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The Leadership Challenge

to celebrate th.e team’s accomph.shments, like going to the locs
store and buying boxes of popsicles and ice cream bars, Hej
the o.ﬂice with his booty of ic':y goodness, empty the maj| cart, |
up with treats, and then play ice cream truck music on hjs smart
while cruising through the office giving everyone their pick of
delight.

Charlie sets up celebratory outings for the team, such as ap “HR
the movies” night. When a recent blockbuster movie was rele, %

_ sed, he
bought enough tickets so each HR staff member could ask a family mem
ber or friend to join them for the film and then dinner afterward to gj;.
cuss what they saw and how it translated back to their work. He organiges
an annual Friday-night trip to the local minor-league baseball game for
HR staff and their families. “It’s a fun and relaxing way to end the week
and spend time getting to know more about our fellow team members a
well as their families,” another of his constituents told us. Then there are
the personal touches Charlie puts on the way he expresses gratitude for
the team’s work. For example, on a recent “Employee Appreciation Day”
Charlie hand wrote over thirty thank-you notes to the staff and student
employees and gave out small, personalized toys that he had selected asa
reminder of how highly he regarded each individual.

Charlie took HR from a work group that was scared to say or do
anything outside of normal channels to a team that works well together
and supports one another. As individuals and work teams, everyone is
empowered and encouraged to innovate and offer up ideas, and then to
take the time to celebrate individual and team accomplishments. There
is more team cohesion and cooperation than ever existed before. Heres

how one constituent summed up Charlie’s approach:

l 8r0Cery
Feturp to

0ad jt
Phone
a cog|

As the Chief Encouragement Officer of HR, Charlie
has shown us that we all contribute to the success

of the entire team, and he regularly and repeatedly
comes up with enjoyable and unique ways to keep us
fully engaged and doing great work. He hasa talent
for making work rewarding and fun!
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CHAPTER 12 Celebrate the Values and Victorles

f Charlie Ambelang and the experience of the HR de-

The actions ©
search. Performance improves when leaders

nfirm our re
hose who have excelled and been an example to others

hat “we are all in this together,” and when they

artment co
Publicly honor t

when they demonstrate t
petE work environment & place where people want to both be and
m

stay. That is why exemplary leaders make a commitment to Celebrate the

Values and Victories by mastering these essentials:

» Create a spirit of community

» Be personally involved

When leaders bring people together, rejoice in collective successes,
and directly display their gratitude, they reinforce the essence of commu-
nity. Being personally involved makes it clear that everyone is committed

to making extraordinary things happen.

Create a Spirit of Community

Too many organizations operate as if social gatherings were a nuisance.
They aren’t. Human beings are social animals—hardwired to connect
with others.? People are meant to do things together, to form communi-
ties, and in this way demonstrate a common bond.

When social connections are strong and numerous, there’s more
trust, reciprocity, information flow, collective action, and happiness—
and, by the way, greater wealth.> Some of the fastest-growing and most
successful businesses these days are evidence of the need for social con-
hection. Facebook, WhatsApp, QQ, WeChat, QZone, Instagram, Twitter,
;’;:dszlp; ?lr; only a fc:w of the social networking sitis wfth over one
T hon users. R'esearchers have found.that ”soaal network;
ek capita .ave m.ore. friends and more close friends Lhan. nonusers.
e iy :; as sngmﬁcar.lt a source of success and happiness as are

ellectual capital.
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P

Corporale celebrations are among the best ways to -
i alize
neet, to socialize, and 1o create a feeling of com on
Munjy

the need to con
celebrations has found that they “infuse 1jf
¢ with

Rescarch on corporate
passion and purpose. ..« 'Ihey bond people together and conpeg

1o shared values and myths. Ceremonies and rituals create commun:s
fusing individual souls with the corporate spirit. When everything ig ‘Y'
ing well, these occasions allow us to revel in our glory. When ﬁmcsir:
tough, ceremonies draw us together, kindling hope and faith that betier
times lic ahead.” The gap in levels of pride, motivation, and commj.
ment among employees We found is wide—almost 25 percent—between

those people who report their managers always find ways to celebrate

accomplishments and those whose managers seldom do so. With cele.
brations, leaders create a sense of team spirit, both building and main.

