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FIND THE RIGHT FUEL 
TO INSPIRE ACTION

  



  



CHAPTER 1 

The Problem with Persuasion 

“ere could have been no two hearts so open,
no tastes so similar, no feelings so in unison.”

Jane austen

in July 2017, i arrived at a well-known orlando resort for a
conference and stepped right into a hive of construction.

although i passed a number of bellmen and hotel employees,
i was not directed through the construction area, nor was i
greeted with any hellos or smiles. 

When i finally found the lengthy check-in line, the other
guests were quick to let me know that it wasn’t moving at all.
as one woman le the reception desk, she looked back and
said, “Good luck getting a room. nothing seems to be ready!”

aer about twenty minutes, it was finally my turn, and as
i approached the desk, i glanced at the clerk’s name badge. it
read: “My name is ed. My passion is hiking.” 

his perfect skin and well-groomed hair were overpowered
by his perfect plastic smile. “ed the Boy Scout,” i thought. 

“i guess i picked a busy time,” i said, returning his smile. 
“Yes,” he replied, looking even more strained. “and none

of the rooms are ready.”  
he checked me in and said that they would call when i

could get my room. he directed me to the bell desk, where i

  



could deposit my luggage—alongside everyone else’s. José,
whose “passion is motorcycles,” spoke through a tight smile
advising me to leave my bags, and adding, “We would be
happy to bring them to your room when you get one.” he
spoke politely, but his smile failed to mask the stress in his
eyes. as he addressed me, he glanced back and forth at the
growing mountain of bags at his booth.

Just thirty minutes into my arrival, and i was able to
predict the level of service that i would be receiving over the
next five days.

i went to the restaurant to have a drink while i waited for
my room. a manager welcomed me, then stomped over to a
waitress and snarled, “You have someone at table Seven.” 

the shift in his body language and vocal tone was so
drastic that it seemed like the manager had changed from Dr.
Jekyll to Mr. hyde during the fieen-foot walk from my table
to the waitress station. 

When the waitress approached me, i instantly realized that
her bubbly warm personality was the opposite of everyone
else that i’d met at the hotel. i smiled and said, “i’ll have a cup
of coffee, so long as you don’t have mood swings like your
boss.” 

She laughed and said, “You look exhausted; you must’ve
just flown in. how about a triple espresso?” 

We got along just fine. i do not remember her name tag
or her passion, i only remember her cheerful demeanor. She
seemed out of place. 

neither ed the desk clerk nor José the bellman were un-
caring people. they just had defaulted to a robotic stance
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under a set of rules that le no room for them to be themselves.
it was as if management thought that giving them a name
tag that stated their personal passion would be sufficient
motivation for them to demonstrate passion for their work. 

they were all doing the best that they could under the
circumstances. as my waitress delivered a second triple
espresso, i admired her personal desire to be kind. She was
the first employee i’d encountered whose words did not seem
pre-programmed. her ability to snap back from the manager’s
scolding and walk over to me and treat me with such warmth
made her one of those employees that management could
point to and say, “look, if she can do it, so can you.” 

But that is not effective management. ere are exceptions
to every situation, and some people are just more capable of
operating under adverse circumstances. She is an anomaly, and
management tends to underestimate the personal effort that
someone in her situation exerts to be cheerful and welcoming.

Despite their efforts, the individual demeanors of most of
the staff indicated that whatever passion was printed on the
name tag certainly didn’t carry over to their jobs. ey did
not seem to have passion for anything having to do with their
work. 

i assume the passion listed on the name badge was
intended to be a conversation starter, a way of personalizing
the employee and opening them up to conversation with the
guests. Sadly, someone who is just going through the motions
and clearly doesn’t feel good about what they’re doing isn’t
someone with whom i’d want to share stories about hiking
or motorcycles. 
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When i was at the front desk checking in, it seemed to
me that Boy Scout ed should have been empowered to offer
an explanation beyond “rooms are not ready” or even add an
amenity to make up for the delay. While each employee i
encountered was polite, it was evident that they were working
diligently to keep within a script that wasn’t designed to account
for the frustration of trying to serve guests under difficult
circumstances. e staff had not been empowered to make
guests feel welcome. When you are focused on following a
script, you cannot focus on the people in front of you.

is is what you get when management dictates the rules
without inspiring the team. e absence of the heart and soul
in the staff ’s attempts to do their jobs efficiently and happily
was not the result of a lack of effort on their part, but the
result of management treating them like cogs in a wheel and
ignoring the possibility that maybe they could be more. and
yet my waitress was an exception. What made her different?
i wondered… 

as i sipped my espresso, i reflected upon an experience
that i’d had in 1985, when i was in my late twenties. i was
having dinner with a group of friends, including ted, a doctor
in his early forties with a blond 1970s pageboy hairstyle and
wire-rimmed glasses. ted’s idea of casual wear was a diligently
pressed izod shirt and a pair of creased Jordache jeans. he
had an odd habit of speaking to people without ever making
eye contact. 

as his eyes wandered around the restaurant, ted complained
to the table about the office staff at his practice; “When i have
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someone trained, the employee finds a new job, or falls from
‘great employee’ status to mediocrity.” 

he was mystified, but i knew the answer. he saw his staff
as trainable rather than capable. he had provided his staff
with a series of obligatory tasks to perform without giving
them the ability to merge their own talents and passion into
the big picture. ey did patient intakes, they took vitals, or
they drew blood. they were assigned individual task after
individual task. it was monotonous. he never showed them
the big picture, but instead taught them their individual duties
with no understanding of the larger contribution they made.

as Dr. ted monopolized the conversation, i tried to listen
without rolling my eyes. i think we all wanted to yell, “hey,
ted. Maybe the problem is you!” We glanced at each other and
just listened until i interrupted by joking, “i’m sorry, i couldn’t
figure out if you were talking about people or puppies.” 

ted stopped his rant, looked at me and said, “at’s rude.
Why did you say that?” 

i smiled as someone else giggled and said, “You sound like
you would be happier if you hired people who jumped
through hoops and sat on command.” 

in the discussion that followed, it became more and more
clear that, to him, the people he called his team were merely
cogs in a machine. Fundamentally, he saw them as office
equipment. it was obvious to me that his staff knew he did
not care about them; he only cared about how he wanted
things done. 

at the time, i was a young attorney—not a consultant
and trainer—but i knew he was the problem. even in court,
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i realized that if i treated people the way he treated his
employees, my successes would be few. 

