Unbound &
Ideas

Presents

Blowing the Doors Off Business-As-Usual

With Kevin Freiberg

Wednesday, April 28, 2010

1:00 p.m. —2:00 p.m. Eastern
12:00 Noon — 1:00 p.m. Central
11:00 a.m. — 12:00 Noon Mountain
10:00 a.m. — 11:00 a.m. Pacific

Moderator:
Keith Hollihan



April 26, 2010

Dear Attendee,

Unbound Ideas and our moderator, Keith Hollihan, are pleased to have you join us in welcoming
influential thinker and author Kevin Freiberg for a 90 minute webinar on April 28 at 1:00 pm
(EDT).

In this packet, you’ll find the connection instructions for our session. In addition, we are
including a three-part white paper written by Kevin, along with Jackie Freiberg, titled
"Ownership is a State of Mind" as well as the presentation slides for the event. We hope that
having this material in advance will help you bring questions to the session and engage Kevin in
order to achieve the highest take-away value.

We also encourage you to visit Kevin and Jackie Freiberg's website at http://www.freibergs.com,
where they make additional written resources and videos available to visitors.

You hope you find this webinar and additional tools to be of use and interest.
Thank you in advance for joining us!

Sincerely,
Unbound Ideas


http://www.freibergs.com/

Connection Instructions:

We use Microsoft's Live Meeting platform to deliver the computer based portion of our
webinars. Although many computer systems are preloaded with the software needed to join our
webinars, we strongly encourage you to run a system test in advance of the webinar to make sure
it is ready.

System Test:
1. Run the system test here: http://go.microsoft.com/fwlink/?Linkld=90703
2. Note: If your system does not yet have LiveMeeting installed, you will be prompted to
install and then retest the application.

Join the Webinar:
Our session is scheduled for Thursday, March 18, at 1:00 pm EST. You may log on up to 15
minutes before the webinar begins.

1. Follow this link to connect:

2. https://www.livemeeting.com/cc/unbound/join?id=322K8C&role=attend

3. Once connected, you'll be asked to enter your name and email address to confirm we
have the correct registration information for you and so we'll be able to address you
correctly during any Q&A.

Join the Conference Call:

Because a significant number of our users express concern over having the entire event be
Internet based, we elect to carry the audio portion of the presentation over a conference phone
line. This ensures that people with slightly slower access speeds are able to participate. You
must be connected to the phone call to hear the presentation audio.

1. Dial +1 (218) 862-7200
2. Enter the Participant code: 116717 when prompted.

Note: At the start of the event, our moderator will perform a short housekeeping session to
ensure that everyone is familiar with how LiveMeeting operates and to establish a quick roadmap
of our time together.

Troubleshooting:
If you are unable to join the computer portion of the meeting on the day of the session, but had
been previously successful during the system test, please follow these steps:

1. Copy this address and paste it into your web browser:
https://www.livemeeting.com/cc/unbound/join
2. Copy and paste the required information:
Meeting ID: zengerl
Location: https://www.livemeeting.com/cc/unbound

If you continue to have difficulty connecting, call (603) 686-8082 for support.

Kevin Freiberg
Blowing the Doors Off Business-As-Usual
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Ownership is a State of Mind
Part1

The great writer Robert Frost once said, “Isn't it a shame that when we get up in the morning our minds work
furiously—until we come to work.” In the new economy this can't be true. Everyone must come to work fully
engaged and ready to make a difference. A global revolution is under way and it's calling for gutsy leaders—
people who can inspire knowledge workers, idea merchants, and business innovators to exercise their own brand
of leadership by assuming ownership and personal accountability. The future belongs to those who understand
the power of culture and use it to feed the entrepreneurial spirit. Here are 21 ways you can begin to create a
culture where people have a vested interest, emotionally as well as intellectually, in the success of your business.
Stay tuned for parts two and three because we will add to this list.

Equip People to Think and Act Like Owners

If you want your people to think and act like owners of the business, you have to do more than just offer profit
sharing, provide stock options, and share financial information. You must educate them. It means demystifying the
language of business, explaining what the numbers mean, teaching how that information can be applied. At Semco,
one of the companies we will tell you more about next month, every employee not only receives the company’s
financial statements, but is encouraged to attend classes on how to read and analyze these reports. Employees must
understand how economic value is created, how revenues and expenses translate into profit, how they can create
financial security for themselves and the organization, and what investors contribute and want in return.

Ownership requires a sweeping perspective, not a narrow focus on a particular product or service line. It demands
great execution in the present with an eye simultaneously kept on the future. Employees must be taught to see
themselves as the people who make the business grow. But conventional organizations are designed to do the
opposite. Focusing employees on one narrow part of the organization, they send the message: “Take care of your
functional area. Let senior executives worry about the company as a whole.” This attitude is obviously demeaning
(since it assumes that only those at the top are capable of strategic thinking), and it instantly shuts down
imaginative, creative thinking. It ignores the fact that the company’s success will be determined by the leader’s
ability to draw upon and leverage the brain-power and heart-power of the whole organization. It practically
guarantees mediocrity at best, and invites downright failure.

Change the People Who Make the Rules

Ownership doesn't only mean changing the rules; it means changing the people who make the rules. Suppose
you were to allocate the freedom to hire employees, set targets, and establish schedules to those in your company
closest to the front lines. Chances are, those employees would feel more committed and work more productively
because they would know that their opinions are trusted and that they are considered the experts of their world.