taining the social support necessary to thrive, especially in stressful and

uncertain times.
Sometimes celebrations can be elaborate, but more often, they are

about connecting everyday actions and events to the values of the or-
ganization and the accomplishments of the team. Exemplary leaders
seldom let an opportunity pass to make sure that constituents know
why they're there and how they should act in service of that pur-
pose. For example, Kurt Richarz, executive vice president of sales a
Seagate Technology, uses regular monthly conference calls with the
entire sales organization to shine the spotlight on people who have
been given “Standing Ovations.”’ This program is very simple: peers
nominate colleagues by filling out a brief form highlighting their o
tributions or an achievement. Monthly sales calls feature the recip-
ient’s photo and a summary of accomplishments, and Kurt reserves
time to highlight and congratulate the “heroic efforts” of people if
supporting the sales organization. Afterward, Kurt goes backto thank
the nominators, because, after all, he says, these folks are all very bus}
and he appreciates them taking the time to do this. This public, ¢
thusiastic, and heartfelt recognition goes a long W2y in making b("

the re.c.ipients and bystanders feel that they are valued and buil(.hns'

ys when seven in ten Americans wish they ¢

]
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e

e recognition, while 83 percent readily admit they could do more

to

Whether they’re to honor an individual, group, or organizational
schievement O to encourage team learning and relationship building,
celebrations, ceremonies, and similar events offer leaders the perfect op-
portunit)’ to explicitly communicate and reinforce the actions and be-
haviors that are important in realizing shared values and common goals.
Exemplary leaders know that promoting a culture of celebration fuels the
sense of unity essential for retaining and motivating today’s workforce.
Besides, who wants to work in a boring place that neither remembers
nor celebrates anything? David Campbell, a former senior fellow at the

Center for Creative Leadership, said it well:

A leader who ignores or impedes organizational
ceremonies and considers them as frivolous or “not
cost-effective;” is ignoring the rhythms of history and
our collective conditioning. [Celebrations] are the
punctuation marks that make sense of the passage

of time; without them, there are no beginnings

and endings. Life becomes an endless series of

Wednesdays.’

Celebrate Accomplishments in Public As noted in Chapter
Eleven, individual recognition increases the recipient’s sense of worth
and improves performance. Public celebrations have this effect as well,
and they add other lasting benefits for individuals and organizations that
private individual recognition can't accomplish.
For one thing, public events are an opportunity to highlight actu-
al examples of what it means to demonstrate that we “do what we say
o wﬂl do” When the spotlight shines on certain people, and others tell
stories about what they did, they become role models. They visibly repre-
Z::::Ow the organization would like everyone t0 behave, and concr;te}ll)-'
i :lstrate fhat it is possible to do so. Public celebrations of accon'lp is
50 build commitment, both among the individuals recognized as
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well as among those in the audience. When you communicate to indiyiq

uals, “Keep up the good work; it's appreciated,” you are also saying to th
larger group; «Here are people just like you who are examples of what w:
stand for and believe in. You can do this. You too can make a significapn
contribution to our success.”

The data shows that the extent to which leaders publicly recognize
people who exemplify commitment to shared values correlates significant.
ly with the degree to which they feel their organization values their work
and that they are making a difference. Raymond Yu's experience under-
g. Ray is a manager in the new product introduction en-
ve Surgical, and his division is responsible for sur-
He thought it would be fitting, creative, and fun
ler as an award. He took the initiative to order
e. At a weekly team staff meeting, Ray

scores this findin
gineering team at Intuiti
gical stapler instruments.
to present a red paper stap

both a red stapler and a display cas
¢ Red Stapler Award and spoke about what it meant: “T ex-

means to foster expression and communication of
values; to recognize peers who have demonstrated values that we admire”

Both his manager and the team loved the concept so much that they
suggested that he open up the award to other departments within the sta-
pler business unit. At the monthly stapler manufacturing review meeting,
a large public forum, Ray again explained the Red Stapler Award:

announced th
plained that this was a

The Red Stapler Award is a mechanism to appreciate
and recognize peers, to encourage behaviors that
model shared values, and to foster communication. To
the grantor, it is a statement of “These are my values,
and this is how I see your values” It shows public
support for the contributions being made. A month
after receiving the Red Stapler award the recipient will
then pay it forward and recognize someone else.

This is not management dictating what your
values should be from some DOP [department
operating procedure]. This is for you and by you.
Make it about what you want, what you value, and
why you are here.

PSR PO -...\,./
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And so for this month, I want to give the Red
Stapler to Sunny Ranu for taking the initiative in the
data analysis tools effort using modern search tools
even though the internal group is heading in another
direction. It shows ownership and courage to do what
is best for the company, not to be a bystander; and to
do what is right and not simply accept what others
have decided.