With that story in mind, i took another sip of espresso
and chuckled to myself. the staff of this hotel was office
equipment. My waitress had risen above it. the rest of them
had not. 

i received a call that my room was ready. it was 5:45,
nearly three hours aer i’d stepped in line. no explanation or
apology, just a call to pick up my key.

throughout my stay, i kept noticing the absence of a
relationship between the guests and the staff. only two weeks
earlier, while i was staying in a casino in las Vegas, every
single employee i encountered smiled and said, “ank you
for staying at the Mirage. if you need anything, please let me
know.”  Whether the maid was carrying dirty laundry, or the
maintenance man was fixing a broken bathtub faucet, it didn’t
matter. ey made me feel like i belonged. ere was no
script. each spoke as if from the heart.

at my current hotel in orlando, the lack of the promised
“magic” was palpable. Since i knew the destination hosts over
sixty million visitors per year, and boasts its luxury status, i
expected a much warmer feel during my stay. 

on the second day, i met Barbara. Barbara’s name tag
read, “My passion is family.” She was one of the two house-
keepers responsible for cleaning the scores of rooms on my
floor.  

one morning, i placed a decent tip for Barbara on my bed,
and i le the room to get a cup of “not hotel room” coffee.
When i returned, Barbara greeted me with her head down

8 |  GettinG to ‘US’



and said, “i’m sorry, there was money on your bed. Did you
drop it?”

i looked at her in amazement. “it’s your tip. Don’t people
in this hotel tip you?”

in an unexpected burst of honesty, she replied, “people
don’t feel good about this place because of the management,
and they take it out on us. So, no, we don’t get many tips.”

i was struck by her candid and direct response. She told
me they had fewer than 150 members on the entire house-
keeping staff. realizing that the hotel had approximately
1,500 rooms, i did some quick math. assuming that only a
percentage of those were actual housekeepers or maids, they
were under a lot of pressure.

Barbara continued. “e bosses don’t understand what is
being asked of the employees. We don’t have enough help.
ey count the rooms we clean, but they almost never check
our work.” e hotel measured performance based on the
quantity of rooms cleaned, not the quality of the work. 

aer a few moments of discussion, Barbara asked why i
was so interested in the housekeeping. i told her that in my
observations as a traveler, the attitude of the staff was a good
barometer of the overall hotel operations. if the staff was not
happy, my experience at that property would not be happy. i
said, “e housekeepers are the face of the hotel, the first face
i see when i leave my room.”

Barbara’s face lit up. “i never thought of my job as making
me the face of a hotel. i’m just a housekeeper.”

i told her, “i only see the front desk staff when i check in.
i see the bellmen when they bring me my luggage, and i see
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the doorman when i come and go. But if i am in the halls of
the hotel, it’s the housekeeping staff that i see most.” 

Barbara surveyed my organized and neat hotel room and
said, “i wish more guests were like you, because people leave
their rooms messy and in disarray, and because they get bad
service in the restaurant or at the front desk, they take out
every little complaint on us!”

Barbara’s honesty was refreshing. But at the same time, i
noticed an exhausted look in her eyes, which were heavy and
slightly red. She told me she was ahead of schedule, and time
wasn’t a problem, but she kept looking under a towel on her
cart at her phone. i felt that there was more to her demeanor
than just being overworked. i asked Barbara why she looked
so sad. She told me that her daughter was on vacation in Be-
lize that week, and she was concerned because she had un-
characteristically failed to call for four days. 

as Barbara le, i gave her an additional tip for her time.
Glancing back to her nametag, i said, “i know that family is
your passion. i’m sure you’ll hear from your daughter soon.
She’s probably just having fun.” 

Barbara’s comments confirmed the perennial truth of an
old italian adage: “e fish rots from the head.” While the staff
may be stressed out and overworked, the problem lies with
management who either hasn’t given them the infrastructure
they need to do their jobs or hasn’t found a way to influence
them into infusing their work with passion.  

initially, both Doctor ted and the restaurant manager
could push their employees into action to do what needed to
be done, but they would never be loyal or self-motivated. ey
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simply jumped through the hoops without having even an
inkling of a larger goal. 

to their deficit, management focused on numbers and
volume without influencing the staff to create an excellent
experience for their guests. ey didn’t empower their people
to do anything beyond repeating the management’s rote
commentary. 

it’s up to management to inspire a passion for work in the
hearts of the staff. instead, management reserved all their
kindness and concern for their interactions with the guests.
and none of that kindness seemed to flow in the direction of
the employees. the employees were just pushing the cart
uphill to avoid being labeled as part of the problem. their
efforts to please management had consumed any attitude of
kindness or sincerity they could muster with the guests. as a
result, their attempts to care seemed fake. ey were disengaged
at work because management was disengaged from them. 

it was clear to me that Dr. ted in 1985 and the restaurant
manager in 2017 had made the same error. Both failed to
recognize the humanity and the personal need of each staff
member to feel valuable. later that day at the resort, i returned
to my room and found a case of water and multiple bags of
coffee sitting on the counter. i had acknowledged Barbara’s
humanity, and she showered me with the only gis that she had
access to: water and coffee from her cart. 

e following morning, as i prepared to check out of my
room, Barbara ran down the hall and hugged me saying, “My
daughter is okay. ank you.” and she went back to work. 
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as i wheeled my luggage down the hall, i heard Barbara
and her partner shouting “Good Morning!” to all the guests
as they passed. Feeling important in the big picture is empow-
ering. Feeling good about your contribution to the big picture
is contagious.  

i thought back on my career as both a businessman and
an attorney. as a courtroom litigator, my success or failure
hinged on my ability to persuade. Whether i was dealing
with a client, a judge, a jury, or other lawyers, it was my job
to persuade people to do as i asked. But i also recognized that
the true art of persuasion required people to feel good about
taking the action i requested. if they did not feel good about
taking one action i asked for, they would never allow me to
persuade them again. ey would second-guess everything i
said. even the worst druggie-snitch witness in court needed
to see a personal benefit before he would testify. 

