't you also tested this ida?

Yes, in many ways. First, | have gone back intoliséory of management thought,
interpersonal relationships theory, and human psgdy theory, and | have found the
same two concepts. For instance, the transactaradysis area that Thomas Harris made
popular in his bookm Okay, You're Okayeally had its theoretical roots in both Eric
Burn (Games People Playand Sigmund Freud and his psychoanalytic theowiéell,

what is "I'm okay, you're okay" but courage balahagh consideration? "I'm okay,
you're not okay" means | have courage, but ligkpect or consideration for you. "I'm

not okay, you're okay" suggests no ego strengticoncage. And "I'm not okay, you're

not okay" suggests a very negative outlook of [Meese are the four dimensions of
maturity.

Then | looked at Blake and Mouton, who developeditfanagerial grid, which basically
deals with two dimensions: are you task-orientedreryou people-oriented? Those who
are high task-oriented and low people-orienteccalied nine-ones. Those who are high
people-oriented and low task-oriented are one-niflegse who are in the middle are
five-fives. The ideal, of course, is nine-nine hggople and high task. In other words,
high courage to drive what you want to get the thwhke, plus high respect and
consideration for others. Again, the spirit ottibu."

And then | noted that the concept of "win-win" gsentially the same thing: you have
high respect for self to ensure that you win, bt work in a way that enables other



people to win as well. If you're synergistic anaddshe "I-thou” spirit, you create far
better solutions, as manifest in mission statemeletsisions, strategic partnerships, or
customer and employee relations. The win-lose ambras symptomatic of high respect
for self and low regard for others and their situat The lose-win approach suggests low
respect for self, and high regard for other pedptgamined other psychological theories
and found that they all look at the two sides. Stommess courage is called respect,
confidence, tough-mindedness, or ego strengthransdideration may be called empathy
or kind-heartedness. | found that same balandeeigteat philosophical and religious
literature. "Love thy neighbor as thyself" is arpeession of the spirit of "I-thou."

Finally, I've interviewed a lot of Malcolm Baldrigevard winners, and asked them the
guestion, "What is the most difficult challenge yauaed?" And they always say, "Giving
up control." In effect, they are saying, "We hadteate 'lI-thou’ relationships with all
stakeholders. We had to reach the point where alfyrgelieved in other people, in a
bone-deep way, not in some public relations manieralso had to learn to be strong in
expressing how we see it." Essentially, the Ba&ignners learned to think win-win,
seek first to understand then to be understoodsgnergize (Habits 4, 5 and 6 of the
Seven Habits). By practicing these habits, thepednew insights and learnings, opened
new options, engaged in high-level partnering amading, and boosted creativity. But it
has to come out of this deep spirit of win-winnbahou, courage balanced with
consideration.

Is "courage balanced with consideration" a good wayo achieve both improved
results and relationships?

Exactly. Better in both ways. You get more reswdtg] you get better relationships.
Without this balance, you tend to get one at thgease of the other. For instance, | once
worked with the president of a large organizatidrowas a nine-one, meaning he was a
result-oriented person. But, if he needed to brgldtionships to get results, he could
charm the socks off anybody. But it was always wéfjard to a task. His task became
the relationship. In other words, once he builtdtrategic relationship, he would then get
on with the task. | have known other people whoewbe opposite. They are so needful
of relationships that they work relationships thgbuasks.

Is it possible to get a profile of ourselves as ldars to assess the balance of courage
and consideration or determine our orientation towad results and relationships?

Yes, in fact, David McClelland, one of the greate@rch psychologists at Harvard,
developed what he called his Need Achievement ltorgnHe would give people
different pictures and then have them talk abatbey that was portrayed in that picture.
By using a number of these pictures, McClelland iquiofile the candidate, and then
give his recommendations to employers who are fgpkd match the profile of the
person with the needs of the job. He tended tasiflapeople according to their need for
power, affiliation, or achievement. In a sense, Mtd&nd was looking at this concept of
inward motivation. He identified character as thiéaal factor of long-term success.



Do you feel that the hundreds of contributing writes to Executive Excellence over
the last ten years have verified the preeminence oharacter?

What | have seen over and over again, in the paigesecutive Excellencand

elsewhere, is how character eventually becomes mygrertant than competency. So,
even though people may go through managementricgpamd improve their skills, if they
don't grow in emotional maturity, eventually thekills may even be their undoing. For
instance, | witnessed this task-oriented presidghaust his social capital with the Board
to the point he no longer had power or influenctinwthem. The Board would not sustain
the president, and eventually they had to makeaagd Board members felt that they
were being manipulated by one superlative presentafter another, one big charm after
another. Eventually the hens came home to roost.

And yet, isn't the training and education of most gople designed to build
competence and courage for the sake of getting rds?