Sunny then came up to the stage to receive the award. He not only
showed the data analysis tool he had created, but he also thanked many
other people in the organization who had helped him on this skunk works
project. The audience, Ray said, “was blown away by what transpired”

The Red Stapler was a creative award that circumvented the limita-
tions of the existing corporate recognition schemes. It meant more to the
team members, according to Ray, than any of the company’s monetary
awards: “After I had awarded the Red Stapler, Sunny told the assembled
group that receiving it meant more to him because it was from a peer
and not from management through a vetted approval process. It was real,
sincere, and from the heart”

Public ceremonies, like the one Ray described, serve as a collective
reminder of why people remain with an organization, and of the values
and visions they share. By making celebrations a public part of organiza-
tional life, leaders create a sense of community. The process of building
community helps ensure that people feel that they belong to something
greater than just themselves and that they are working together on a
common cause. Celebrations serve to strengthen the bond of teamwork
and trust,

_Some people are reluctant to recognize others in public, fearing that
ight cause jealousy or resentment. Forget these fears. All winning
ea::::;‘;e pM;’-PS (Most .Valuable Pla).'ers), usually sc.tl.ected b?' their
Fired vah;esua :;: celebratxo.ns zfre r.m-:amngful opp‘ortumtl.es t(,) reinforce
Bive youq chan: 1:0 recognize individuals for t.hex.r f:ontrlbuUOns: They
iy mel oth to say thanks to specific individuals for tljne{r out-
ance and to remind everyone of exactly what it is that

it m
tea
t

Stand
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the organization stands for, and the significance of the work
SCryice

they provide.

| l.’nvatc rewards may work fine to motivate individuals, but (1
little impact on the team. Researchers have shown that peo ;l » ey have
up on the mood and attitudes of those around them, calllc;t:nd to-piCk
contagion,’ and often in ways they don't consciously realize,"” é?::tf(m'al
the brain are activated when people see others act in a certain wa u l:s "
if they had taken action themselves. Watching someone else canyi;y:;a:
the brain in ways that mirror experiencing it directly."”

To generate community-wide energy and commitment for the
common cause, you need to celebrate successes in public. Ceremonies
and celebrations aré opportunities to build healthier groups, to enable
members of the organization to know and care about each other. Also,
as Brian Dalton, finance manager with Rocket Fuel, observed, “it sets up
an expectation that everything else that is done will be at that level or
above” Which is why he realized thatin “publicly acknowledging some-
one for doing a good job, you help to set a standard of what is judged
to be good work. You want the recipient of the praise to feel valued and

d for their contributions, but you also want t0 publicly cel-

recognize
d victories so that others can se€ and replicate

ebrate those values an

them”

Provide Social Support Supportive relationships at work—Té:
lationships characterized by 2 genuine belief in and advocacy for th‘e
interests of others—are essential in maintaining personal and orgﬂ{"'
zational vitality."” People who don't like the folks they're working with
don’t do their best work or stick around very long. Consi

found about the differences between
composé

ies have
of groups of friends versus acquaintances- In group$ L pers

quaintances, individuals prefer to work alo
onsequently, theY are

in the group only when necessary. C ade
seek help or point out mistakes being made by others- Group®

up of friends, on the other hand, talk with one another 11 '
project’s get-go. They evaluate ideas more criticallys give U

back when others are veering off cou
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encouragement every step of the way.” Feeling a sense of connection
with co-workers fosters greater accountability, engagement, and com-
ment to the organization.

Employees with a best friend at work are seven times more likely
to engage fully in their work than those reporting no such friendships.'
Longitudinal studies, in the United States and Europe, also reveal that
people who make use of social support have higher incomes compared to
those people who don't tap into the power of a social network. This was
true both two and nine years after the study’s baseline period.”* Lacking
social support, individuals regularly ignored cooperative opportunities,
distrusting other people and their motives. Studies involving more than

mit

three million people around the world show that social isolation is worse
for people’s health than obesity, smoking, or alcoholism. ¢

Our data shows that people feel connected and experience a strong
sense of team spirit when their leaders provide lots of appreciation and
support for their contributions. In turn, those same people report feeling
highly valued, and firmly believe their work is meaningful and making a
difference. These sentiments translate into people who are willing to go
the extra step to meet organizational challenges and demands. Engaging
in this leadership behavior also generates favorable evaluations of the
leader from their direct reports. Figure 12.1 shows these relationships
graphically.

These findings are aptly illustrated by what Ferhat Zor told us about
his experience working on a performance management project with
Borusan Logistics in Turkey. The Tuzla warehouse manager reviewed the
performance of the various operational units at his monthly meetings
and made the point that they needed to support and help one anoth-
er. These meetings always ended with celebrating any accomplishments
3 an entire group. After successfully completing one very challenging
Project, the company congratulated each employee by hosting a “sponta-
ne‘om' surprise party, where, Ferhat observed, “happiness and pride were
::;'dent’ Lots of photographs were taken, which were later shared on the

eb and in the company’s newsletter, “in order,” said Ferhat, “to show
that each person makes an important contribution and each doing their
t makes the company a success”

279
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Bl Team Spirit &l Feel Valued  [Ed Meaningfulness