Coercing people to take an action is at the base level of
influence. it is always possible, yet never produces better
than mediocre results. 

Moving others to take inspired action is the cornerstone
of effective management. it is the cornerstone of sales. it is the
cornerstone of any action that you take when you want others
to follow your lead. persuasion, when done effectively, leads
to inspired action—action that people take as a result of an
internal motivation to move closer to your goal because it is
closer to their goal.

But if you hope to get inspired action by ordering people
around or offering short-term incentives such as bonuses
and other tokens of recognition, you’ll be disappointed
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every time. While it motivates in the short term, it’s not
sustainable. each reward (which is basically a bribe) will be
followed by a demand for an even bigger one. Bribes are not
what inspires people to extraordinary action or excellence.
Believe it or not, humans are more noble than that. 

–––––––––––––––––––––––

Persuasion, when done effectively, leads to 
inspired action—action that people take as a

result of an internal motivation to move 
closer to your goal because it 

is closer to their goal.
–––––––––––––––––––––––

When i was a teenager, i worked in a fast food restaurant.
every week, the manager offered a five-dollar bonus for the
best employee on the grill. i was sixteen. i was excited by the
challenge. living at home, rent-free, a five-dollar bonus meant
i could buy an extra movie ticket or a jumbo popcorn. plus, i
liked winning. i worked as hard as i could to move burgers
and win the coveted “Best Grill person award.”  For the first
three weeks, i won and got my five dollars. as the fourth week
began, i thought about Carson, the man who had come in
second place for the past three weeks. Carson was in his early
thirties, living alone with bills to pay.

i felt bad knowing that by winning, i was making life harder
for Carson. i slowed down so he could get the five dollars.
Shortly aer his second victory, the manager reprimanded me
for not working as hard. i laughed and went back to work. i

the proBleM With perSUaSion |  13



didn’t care what the manager thought of me. Knowing i was
helping Carson was worth way more than five dollars. 

people do not become engaged simply because you place
demands on them. people do not want to put their heart and
soul into something if they feel that their heart and soul will
not benefit from the journey you are asking them to share with
you. incentives are only incentives until they become the norm;
then they become expectations.  

But people will sacrifice for a cause they believe in. 
it is the objective of every leader to move people to accom-

plish the leader’s vision. You can make your business a cause
that your employees feel passionate about, but if you treat
them like dogs who will only perform for a treat or a pat on
the head, you will never get the best out of them. absent a
sense of value and purpose, people will always seek and find
the path of least resistance. achieving a long-term vision
requires universal collaboration with people on your team
who share that vision and are inspired by it. 

a 2017 Gallup poll revealed that a mere 15% of employees
worldwide are engaged at work. in the US, 30% of workers
are engaged. Gallup defines engaged employees as those who
are involved in, enthusiastic about, and committed to their
work and workplace.1

at work, the poll showed that 70% of workers are engaged
in everything and anything other than the matters in which
they should be engaged. employees like to spend time texting,
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checking Facebook, making weekend plans, or simply talking
about what they’re going to do for lunch. 

if 30% of the people in the workforce are engaged at work,
let’s look at the obvious: in terms of productivity, three
disengaged people make up less than one engaged employee. 

Disengaged employees can produce numbers. You can
see how many rooms they clean, or how many guests they
check in, but without appropriate persuasion they will be
uninspired; they will not invest in the bigger vision, and this
will reflect negatively across the board.

it was clear that the resort management was using aggres-
sive oversight to keep the maids cleaning, the front desk
staff on script, and the guests committed to keeping their
reservations despite the delays. in the short term, management
got what it wanted, because everyone complied. But there is a
huge opportunity cost. Much like the staff, the guests were
not happily engaged in our relationship with the hotel. and
i, for one, am not likely to return. in the long run, it’s issues
like these that kill businesses. 

i have heard people claim that the art of persuasion is
dead. one Ceo told me, “nobody wants to be talked into
anything.” another small business owner insisted, “people are
skeptical of everything. ey don’t believe what you tell them,
so you can’t persuade them like you could in the past.”

ey are right; people do not want to be manipulated or
forced to do anything. Culturally, the word “persuasion” has
become synonymous with manipulation and trickery. people
will resist if they feel that they are about to be manipulated.
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Forcing people to act without providing them the ability to
feel proud about what they are doing will force a state where
they feel less proud of their own accomplishments, and their
actions will become rote. 

if you try to force a horse to drink from the water trough,
you will be unsuccessful. e good news is that you can put
salt in his oats and make him thirsty. in management, you
can create a thirst for excellence. providing your team with
a clear unifying vision will allow them to make a meaningful
contribution and to be proud of their role in it.  

as you read through these pages you will discover how to
persuade people to become part of a unified team with clearly
defined roles, and ultimately cause them to embrace your
vision as their own. e key to effective persuasion is to start
with learning to influence, and bringing in others to join you,
as you master Getting to Us.
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CHAPTER 2 

People Want What They Want

“For success, like happiness, cannot be pursued; 
it must ensue, and it only does so as the unintended 

side effect of one’s personal dedication to a cause 
greater than oneself or as the by-product of one’s 

surrender to a person other than oneself.” 
Viktor e. Frankl, Man’s Search for Meaning

the search for meaning is a quest that has existed since
the beginning of time. While the focus of those seeking

purpose has taken on many forms, the fundamental need for
purpose remains unchanged. it is fashionable these days to
blame management challenges on generational differences
or the perceived need to manage each generation in its own
special way, but these ideas are misguided, and pursuing them
actually delays the solution and devours profit.

roughout the years, there has been a common theme in
management training that each generation brings with it a
new problem to be solved. Whether the problem has revolved
around baby boomers, the hippie generation, or millennials,
there is always a newly labelled problem that management is
trying to solve.

let’s make it perfectly clear that there is no “millennial
problem.” no generation is a problem.