Absolutely. Almost all training is focused on cortgrecy. That's the courage aspect of
maturity, have your way, be nice to people, usentirean relations approach, but not the
human resource approach. The human resource appasks, "What's your

opinion? The human relations approach says, "Hgaus family?" And the malevolent
authoritarian approach says, "When | want your iopinl'll give it to you."

So, how can we meet this need for ongoing charactdevelopment?

We need to stop managing people by performanceasas where some supervisor is
judging someone else's character and competencaee®eto look for balance between
production (P) and what I call "production capail(PC), which includes developing
people and building teams. Because, as we leanm A@sop, if we go for all the golden
eggs (P) without regard for the wellness of thesgo@C), we'll soon be out of business.
This is why Peter Drucker says, "Don't judge pe'spibaracters.” | totally agree with

him. | tell executives to do away with traditionmdrformance appraisals and instead look
at how well that individual balances P and PC, Itesand relationships, competence and
character, courage and consideration. | also eageuhem to set up a 360-degree
stakeholder information system which gives peoplelsscientific, systematic feedback
on their performance in both dimensions. Then #rsgn will say, "Gosh, | have low
marks for team building and interdependency, etilendh I'm producing the numbers.
What can | do? Now they recognize the need foraneggcharacter development, which
they themselves have to take charge of. They aGandiganize resources to draw on their
families, their friends, their church, their prademal association, their support groups.
They seek character development in order to prothase desired results.

Why do you say that humility is the mother of virtues?

Because humility helps us center our lives arounttples. Humility helps us see the
need for on-going character development. Humiléiphk us be considerate of others. |



then say that courage is the father of all virtdexyether courage and consideration
create the internal integration inside the humasgelity.

This is why Karl Jung says that we never achievatwie calls individuation, the total
integration of the human personality, until ouetagears in life. He says that people must
go through different phases to learn some thingsbHlief was that it takes a great deal
of experience, going around the block many timanamy ways, before we gradually
come to see the full consequences of erring orsmleeor the other and gradually achieve
an integration of our internal character.

Can one person, working within his or her circle ofinfluence, really make a
difference?

Without question. | see it continuously. The peaph® start small and start to build on
true principles in the ways we've been talking abexpand their circles of influence
until they truly become models, and eventually mesxeind teachers of other people.
They become change catalysts and transition persons

Why do these change catalysts also need what youl@n abundance mentality?

The abundance mentality is courage and considerébicarcity is courage without
consideration. Interdependence is courage andaenation. Independence is me-
centered: | want what | want. For example, | onaé &n experience with the top partners
of an international firm who after three days restthis conclusion: the experts in
quality Juran, Crosby, Deming, and others basicallythat people aren't so bad; what's
bad are the systems they work in.

But suppose you have an executive who has courag®lconsideration. He'll think
win-lose, and he'll design win-lose systems. Ndweiattends a quality seminar, he may
start designing win-win systems but he'll implemtir@m in a win-lose way. Why?
Because character eventually comes out on to@l8bge top partners concluded: "We
now know our problem is scarcity thinking. It shomgshe way we admit people, the way
we make them partners, the way we reward them. dlader we have a screwed-up
culture. No wonder we're losing some of our bestdsi No wonder we have such a
political atmosphere where everyone is readingg¢hdeaves. We have moved so far
away from our founding principles.”

In the last analysis, it's the character in théucalthat counts. And yet we let many
character-destroying forces have their way witluintd we lose the original character of
the founding group, or until we become programselres, not programmers. And so,
we must begin the process not only of reenginedrsusiness processes but also of self-
directed rescripting of business executives.

How can executives rescript themselves?



Well, often we must first be humbled, either bycamstances not getting desired results
and preserving the assets or by crisis not gettiagneaning or fulfillment that we
desire, or failing to maintain good relationshipivour spouses and kids. We are then
more willing to accept the fact that universal pijphes ultimately govern. We are then
more willing to accept responsibility for who antiat we are. And we are then more
willing to develop and live by mission statementhjch does much to produce integrity.
Ultimately what we are is the most critical compoinef success. In fact, I've concluded
the only way that | can grow toward the ideal baéahetween character and
consideration is by living true to my consciencethte principles | know are right. If |
begin in any way to falter in either courage orgsidaration, | can usually trace my
failures within a few hours, if not days, to sorfein the integrity of my life.

We read of actors who feel that they were explaiteckrtain roles and parts early in
their careers. But as they gain more respect, tilmeydown scripts and roles that aren't
supportive of their new vision of themselves. Thegy even write their own scripts, or
determine what parts they play.

Can executives also do that in their careers?

I'm convinced that we can write and live our owripgs more than most people will
acknowledge. | also know the price that must bd.d#s a real struggle to do it. It
requires visualization and affirmation. It involMesng a life of integrity, starting with
making and keeping promises, until the whole hupensonality the senses, the thinking,
the feeling, and the intuition are ultimately ima&gd and harmonized.
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