Research across a broad variety of disciplines consistently demon-
strates that this kind of social support enhances productivity; psycho-
logical well-being, and even physical health."” Social support 1ot only
improves wellness but also buffers against disease, particularly during
times of high stress. This finding is true irrespective of an individud
age, gender, or ethnic group. For example, even after adjusting for such
factors as smoking and histories of major illness, people with few clos¢
contacts were two to three times more likely to die ata younger age tha?
those who had friends to turn to regularly.’®
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gocial support is also vital to outstanding performance. Consider
at researchers found when analyzing the speeches made by baseball
when inducted into the National Baseball Hall of Fame. As elite
athletes, they had achieved the highest recognition in a field demanding
top physical skills. Yet for almost two-thirds of them, their words of ap-
preciation were not so much about technical or practical assistance as
they were about emotional support and friendship."®
What's true at home, in the community, and on the playing field is
just as true at work. Researchers have found that people who indicate

wh
players

having a best friend in the workplace, compared to those who do not,
“are significantly more likely to engage customers, get more done in less
time, have more fun on the job, have a safe workplace with fewer acci-
dents, innovate and share ideas, feel informed and know that their opin-
ion counts™® Friends are not only good for your health but also good
for business. And there are plenty of prospects for strengthening these
relationships, because less than one in five people indicate that they work
for organizations that provide opportunities to develop friendships in
their workplace.?!

Our files are full of personal-best leadership cases in which strong
human connections produced spectacular results. When people feel a
strong sense of affiliation and attachment to their colleagues, they’re
much more likely to have a higher sense of personal well-being, to feel
more committed to the organization, and to perform at higher levels.
When people feel distant and detached, they’re unlikely to accomplish
much of anything.2? When people are personally involved with the task
and feel connected with their colleagues, they can achieve extraordi-
nary feats.

Leaders understand that celebrations provide concrete evidence
that individuals aren’t alone in their efforts, that other people care about
them, and that they can count on others. Celebrations reinforce the fact
that People need each other and that it takes a group of individuals with
a4 common purpose working together in an atmosphere of trust and col-
laboration to get extraordinary things done. By making achievements
Public, leaders build a culture in which people know that their actions
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g taken for granted. They see that thei
tributions are recognized, appreciated, and valued. “Public cel b]r .
s . » : ebrati
in my experience, Andrea Berardo, former technical project m ations
anager

at Alstom (Switzerland), explained, “are crucial to the self-esteem of th
. . . . 0 t

are essential in building that sense of commun't;
1

art of one team.” In addition, he

and decisions are not bein

employees, and they

that allows people to se€ themselves as p
points out, “Public events are perfect occasions to reiterate the shared

values and common goals.”

r Fun isn't a luxury at work. Every Personal-

Best Leadership Experience was 2 combination of hard work and fun.
In fact, most people agreed that without the enjoyment and the pleasure
they experienced interacting with others on the team, they wouldn't have
been able to sustain the level of intensity and hard work required to do
their personal best. People just feel better about the work they’re doing
when they enjoy the people they're working with.2? One key leadership
lesson that Shawn McKenna, the co-founder and managing director ofa
chain of American-style restaurants in Russia, shared with us: “Make sure

that you and the team are having fun’”

Similarly, Mike Sawyer vice president of marketing
t his Personal-Best Leadership Experienc
am had fun while not consuming lots of their outside-of-
e was changing the character of department-Wide

planning meetings. “We setup an informal meeting area in the marketing
department;’ Mike explained, «with couches, a TV; and other thing$ that

allowed both standing and ad-hoc meetings to
environment. This area was in the middle of where eve

ifjust a few people were meeting, it let everyone know wha

and they could freely join others if they wanted.
dinners semi-regularly around milestones t0 encourage camar?

well as to reward progress.”

Having fun sustains productivity,
fer to as “subjective well-being” Moreover, it’s not all about P
games, festivities, and laughter. Wayne Tam, 2 certified financial P

ner and principal of Generation Wealth & Investments

Have Fun Togethe

with perimeterX,
e involved ensur-

explained tha
ing that his te
work time. One examp

ryone sat, SO even

t was going on,
¢ »
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former manager as someone who really had fun dissecting complex
computer code or translating business processes into functional spec-
ifications. Wayne said that these tasks could be quite difficult, but his
‘E manager “was always positive and built up our skills so that we could
meet these challenges with the same attitude he had and showed us
how to have fun with this work.” Wayne went on to say, “I learned that
though you get paid to do a job, it’s better to be able to enjoy what you

do and have fun”
Research demonstrates that having fun enhances people’s prob-

lem-solving skills. They are more creative and productive, which fosters
lower turnover, higher morale, and a stronger bottom line. For example,
the Great Place to Work Institute annually asks tens of thousands of em-
ployees to rate their experience of workplace factors, including, “This is
a fun place to work.” On Fortune’s 100 Best Companies to Work For list,
which the Great Place to Work Institute produces, employees in the best

organizations responded overwhelmingly—an average of 81 percent—
that they are working in a “fun” environment.? “Laughter;” says Robert
Provine, a neuroscientist at the University of Maryland and author of
L Laughter: A Scientific Investigation, “is not primarily about humor, but
about social relationships. In fact, the health benefits of laughter may re-
sult from the social support it stimulates”?