  



every generation gets trademarked with a label. ese labels
are superficial brandings that lump people into categories.
When we take a management failure and label it as a genera-
tional problem, we are stereotyping an entire segment of society
and generalizing the wants, needs, desires, and attitudes of
millions of people with the illusion that these are all somehow
predictable by the year of a person’s birth. if you think that
every millennial requires an ability to work from home, you are
no more likely to be correct than you are to assume that every
baby boomer wants to avoid the internet or that every Gen-Xer
is independent, resourceful, and self-sufficient. ese broad
sweeping conclusions are the types of voodoo that keep angela,
the psychic advisor next door to my office, in the black. if a cold
reading of a generation is what you desire, visit angela; she is
cheaper than a consultant, and probably more accurate. 

e fact is, for every person who fits the generational
stereotype in one particular area, you can find six more who
don’t. and listen, there’s nothing wrong with playing the game
of lumping people together and looking for traits that define
a generation. truth is, it’s kind of fun. it’s only a problem when
we try to manage people by it.

Businesses today spend millions of dollars to explore the
“issues” tied to employing people from various generations,
and to teach their managers how to deal with them. a 2017
search on Google for the phrase “the millennial problem”
yielded 3,470,000 results. e “generational problem” produced
15,300,000 results, so clearly enough people perceive a problem
to have gone to the trouble to provide a lot of answers. and if

18 |  GettinG to ‘US’



you wonder how much money companies are spending to
deal with it, a search for “consultants generational problem”
yielded 385,000 hits, a clear sign that the repetition of the label
“millennial problem” has perpetuated and fostered the growth
of an entire industry devoted to training and educating us to
deal with this mysterious generation. But let’s get real: e
mystery that an older generation feels when looking at a
new one happens with each and every turn of the tide. one
generation is born into the inventions and discoveries of all
prior generations, and all prior inventions and discoveries
become the birthright of the new generation. But none of this
has anything to do with how to manage or to influence your
team. When managers blame their inability to motivate their
people on “the generational problem” and label an entire age
group, it’s beyond folly; it’s debilitating. 

labels become self-fulfilling prophecies. if a baby boomer
says that the entire millennial generation consists of people
with a philosophy that they are entitled to receive in lieu of
actually doing work, the boomer will be disinclined to trust
them to get a job done, and thus, lose out on the millennial’s
natural talents and desire to succeed. if you are hesitant to
assign tasks to people you have labeled, you will never have
the opportunity to see them shine. 

and it goes both ways. if millennials label the baby
boomers as non-tech-savvy people with no vision for the
future, they are overlooking the experience of the boomer
who grew up in a tumultuous political time, and who happens
to be of the generation that invented the technology at which
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many millennials are so adept. us, the millennial overlooks
the individual boomers who possess vision and compatible
skills. in the end, any label that you apply to a person, gener-
ational or otherwise, will oen dictate the results that you get
from that person, which is why i’m against it. in truth, if your
interest is figuring out how to manage and motivate your
teams, there is only one label that can be of any help at all—
“human being.”

in 2007, while serving as a juvenile law judge in Dauphin
County, pennsylvania, a minor came before me on serious
charges that would have placed an adult in prison for a very
long time. Ken was sixteen years old and could only remain
in the juvenile system until he was 21. his crimes and attitude
made me wish i could keep him locked away forever. 

every six months for the next five years he was brought
before me and every time our discussions ended with him
telling me that he planned to re-offend, and i sent him back
to juvenile detention. When Ken was 20 1/2 years old, he
came before me for his final six-month review hearing. i knew
i would never see him again, and i knew that within six
months he would be free. e hearing was brief and followed
the same course as the ones that came before: he said he
would re-offend. i said, “i hope that someday i meet you on
the street and find out that you have become a good father
and husband. if i do not meet you on the street, i will know
that you were re-incarcerated as an adult. if that happens, our
paths will never cross, and i will know that you failed.” en
i sent him back to lockup.
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Six years later, in 2013, my secretary told me that there
was someone in my waiting room. “he says his name is Ken,
and you will remember him.” 

as soon as i saw him i remembered his face. i ushered
him into my conference room and tersely asked, “What can i
do for you?”

he smiled and said, “i just wanted to thank you for all you
did for me.”

“What did i do?”
Ken explained that, through his years in the system, he felt

he had been treated like an animal. everyone told him what
to do and locked him in cages. But every time he appeared
in front of me, “You treated me like a human being. i may
not have liked what you said to me, but you never lied or
sugarcoated the truth. You always made sure i understood
our conversation. en you locked me back up.”

i smiled and said, “You know, you didn’t give me a choice.”
he replied, “e last time i saw you, you gave me a choice

of being a husband and father or a prisoner. everyone else
told me i would be a prisoner forever. i wanted you to know
that i am getting married this weekend. You are the only
person who ever gave me the option to believe in myself.” he
laughed as he continued, “You were a bit of a jerk about it, but
i wouldn’t have heard you otherwise, because i was a jerk too.
ank you.”

i admit, i didn’t consciously intend to give Ken a cause he
could believe in, i just explained his options as i saw them.
he chose the right one. he made the human choice. e noble
choice. 
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if we drop stereotypes and labels and just focus on basic
human nature, we can see that all human beings fundamentally
want and need the same things—a roof over their heads, food
in their bellies, and a sense of belonging to or contributing to a
community or a cause. as an employer, if you want high
performance, high engagement, and high retention, you must
provide an environment where your employees have the
opportunity to achieve all three.  

