i ink we’v
every one of these comments, because QUL ©8

place plumbed correctly, think mmmm:..a . :
Dor’t get me wrong. The passion i these e-mails was positj

well as negative. People would say, literally, “I'm %Mm%.ﬂum. .H.
values describe the company I joined, the noH.EumEM :m Mym<m ne
can truly make this place great again. But we <M gota ﬂﬁ ese t
in our way. . . .> The raw emotion of some of the e-mails was r
moﬂwﬁw\oq% unleashed all this W:mc.wmon and energy, if yo
invited people to feel hope about moEmEEm.. they really care wv
yowd better be prepared to do something in response. So, in
months since we finalized the values, we’ve announced some
tives that begin to close the gaps.

One I have dubbed our “$100 million bet on trust.” We kept hy
ing about situations like our colleague in Tokyo who needed
from the engineer in Austin, cases in which employees were un
to respond quickly to client needs because of financial con
processes that required several levels of management approval. T

money would usually be approved, but too late. So we alloc
managers up to $5,000 annually they could spend, no questi
asked, to respond to extraordinary situations that would help ge!
ate business or develop client relationships or to respond
IBMer’s emergency need. We ran a pilot for a few months with o
700 client-facing teams, and they spent the money intelligen
There were lots of examples of teams winning deals and deligh
clients with a small amount of “walk around money” to spen
their discretion. So, based on the success of that pilot, we expand
the program to all 22,000 IBM first-line managers.
You can do the math: $5,000 times 22,000 managers is a big nur

ber. 'm sure there were people in the company who said, “We nee
to get this under control” Byt they’ |

them with those decisions, wil]

. pay off over tj )
makes a point: that we live by o er time, The program &

ur values,

The value of “trust and personal responsibility in all relatiop-
»_including those with IBM’s shareholders—led to another inj-

i s :
m.EM,\m. a change in the way we grant top executive stock options.
Mwﬂma getting a lot of outside experts to study this (and concluding

that the complicated .&monﬁ::m .EQ recommended were wonder-
ful, if you wanted to hire .Em outsiders as permanent nouwéwam, but
terrible if you Smsﬁma. a simple formula that aligned executive behav-
jor with shareholder wsﬁmamm.ﬂmvv we mmamm on m.mnm_mrﬂmodzﬁa idea.
Senior executives will benefit from their .ovco.Um. only after share-
holders have realized at _mwﬁ 10% growth in their n.Emwngmlﬁﬂmﬁ
is, the strike price is 10% Emﬁma Emb the Emammﬁ price on the day the
options are issued. Look m.: it this way: IBM’s market value would
have to increase by $17 billion from that date before any of the execs
realize a penny of benefit. We think we are the first large company to
take such a radical step—and it grew out of our values.

Let me give you one more example. It may not sound like a big
deal, but for us, it was radical. We overhauled the way we set prices.
We heard time and again from employees about how difficult it was
to put together a client-friendly, cross-IBM solution, one involving a
variety of products and services at a single, all-inclusive price. We
couldn’t do it. Every brand unit had its own P&L, and all the people
who determine prices had been organized by brand. Remember
those 100,000 cells in our 3-D matrix? Our people were pulling their
cross-IBM bids apart, running them through our financial-account-
ing system as separate bids for individual products and services. This
was nuts, because it’s our ability to offer everything—ha ‘
ware, services, and financing—that gives us a real ad
we bid on each of the parts separately, we go hea
rivals by product: EMC in storage, say, or Accentur
was tearing out the very heart of our strategy o
mention our unique kind of business-plus-tec

Let me give you a humorous (if somewh
tion. Every senior executive has responsib
client—we call them “partnership accounts.”
Joyce, who now heads IBM’s services business,
for his account that involved some hardware,