Leaders set the tone. When they openly demonstrate the joy and
passion they have for their organizations, team members, clients, and
even challenges, leaders send a very powerful message to others that it's
| perfectly acceptable for people to make public displays of playfulness.
L They know that in today’s organizations work is demanding, and con-
; S¢quently people need to have a sense of personal well-being to sustain

¢ir commitment, It works for everyone when leaders show enthusiasm
and excitement about the work performed. As Jeanette Chickles, direc-

t :
POr of telecom Operations with Polaris Wireless, shared when relating her
€rsonal-Best Leadership Experience:

Iike to have fun at work. Since you spend so many
Pours of your life at work, you should be enjoying
it! Be serious and word hard, but you can find ways
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to celebrate accomplishments and sneak in a litle
lightheartedness when things are really intense. If
your team is enjoying the work they are doing and fee]
recognized for their hard work, they are more likely to
go the extra mile when you need it most.

What you preach and what you celebrate must be one and the same
If they aren't, the event will come off as insincere and phony—and y0u|:
credibility will suffer. Any celebration must be an honest expression of
commitment to fundamental values and the hard work and dedication of
the people who have lived the values. Elaborate productions that lack sin-
cerity are more entertainment than encouragement. Authenticity makes
conscious celebrations, and fun, work.

Be Personally Involved

We started our discussion of exemplary leadership with Model the Way,
and we've come full circle. If you want others to believe in something and
behave according to those beliefs, you have to set the example by being
personally involved. You have to practice what you preach. If you want to
build and maintain a culture of excellence and distinction, then you must
be personally involved in celebrating the actions that contribute to and
sustain the culture.

Mushfiq Rahman, contracts manager in Australia for ALS Industrial,
noticed an immediate difference in performance when “I spent some
time with everyone individually and thanked them personally for their
contribution. People felt appreciated that I was spending a lot of time
with them, and trying genuinely to understand their concerns.’ WC"
it comes to sending a message throughout the organization, HOth.‘“g
communicates more clearly than what leaders do. Directly and visn.bl)’
showing others that you're there to cheer them along, youTe sending
a positive signal. When you set the example, like

Mushfig, that say®
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S

«pround here we say thanks, show appreciation, and have fun,” others
will follow your lead. The organization will develop a culture of celebra-
tion and recognition. Everyone becomes a leader, everyone sets the ex-
ample, and everyone takes the time to celebrate the values and victories.
When this happens, organizations develop a reputation for being great
places to work.

In case there’s any doubt that being personally involved in celebra-
tions has an impact on others or their assessment of your leadership, look
at what we consistently find in our research. Direct reports who indicate
their leaders almost always get personally involved in recognizing people
and celebrating accomplishments consistently score themselves over 20
percent higher than their colleagues on various engagement variables,
like motivation, pride, and productivity. This gap grows dramatically to
between 40 and 50 percent when comparing the former to those leaders
seen as occasionally (or less) being personally involved. Why people re-
port feeling valued by their leaders—and how they rate the trustworthi-
ness and effectiveness of their leaders—traces directly to the extent that
their leader gets personally involved in recognizing people and celebrat-
ing accomplishments.

Wherever you find a strong culture built around strong values,
you'll also find endless examples of leaders who live its values. Beth
Taute, while a financial analyst with Citibank, observed how her manag-
er (Jo) was personally involved in demonstrating appreciation. Jo would
do small things such as taking the team out for a surprise lunch or let-
ting team members leave early if she knew they had something special
%lappening in the evening. She let team members with children come
in late or leave early on special occasions like birthdays. She scattered
.;r:;n and silly gifts with hidden jokes or meaning on everyone’s desks.
i eg t}f’ilzoflaﬂy involved at this level resulted in Jo's team, ac.cording
that me’antel:}l)g completely dedicated to her. She was an inspiratfon, and
. €y would work until all hours to ensure the project was
Because of her hands-on personal involvement, Jo’s team wanted to

sho
W that they warranted her confidence and trust in their abilities and

-
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dedication. According to Beth, “Jo had such close relationships with 5
varied group of individuals that she knew how to get each person to per-
form beyond their comfort zone and to remain dedicated to the cauge.
She made coming to work and being there late seem fun and not like a
hard slog’”

The lesson from this experience for every aspiring exemplary leader,
in Beth’s view, is that you “have to be involved and connected with what's
going on and that the best recognition is ongoing, without being expect-
ed or predictable” She went on to say, “To have done great work and
be recognized by Jo was more valued than any other recognition team
members wanted”” Personal dedication and involvement earn leaders the
respect and trust of their teams. It's what builds credibility and loyalty,
and creates an engaged and productive workforce.