Most jobs only provide the opportunity for employees to
meet the first two: food and a place to live. Some drop even
below that bar and fail to pay a living wage while using threats
of reprisals to “motivate.” is is not anyone i’m interested in
working with, so i’m not going to spend a lot of time on all
the reasons why a strategy of threats is ineffective. Suffice it
to say, this behavior only causes resentment, poor retention,
and passive-aggressive behaviors that work against the
company’s aims. 

More common is employers who use financial rewards
and incentives to motivate people into being high performers.
Unfortunately, if the primary motivator is cash, even those
who are paid well and have benefits that exceed the norm will
never stop looking for higher incentives at your company
or elsewhere. people will perform for financial reward, but
financial reward does not buy loyalty. e singular incentive
of financial gain in exchange for meeting a certain metric may
produce for a while, but then workers likely will require
more incentives to remain, or they will move on to the next
opportunity leaving you with the loss of their talent and a
position to fill. 
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high performance and high retention can only be gained
when we include the third element: a sense of belonging or
contribution to a community or cause. loyalty is what we
think of when we see people committed to a cause. in most
situations, serving a higher cause will win out over financial
gain.

if you read this and still have doubts, consider this: if
financial gain were truly the key factor to motivating people,
ask yourself why so many volunteer their time and give their
money away to support causes that are important to them.
people are motivated and inspired by a cause they can believe
in, a cause that inspires them to make a noble and important
contribution. if you want to motivate your employees for the
long haul, without breaking the bank, make your business,
project, or department their cause, and show them their
integral role in it.  

–––––––––––––––––––––––
High performance and high retention can only be

gained when we include the third element: a sense of
belonging or contribution to a community or cause.

–––––––––––––––––––––––

a sense of nobility and honor is what moves us to sacrifice
our immediate personal wants for something greater. if you
think it can only happen in the volunteer realm, that it could
never happen at a “job,” let’s move over to the most maligned
of all workers, the ones who tend to be viewed with the lowest
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expectations with regard to motivation or desire for high
performance: government employees. 

on September 12, 1962, President John F. Kennedy told
the nation, “We choose to go to the Moon in this decade and
do the other things, not because they are easy, but because they
are hard; because that goal will serve to organize and measure
the best of our energies and skills, because that challenge is
one that we are willing to accept, one we are unwilling to
postpone, and one we intend to win.”

is challenge fueled a generation. it came at a time when
the US was trailing the Soviet Union in space initiatives,
and the Cold War was at its peak. Winning was everything.
the challenge gave people purpose and meaning, and they
embraced the goal with vigor. it created a unifying vision
that allowed countless people to be in that moment as one.
We all shared equally in the success even though only three
men risked their lives. neil Armstrong’s leap was truly for all
mankind. And, more importantly, we as a nation believed it.

on July 20, 1969, no one at the Manned Spaceflight
Center (now the Lyndon B. Johnson Space Center), in Houston
complained about the long hours, or pulled their manager off
the control panel to squawk about overtime.

Stereotypes and labels had taken a backseat to the cause.
e thousands of nASA workers, government employees all,
monitored all systems and ensured the safety of the three
astronauts, and the world watched one team dedicated to one
dream put a man on the Moon. 

During the landing, Buzz Aldrin reported some driing
of the cra. Mission Control warned them that there was only
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thirty seconds of fuel to complete the landing. e world held
its breath until neil armstrong radioed the now famous
words, “houston, tranquility Base here. e eagle has
landed.”  

as the world listened to neil armstrong’s communication,
we saw the video and photographs of the countless people
working at their stations in Mission Control. We know that
these were the people who worked diligently to keep the
astronauts alive. What we did not see were the countless
people in the shadows. of the many people working behind
the scenes, most are still unknown to the public today. now,
fiy years later, the diligent commitment of the real “hidden
figures” in the space program has come into view. in the
segregated division of langley research Center in hampton
Virginia, Katherine Goble, Mary Jackson, Dorothy Vaughan,
and hundreds of other team members followed the mission
with extraordinary pride. ese black female mathemati-
cians—who were not in the public eye until a book about
them, Hidden Figures, was published in 2016—were the
human computers who physically calculated the trajectory of
the apollo cra. Without these unsung heroes, the cra
would never have made it to the Moon. 

additionally, there were thousands of other employees
who bought into the vision and played a role in its success—
from the maintenance workers who kept the air conditioning
circulating through the many integrated naSa facilities to
the staff in the press office who fielded phone calls. everyone
who supported the astronauts was vital. e unifying vision gave
each person the ability to see how their role was necessary for
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the success of the mission and the safe return of the astronauts
to earth. if one single member of mission control and the
support team failed to recognize and fulfill their contribution,
the mission could have easily ended in tragedy.

e moral of the story: never overlook the importance of
even the most minor member of your team.

people want to do the right thing, but they define the
“right thing” by their own standards and ideals. people are
not willing to follow blindly unless the leader and the cause
provide something that is aligned with their sense of nobility
and value. 

Joining a cause, making donations, and putting in overtime
without complaint all serve a human being’s inherent need for
a sense of self-worth. all people crave a sense that they are
important, valuable, and good. everyone wants to place their
head on a pillow at night thinking that what they did that day
made a difference. it’s called self-esteem. and it’s a core need
of every human being.

to create a work environment that fills this need and
thus elicits the best performance out of your team, you need
to express a unifying vision and enroll them in it. if the vision
matters to them, and they feel connected to it, people will
do extra every time and give you more at every turn. More
effort, more time, more productivity, more “engagement.” if
you empower them and give them room, they will choose
self-sacrifice for the cause. people want to surrender to a
higher purpose and answer the call to serve their higher
nature. people are persuaded when they believe that a cause
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is authentic, of value to the greater good, and aligns with their
personal values. 

imagine what would happen if your business and your
goals were a cause that people would dedicate their lives to
achieve. 

–––––––––––––––––––––––
The moral of the story: never overlook 

the importance of even the most 
minor member of your team.
–––––––––––––––––––––––
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CHAPTER 3 

The Power of a
Unifying Vision

“Maybe the two different worlds we lived in weren’t 
so different. We saw the same sunset.”

S.e. hinton, e Outsiders 

the single most powerful unifying vision in US history
was the Declaration of independence. the founding

fathers and those who fought for freedom under George
Washington’s command operated according to a unifying
vision that was embraced by people from all walks of life and
from every generation. enlistment in the continental army
began at age sixteen. e average age was between twenty and
twenty-five, with some soldiers as young as eleven. Civilians
in supportive roles—wives and other volunteers who assisted
with nursing, cleaning, and cooking—accompanied the
troops. 

When the French joined with Washington to help defeat
the British, they were led by Marquis de lafayette. he was
twenty-one years old when he arrived at Valley Forge. the
legendary head of our navy, John paul Jones, was twenty-
eight. Betsy ross was twenty-four. these historical figures,
together with aaron Burr, omas Jefferson, Dr. Benjamin
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rush and others were, by 2017 standards, millennials to the
comparative baby boomers of a forty-eight-year-old George
Washington, a seventy-year-old Ben Franklin, and seventy-
eight-year-old Samuel Whittemore. Back then, all of these
generations worked together and unified to “pledge to each
other our lives, our fortunes, and our sacred honor.” ese
noble closing words of the Declaration of independence are
the definition of unity. 

in the year that followed, the British seized control of
philadelphia, the birthplace of the american unifying vision.
is invasion might have infused fear into the colonists, but
it only made their commitment stronger. ey embraced the
vision, and against all odds and reason, fought for it.

in December 1777, George Washington marched 12,000
troops twenty miles northwest from philadelphia into Valley
Forge. From this position, the army was close enough to remind
the British of the colonists’ commitment, yet far enough away
to wait out the winter safe from attack.

e soldiers at Valley Forge were ill supplied, but they
were not beaten. a visitor wrote in the New Jersey Gazette
on Christmas Day 1777, that “it was natural to expect that
they wished for more comfortable accommodations, aer the
hardships of a most severe campaign; but i could discover
nothing like a sigh of discontent at their situation. on the
contrary, my ears were agreeably struck every evening, in
riding through the camp, with a variety of military and patriotic
songs and every countenance i saw, wore the appearance of
cheerfulness or satisfaction.”
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–––––––––––––––––––––––
People need to belong to something 

that gives them a purpose.
–––––––––––––––––––––––

the troops endured the cold, disease, and starvation.
Military records reveal that nearly 2,000 men perished during
the encampment. Yet these troops remained loyal to the
unifying vision under the most extreme circumstances.

people need to belong to something that gives them a
purpose. in any circumstance, be it business or battle, finding
a place and feeling valuable to an inspiring bigger picture is
the ultimate incentive. 

When you give people an opportunity to be part of a vision
that is bigger than them, bigger than the company, bigger
than you, it galvanizes them. once unified in a common
vision, they are more willing to put forth the effort to realize
it. Suddenly their work transcends the daily grind and becomes
something greater. it’s about being of service. it’s about pride.
it’s about changing the world. 

First, there needs to be a big picture, one that can close
any gap between people, that transcends all differences, all
self-interest, and even personality clashes. For people to “buy”
into a unifying vision, it must represent a nobler cause, and it
must give every team member the ability to see their role in
it. it cannot be transactional, or greed based, nor should it be
personality driven. it must be a unifying vision.
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Defining a Unifying Vision

“Tell me and I forget. Teach me and I remember. 
Involve me and I learn.” 

Benjamin Franklin

When Mary Barra took over as the chair and Ceo of General
Motors in 2014, she became the first female Ceo of a global
automaker. in 2017, Barra topped Fortune’s Most powerful
Women list.2 her vision for GM was “Driving GM to become
the global industry leader in automotive technology and design,
product quality and safety, customer experience, and business
results. positioning the company to define and lead the future
of personal mobility.”3

in this mission statement, Barra addressed a divided
audience looking to her for guidance. e first part is directed
at the shareholders. She’s letting the investors know that it is
her goal to make GM an industry leader. She needed them to
know that she understood their concerns and invited them to
trust her plan to turn the company around. But the last line,
“positioning the company to define and lead the future of
personal mobility,” is primarily for the workers. it is the
“bigger than us” unifying vision of how GM will change the
world. it is an invitation to every employee to become part of
something great. 

in the pre-Barra era, a statement like that was unimaginable.
GM had a long history of digging in its heels and doing
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everything the same way that it always had. innovation was
not something that prior management had embraced. 

in the early 2000s, General Motors was well recognized as
being run with out-of-date practices and a “this is just the way
we do it” attitude. it was failing. aer a US government
bailout, GM earned the nickname “Government Motors.” its
reliance on bureaucracy from the government, and bureaucracy
from within, had to have taken a toll on the raison d’etre of
the 220,000 employees. 

Barra’s message clearly told everyone, “the old ways are
gone, and a new dawn is ahead.” She gave employees especially
something to be proud of, and a goal to achieve. her confidence,
her vision to see GM rise from the ashes to become the auto
industry’s leader, was so bold that, from anyone else’s perspec-
tive, it may have seemed too big. But, with her 37-year track
record at GM and her reputation as a team manager, Barra
assured the employees that every one of them was going to
have a place in the company’s resurgence. ey would be part
of General Motors’ history-making comeback.

Ultimately, it is up to you, the leader, to keep the vision
relevant in your own mind, so that you can stand before your
people and keep it alive and relevant in theirs. if you lose sight
of the unifying vision, you’re toast. You will never convince
anyone to follow you.

in the fall of 2017, i attended a business meeting with two
friends: Mark and Jared, from Fargo, north Dakota. e
meeting was held in the philadelphia suburbs. Since i am a
philadelphia native, i offered to give them a tour. i knew i
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could teach them the proper way to order a cheesesteak, or
make sure they got to the italian market, but otherwise i
didn’t have a plan. i was a child the last time i thought about
my city’s tourist destinations.