Show You Care People don't care about how much you know until
they know how much you care for them. In other words, they believe that
you want to ensure that they are safe and secure, feel supported and val-
ued; that you want them to be successful, learning and growing; and you
wouldn’t ask them to do something where they could intentionally be in-
jured or hurt. Demonstrating this isn’t rocket science. For example, Jane
Binger, responsible for leadership development and education for years at
Lucile Packard Children’s Hospital, Stanford University, found that most
of the medical and administrative staff just desired simple gestures show-
ing that she and others cared about how they were doing. This usually
took the form of a personal note or email, a comment during a meeting
or in the corridor, or just a quick stop by their office. “They want to know
that I value them. That I think they are doing a great job. That I am not
taking them or their contributions for granted. This doesn’t require any
grand over-the-top actions,” said Jane. Empirically, we found a strong and
positive relationship between the extent to which a leader “praised people
for a job well done” and their direct reports’ favorable responses to the
statement, “The people who are part of this person’s work group feel that

the organization values their work?”
feel that

Showing someone that you care about them makes them
respond

you have their best interests at heart. How direct reports

____A

I —— e
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to a question about the extent their leader has “the best interests of
other pcoplc at work” relates directly to their level of team spirit and
pride. Its also directly related to how favorably they evaluate the lead-
er's effectiveness and the likelihood that they would recommend that
individual to a friend as a good leader. When the executive team at
Australia’s Macquarie Bank made the decision to close their mortgage
operation in the United States, Peter Maher, then group head of bank-
ing and financial services, could have delivered the news via email
or even through a lower-level manager.® Peter realized that the best
thing he could do to show he cared was to be completely honest and
up front throughout the process and to treat his staff with respect and
intelligence.

He flew to Florida and sat down with about 100 employees to deliv-
er the news personally. Peter says of the experience, “It was how you did
it, not what you did. I deliberately sat on a chair in front of the people
and just talked about what was going on.” He admitted that “it was a
really painful conversation,” but he believed that the best thing he could
do was to “be real” with them. “I just told them everything that was
going on. It was interesting that a number of them afterward, while dis-
appointed, told me how they appreciated the honesty in the way the
decision was communicated.” People who perceive their colleagues as
caring, research shows, are most likely to be sought out for advice and be
Seen as a leader, and this, in turn, results in higher performance levels.”
On the other hand, people indicate that when they feel they're being
treated uncaringly at work (for example, rudely by a colleague), they
respond by deliberately decreasing their effort or lowering the quality
of their work,

Showing up to deliver bad news in person, as Peter did, is an im-
zz:::‘ttagay to demonstrate you care. So is just being visible in day-to-day
il morengs. It'not only demonstrates you care, but also makes yo'u m.ore
oy mege:lume.‘n.m?re approachable, and more human. Att?ndmg im-

ropping in ngs, visiting cus{omers, touring the plants ?r ?ervncc cen.ters,
Sy ::' tht? labs, making presentations at association gatherings,
ruing agt lonzanon.al events (even when you're not on the program),
cal universities, holding roundtable discussions, speaking

.
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with analysts, or just stopping by your constituents’ cubicles to say hello—
all are instances that show people that you are interested in them, the work
they do, and the contributions they make. Being where they are helps yoy
stay in touch, literally and figuratively, with what’s going on. It shows that
you walk the talk about the values you and your constituents share.

Spread the Stories Personally getting involved in showing that they
care gives leaders the opportunity to both find and convey stories that put
a human face on values. First-person examples are always more powerful
and striking than third-party examples. It’s that critical difference between
“I saw it for myself” and “Someone told me about it” You need to be con-
stantly on the lookout for whatever is being done well so that you can both
let that person know to keep up the good work and be able to tell others
about it. That way, you can give “up close and personal” accounts of what
it means to put into practice shared values and aspirations. In the process,
you create organizational role models to whom everyone can relate. You
put the behavior in a real context. Values become more than simply rules;
they come alive. Through the stories that you tell, you dramatically and
memorably illustrate how people should act and make decisions.