We met for breakfast on Saturday morning. i told them
that we were only ten minutes from a big grass field that
people seemed to like to visit.

ey asked me why people visited the field, and i replied,
“Because it’s Valley Forge.”

Getting excited over the historical value of Valley Forge,
they both smiled and said they would love to go there. My
commentary on Valley Forge was not intended as sarcasm,
but as someone who had seen it every day of my life, the
place had lost meaning. Somewhere in the back of my mind
i recalled the importance of the Valley Forge encampment,
but i had come to a place in my life where i took this historic
locale for granted.

i had visited Valley Forge countless times. i went there for
a Boy Scout jamboree, on class trips, and in my twenties i
used it as a place to park and do paperwork during law school.
i remembered exactly where i parked, but i had forgotten
about the story of what happened there and what Valley Forge
represents. 

Valley Forge had become commonplace to me. it wasn’t
a destination, nor was it a historical vision to behold. it was a
park. and it was there every day of my life. i got used to it,
just like you may not notice the color of your neighbor’s
mailbox, or the telephone pole in your front yard. 
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as i took Mark and Jared to see Valley Forge, i watched two
grown men who had never seen it fill with awe and excitement.
rough their eyes, i gained a new appreciation for this iconic
place. i recaptured the feeling i’d had as a teenager when i led
the Boy Scout jamboree. Memories of history lessons rushed
back to me through their eyes. My sense of awe was renewed.

as i stood with them and read each historic marker and
each monument, the magnitude of Valley Forge’s place in
american history rekindled itself in my thoughts. e inspira-
tion came alive in my heart once again.

When you have a vision for your business, you must never
let it grow stale. although my brief conversation with Barbara
the housekeeper inspired her to a higher level of work, i have
no illusions that it was sustainable under the current manage-
ment. Sadly, i predict her realization that she is the face of the
hotel was short lived. Based on what i observed, management
would not remind Barbara of her importance or reinforce her
sense of value to a nobler cause beyond “clean 150 toilets
today or else.”   

a big part of what gives a unifying vision its power is its
inclusiveness. in many environments, leaders rely upon the
top 20% of the team. By relying on a small group, you send a
message to the other 80% that they are not important. is
leads them to underperform. aer all, you just showed them
how insignificant they are. For a unifying vision to have the
power to move everyone in your organization to a higher level
of performance, it must include everyone, and everyone’s role
must be viewed and presented as essential. 
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everyone involved in the process must be included and
have a clear role in bringing the unifying vision to fruition.
even the lowliest employee must be reminded of their value.
e quarterback is the player who gets the public accolades
for a team’s success, but a good coach knows to thank and
reward each player and staff person that was part of the
winning squad. 

–––––––––––––––––––––––
When you have a vision for your business, 

you must never let it grow stale.
–––––––––––––––––––––––
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CHAPTER 4 

Prepare to Lead 

“A true artist is not one who is inspired, 
but one who inspires others.” 

Salvador Dali

leadership is founded on an ability to get things done.
it’s how you do it that determines how hard you will

have to work to get the result. When a manager wants to
compel their employees to take action, the directive can be
simple: “Do this or get fired.” But the threat of being fired is
not an inspiring motivator. Sure, you can get someone to do
something they don’t want to do, but you must factor in the
cost of buyer’s remorse. even effective threats provide only
a temporary fix. inevitably, the employee will find a more
palatable solution by seeking employment elsewhere or just
becoming an apathetic cog.  

an employee will take action to avoid a negative outcome,
but they may resent you so much for threatening them that
instead of doing what you want, they may plant seeds of
rebellion and dissention. Maybe it will not be the next
morning. Maybe not the next week. Maybe it will not happen
for years, but eventually when you force someone to do some-
thing they don’t want to do, they will end up hating you for it
and hating their job. 

  



e highest form of persuasion is the ability to influence
someone to do something that they will embrace as their own.
Beyond knowing it’s in their best interest, your goal is to have
them love the action as if it were their own idea. is is pure
influence. it is leading someone to a decision that they feel in
their heart and know in their mind is right. e person must
know that they acted in their own best interest and/or the
interest of the greater good. And they must credit you as the
influencer who made that possible.

the true leader is not only a visionary, but a master
influencer. influence boils down to getting someone to
enthusiastically embrace what you want them to do, even
when they’re not inclined to do it. Leadership is about getting
everyone to move in a single direction toward a common goal.
it is about moving from “you and me” and getting to “us”. 

When i talk about ‘getting to us’, i am not referring to
negotiation. is is not about settling for anything. in nego-
tiation, people strive for a win-win solution, but the general
recommendation is that you go into the negotiation with the
expectation that you will end up settling for something short
of your desired outcome. 

influence, however, is not a matter of negotiation. Getting
your staff to do what you want and be happy about it cannot
fall into a gray area of what you’ll settle for. You must have the
power to influence them to achieve exactly what you require,
or you will never see your vision brought to life. if your vision
is negotiable, rethink your aspirations until it’s firm.
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–––––––––––––––––––––––
The highest form of persuasion is the ability 
to influence someone to do something that 

they will embrace as their own.
–––––––––––––––––––––––

the path that leads to your ultimate vision may vary
depending upon the team you have assembled, but as your
team works toward it, the vison’s objectives should serve as
the magnet that pulls everyone in a single direction. if people
are drawn to your vision, they will instinctively follow you. it
is the unifying vision that will point toward the only acceptable
destination.

once you make the determination that your vision is
important to you, there is no best alternative for which you
should settle. e best news of all is that if your team has
adopted the vision and has unified with you in that vision,
they will not want to settle for anything less either. it is that
steadfast unwillingness to settle that will make your role as a
leader much easier.