After studying professionals in life-and-death situations, cognitive
psychologist Gary Klein concludes that stories are the most powerful
method for both eliciting and disseminating knowledge.” The reason for
this is that stories, by their nature, are public forms of communication.
Storytelling is how people pass along lessons from generation to gener-
ation, culture to culture. Emory psychology professor Drew Westen ar-
gues that “the stories our leaders tell us matter, probably almost as much
as the stories our parents tell us as children, because they orient s to
what is, what could be, and should be; to the worldviews they hold and to
the values they hold sacred™* Moreover, stories are tailor-made for cel-
ebrations. In fact, you can think of stories as celebrations—celebrations
of adventure and accomplishment, of courage and perseverancé, of being
true to deeply held values and beliefs.

Leaders find numerous ways to perpetuate the important StoF
for instance, by publishing an example in the company “CWSIette,r ¥
annual report, relating a story in a public ceremony, or making 2 V1

ies;

deo

e e




CHAPTER 12 Celebrate the Values and Victories
O e

g it on the internal television network, or streaming it
Leaders shine the spotlight on someone who's lived out
| value and provide others in the organization with an

and broadcastin
on social media.
an organizationa

example they can emulate.
Leaders who tell stories of encouragement about the good work of

others have direct reports who feel personally valued, and believe that
their leaders bring out the best of people’s talents and abilities. The extent
1o which people would give a strong recommendation about their leader
0 a colleague relates directly to how frequently their leaders tell stories
; of encouragement about the good work of others. Leaders rated in the
top 20 percent on this leadership behavior are four to five times more fa-
vorably recommended than their counterparts in the bottom 20 percent
on this leadership behavior. Dustin Schaefer, regional account manager
with Flexera Software, told us how he was surprised during an all-hands
5“ call when his vice president of worldwide sales recognized him and told
a story about the way Dustin displaced a top competitor. The VP gave
a very descriptive overview of how Dustin worked with the executive
team to create enough uncertainty with their recent decision, and the
current implementation, that they scratched the competitor’s solution
midstream. The VP went on to characterize the lessons from this expe-
rience—the moral of the story—and how the team could use the lessons
from that success to create more wins in the marketplace. “He connected
my win,” says Dustin, “in a way that showed it was a collective win for the
company. He got others to gather behind my story, in what was an oth-
erwise competitive sales group, and realize we can all celebrate together,
learning and growing from each other’s successes. He also connected my
results to the values and accomplishments of our company.”
} Dustin’s story resonated with his colleagues, and after the call, several
of ﬂTem who had not engaged much with Dustin in the past reached out
:‘I’ Zjl‘flr:dand asked for.more information on his experience. Says Dustin,
we were sharing and exchanging more information than we had

in th :
i € Past. This helped to strengthen our sense of rapport and commu-
ltY toward a common goal.n

B : ’
teachiy telling stories, you accomplish more effectively the objectives of
"8 mobilizing, and motivating than you can through bullet points in

|
|
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a PowerPoint presentation or tweets on a mobile device. Listen;

understanding the stories leaders tell does more to inf(;r,:lstemng toand
the values and culture of an organization than do the com a:eopk? :?bout
the employee manual. Well-told stories are much more eﬂgcti)\lrpf)hqes or
ing people’s emotions and pulling them along. They make thee in reach-
stick. They simulate the experience of actually being there and gi‘:’eSsage
a compelling way of learning what is most important about the e};eopl'e
ence. Reinforcing stories through celebrations deepens the connectioiesn_

Make Celebrations Part of Organizational Life Youneed
to put celebrations on the calendar. These scheduled events serve as op-
portunities to get people together so that you can show people how they
are part of the larger vision and a shared destiny. They are highly visible
hared values, mark meaningful progress, and cre-

ways for you to affirm s
ate a sense of community.
You probably already calendar birthdays, holidays, and anniversa-
in the life of your

for the significant milestones
a date, time, and place announces
e of anticipa-

ries. You also should do it

team and organization. Giving them
to everyone that these things matter. It also creates a sens
doesn’t rule out spontaneous events; it just

tion. Scheduling celebrations
means that certain occasions are of such significance that everyone needs

to pay particular attention to them.
u first nee

In setting up celebrations, YO
tional values, events of historical significance, Of sin
such importance that they warrant a special ritual, ceremony, of festivity
Perhaps you want to honor the group or team of people who created the
year's breakthrough innovations, praise those who gave extraordinary
customer service, or thank the families of your constituents
port. Whatever you wish to celebrate, you need to formalize it announce
it, and tell people how they become eligible to participate. At a minimu™
you ought to have at Jeast one celebration each year that involves everY’
one, though not necessarily at the same sité; and draws attention 0 eac
of the core values of your organization.
Leaders make celebrations as muchap
as they can. Think about what might work for your organ

d to decide which organiza-
gular successes are of

- . L) 4 e
art of their organlzanons Jift
jzation-

Herear®
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me examples that University of Southern California professor Terrence
ome €3 - '
o nd clinical community psychologist M. K. Key provide in thei
pook Corporate Celebration:*