–––––––––––––––––––––––
Once you make the determination that your 
vision is important to you, there is no best 
alternative for which you should settle. 

–––––––––––––––––––––––

Most of us are accustomed to settling for less than we
envision. is is why i advise, as you prepare to lead, that you
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be willing to get out of your comfort zone. When you want
someone to take action, there is that moment when you must
be willing to wait for them to accept the challenge with the
same commitment and vision that you possess. e fear of
whether they will accept and carry out your mission or reject
it cannot get in your way. 

For those leaders who have trouble delegating and letting
go, understand that once they have accepted and embraced
your vision, you must be willing to trust their ability to carry
it out, persevere through that fear, and maintain the courage
to withstand challenges. 

Communicate Your Respect and Trust

“A person’s a person, no matter how small.”
Dr. Seuss, Horton Hears a Who!

Back at General Motors, in 2016, Ceo Mary Barra told a
group of newly promoted mid-level executives, “remember
your whole career, how you’ve been talking about them? if
only they would get it. if only they would work this out. Well,
you are now they. if you don’t like something, you have to talk
to yourself.”4

is message empowered the managers to take on problems
and find solutions, but more importantly, it communicated
that Barra saw their knowledge as valuable. Barra initiated an
innovative management model that told people that the old
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rules were being broken, and everyone could be a part of
something new, something better. Barra inspired her mid-
level managers to want to become leaders and solve problems
rather than be cogs in the wheel. She led with a belief that if
the behavior of top management changes, their teams will
mirror that behavior.

Barra thrust upon her team accountability and responsi-
bility that screamed, “i know you can do your job. You have
my respect. now, do the job.” they held the keys to the
company’s success, the keys to their own contributions to the
world of mobility. She energized her team by offering them
decision-making ability that they never owned before.

e people you lead need to know that you respect their
knowledge and ability. When you respect people, they will
draw energy from your respect, and in return, bring life to the
vision you share. Your ability to communicate will convey to
them that you trust them with the job you have assigned.

Whether you are leading a small business of two employees
or a company of 200,000, treat all people with respect, and let
them know they are valued. By doing so, you will inspire their
involvement in your vision.

as a leader, your primary job doesn’t need to be beating
your employees with a stick to keep them going. instead,
make your main focus holding the vision and reinforcing it.
You must keep the unifying vision alive, or it will deteriorate.
if you lose the vision, so goes your team. if you take your
team’s enrollment in the vision for granted, you will become
the cause of your own failure. Unity requires that everyone be
“all in” at all times. 
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in a unifying vision, everyone has a role to play. never
treat anyone as if they are disposable or easily replaced. ere
may be a hundred different individuals you need to motivate,
but feeling vital and necessary to the whole is a common
need that everyone possesses. Don’t only focus on your top
performers or those highest on the food chain. always
keep the entire field in view as you look toward those you
influence. if people can see the vision, but don’t understand
where they belong in it, they are likely to become lost or
distracted. no matter how lowly a person’s job may seem, never
lose sight of the fact that each one is a valuable, necessary
member of the group.  

Communication is always important. if you lead a larger
company, individual dialogue with each team member may
be impossible, but you can still address the team. people need
to know they are an active essential part of the relationship.
eir specific individual needs may vary, but the universal
need to be important to the mission will invigorate all. 

everyone wants to be needed. no one wants to believe that
they can be replaced. a manager may look at the people in
the building’s maintenance department and think, “anyone
can do that job.” a Ceo may look at junior management and
think there are hundred more people just like them fighting
for similar positions. a salesman may look at the customer
and think there’s always the next door. But, the moment the
individual perceives that they are being seen in this way, your
ability to influence will wane, because a sense of disrespect
and an absence of value will fall upon your audience.
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one way to get people engaged is to communicate that
you are listening and that you value them. if you do this, you
must genuinely care about the people with whom you are
speaking. i had a boss who used to tell us, “My door is always
open.” But, once we went through that open door, we were
reminded that we were not the boss as he shot down every
solution we presented. he only acted as if he respected our
opinions. respect cannot be faked. people will see through
you. False respect will set off their B.S. meter. When that
occurs, all hope of generating respect will disappear.

Choose your words with care. When your communica-
tions convey your respect, your trust, and your belief that the
recipients are important to you, people will listen. imagine
that you get two phone messages this aernoon. 

Message one is, 
“i would love to hear how your new project is
going. We haven’t caught up in a while. Want
to know what’s going on. love to hear from
you. Call; i’ll buy drinks tonight.” 

Message two is, 
“You have to hear what’s been going on. i got
promoted at work, my daughter is number
one in her class, and my son got accepted to
grad school. Gotta tell you about it. Call me;
we’ll have drinks tonight.”

We both know which one you’re going to call back first.
Message one is all about you—the listener. e message is

prepare to leaD |  43



simple and clear. e caller cares about you and what you are
doing. Your immediate reaction is to be more engaged with
that person because they care. e second is much less enticing.
Who wants to end a day hearing about how great someone else
is doing? let people know they are the focus of your vision. it
is not about you. e vision comes first.

nobody cares how wonderful you think you are. everything
you have accomplished and everything you have done is not
going to make others connect and feel good about doing what
you want them to do. Don’t look for the stroke to your ego
just yet. e ultimate trophy is more valuable than winning
ribbons along the way. respect your team with the same
feeling of commitment with which you embrace your vision.
Make the commitment contagious.

every team member must understand where they fit in the
big picture. people must be able to see that they are integral in
the role that they have been assigned. Whether or not you ever
speak to them, approach each and every one projecting the
sense that you value them, that you see their importance to
the vision. When people can see their vital role in the unifying
vision, they will naturally assign more importance to it.

–––––––––––––––––––––––
Respect your team with the same feeling of 

commitment with which you embrace your vision. 
Make the commitment contagious.
–––––––––––––––––––––––
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