» Cyclical celebrations (e.g., seasonal themes, key milestones, and

corporate anniversaries)
» Recognition ceremonies (e.g., public applause and
acknowledgment for a job well done) |

» Celebrations of triumph (special occasions for accentuating \
collective accomplishments, e.g., launching a new product or
strategy, and opening a new office, plant, or store)

» Rituals for comfort and letting go (e.g., loss of a contract, layoffs
of employees, and death of a colleague)

» Personal transitions (e.g., entrances and exits)

» Workplace altruism (e.g., doing good for others and promoting
social change)
» Play (e.g., games and sporting events, spoofing and poking fun)

i
|
f At Zeno Group there are many such celebrations during the year,
such as the Friday after-work sing-alongs and other informal get-togeth-
ers and recognitions. They have an annual New Year's Eve party every
June 30th, the end of Zeno's fiscal year. On that day, all the offices connect
by teleconference. They pop champagne and raise a virtual toast. CEO
Barby Siegel communicates with everyone via teleconference, reflecting
on what they've accomplished, and talks about what’s ahead in the future.
Then all of the offices continue with their own celebrations.

Of course, celebrations don’t have to be about a single achievement
e for one person. Justin Brocato, senior manager for marketing opera-
tions at Cisco Systems, told us about the impact an annual awards ban-
quet had at one of his former companies:

It was a wonderful way to celebrate our
accomplishments and spread that sense of
Community. Significant others were encouraged to

291

|
|
|
|




b ah S
Bl i e i

st i ! M

292

The Leadership Challenge

attend, so it was a nice way to get 1o know people

outside of an office setting and further build upon

existing relationships, It was also the perfect forum 1o
publicly recognize all of the contributions of (he

tecam
and reflect on what we had accomplished

In reflecting further on this experience,
if management had just sent out an email to
late the winners?” He concluded people woul
it would have paled in comparison to the ro
tles when someone goes on stage to accept th
manager tell that person and an audience fu
these accomplishments were worthy of rec
public is so much more memorable,”
it has on the recipient and the team i

gized, and suddenly they have a rene
year to come””

Justin wondered, “Whay
announce and congraty,.
d have appreciated it, by
ar of applause ang whis-
eir award and hearg their
Il of his or her Peers why
ognition, “Celebrating in
Justin felt, “and the impact that
s longer lasting, People get ener-
wed sense of commitment for the

Whether they're to honor an individual, group,

Or organizational
achievement or to €ncourage team learning and relation

ship building, cel-
ebrations, ceremonies, and similar events offer leaders the perfect oppor-

tunity to explicitly communicate and reinforce the actions and behaviors
that are important in realizing shared values and mutual goals. Exemplary
leaders know that Promoting a culture of celebration fuels the sense of uni-
ty essential for retaining and motivating today’s workforce. Celebrations,
the data shows, significantly affect how people feel about their organization
and their leader. The more People report their leader finds ways to cele-
brate accomplishments, the more effective they feel in meeting their objec-
tives, and the more highly they rate the overall effectiveness of their leader.

There is no shortage of opportunities to bring people together to
celebrate your organization’s values and victories. In good times or bad,
gathering together to acknowledge those who've contributed and the ac-
tions that have led to success signals to everyone that their efforts made

a difference, Their energy, enthusiasm, and well-being—and your s—will
be all the better for it.
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for leaders to showcase role models for ot
Stories make people’s experiences memorable,

profound in ways that they hadn't envisioned, and se
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uture i i
behaviors. ections
celebration @

e Making personal conn
tainsp °: e in a culture of lso builds and sus-
credibili
ibility. It reduces we-they demarcations between

leader.

s and :

senseof ap °r°".5t'fuents. Adding vitality and a sincere
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To Encourage the Heart, you must celebrate the valy '
: ; . g e

and victories by creating a spirit of community. This mea s
: ns

you must:

1. Find, and also create, occasions to bring people togeth
er to publicly celebrate accomplishments.

e S o T e
R ST N e e TS

e T TR

2. Take actions that demonstrate that you “have people’s
backs” and ensure they feel “part of the whole.”

R A

3. Make fun a portion of your work environment—Ilaugh

and enjoy yourself, along with others.

Ao

i P s

4. Get personally involved in as many recognitions and

celebrations as possible. Show you care by being visible

in the tough times.
o relate publicly true sto-

5. Never pass up an opportunity t
rganization went above

ries about how people in your ©
and beyond the call of duty.

6. Calendar celebrations and look, as well, for spontan€ous
values with victories.

opportunities to link shared
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