Examine the significant areas in your organization and find five where you can relinquish control and trust your
people to do the right thing. If anyone habitually abuses this freedom, deal reasonably but firmly with him or her.

Liberate Talent

Ownership means that people are free to act without the fears that squash initiative. When employees have
to cling to safety nets, they are certainly not going to commit themselves to a system in which they have
responsibility and accountability. Self-preservation becomes the norm.




The late Harry Quadracci, founder of Quad/Graphics, one of the world's foremost printers, pushed his people into
thinking like owners and assuming the responsibilities that viewpoint engenders. In one characteristic move, he
financed an expansion of the trucking fleet by inducing his drivers to find loads for their return trips. Handing
them the keys to their trucks, he announced that they were all now owners in the corporation’s new division

-- DuPlainville Transport. How they made the rigs profitable on return trips was up to them. When the drivers
asked Quadracci how to do that, he answered, ‘I don't know anything about driving an 18-wheeler” To their own
amazement, the drivers found loads and made their new division work.

Turn Up The Volume On Trust

Ownership is a radical approach because it recognizes that an organization’s true experts are the people on the front
lines, and trusts them to operate with the organization’s best interests in mind. And that trust will bolster employees’
self-confidence and encourage them to take on even more responsibility. Herb Kelleher, Southwest’s chairman, once
observed, “You build self-confidence when you give people the room to take risks and you give them the room to
fail. You don't condemn them when they fail, you just say, “that’s an educational experience and we're going on from
here. We've just spent a good bit on your education; we hope to see you apply it in the future.”

We have little patience for managers who ask, “How can we be sure that people will act responsibly with the level
of power you're talking about?” We tell them that some people may disappoint them, but we're willing to bet
that the majority of their workforce is made of up individuals who, once they have a financial or emotional stake
in the business, will take responsibility for themselves and those close to them everyday. (If not, they're making
poor hiring decisions.) Most are hardworking dual-career couples. They pay their mortgage or rent on time; they
lug their kids to and from school, soccer, piano, and a whirlwind of other activities. They attend church, mosque,
or temple. Many are involved in a charity; others are room mothers and Cub Scout leaders. Yet, some managers
question whether these people can be trusted, whether they can handle the responsibility. Such managers are
not just out of touch -- they're arrogant. They should have the guts to let go!

Stanley Steemer has built a national chain of franchised carpet-cleaning shops on a base of gutsy leadership. Ask Phil
Dean, who operates one of the most successful Stanley Steemer franchises in the United States, what can happen
when employees are trusted. His response: “I delegate everything. My feeling is that if somebody’s on your butt,
one of you doesn't need to be there. And | really push that. | put the decision making at the lowest possible level. It
costs money, and it takes time to develop people that way, but | have no turnover with my managers.”

The cultures of trusting companies embrace the concept of employee commitment and reject the concept of
top-down compliance. In a trusting company, employees are invested in their jobs because they want to be, not
because they have to be. The challenges we face today require committed people. And the key to developing
them lies in the hands of leaders who know how to liberate talent.

Reward Intelligent Failure

Engendering a spirit of ownership means helping people get over their fear of failure and hesitancy to assume
responsibility. People are often reluctant to “step out” or assume responsibility for their honest failures until they are
assured that it is safe to do so. Despite your entreaties to initiate projects, take risks, speak their minds, and confront
the boss, employees still fear that doing so could jeopardize their jobs. In this area, one thing is certain: People will
not overcome that fear until they witness someone rewarded publicly for an intelligent failure. When you explain to
your employees that failure is often the forerunner to success, they must trust that you will treat them accordingly.

Empower the True Experts—Those Closest to the Action

When the State of California asked the airlines to use ground equipment powered by electricity instead of
gasoline, two of Southwest’s maintenance mechanics in Phoenix, Arizona, Rick Denny and John Garamman,
sprang into action. In their research, they discovered that a new electric tug -- equipment that pushes the plane
away from the gate -- cost $160,000. NASA engineers said they could convert each tug from gas to electric for
$90,000, offsetting the price of replacing the equipment. Still not content, Denny and Garamman figured out
how to do it themselves for $27000, a savings of $133,000 per tug. Converting an average of 6 tugs at 7 locations
throughout California would save Southwest $5.5 million; if the airline were to implement the conversion at all of




its 58 locations across the United States -- which it later did -- the company would save $45 million. It's safe to
assume that Rick Denny and John Garamman have the satisfaction of knowing that they have made a valuable
contribution to Southwest and that their contribution meant increased job security.

The true experts in any organization are those closest to the point of action. They know where the waste and
redundancy occurs, they know where maligned processes break down and hinder them from doing their jobs
and they know where the opportunities for improvement and growth exist. More often than not, the further
away from the “trenches” that decisions are made, the worse the quality of those decisions..

Keep No Secrets

The more people know about your business, the more they will care. When an organization keeps secrets,
people disengage because they feel left out. Morale and productivity suffer because employees bring less of
themselves to work. How can we expect people to think for themselves and work to build a strong, profitable
enterprise if they have no idea what goes into creating the bottom line? How can we make them responsible
if they don't know how their actions affect the business? We are baffled by CEOs and CFOs who will share
financial information with golfing buddies, business reporters, and analysts, but clam up when it comes to the
employees who have the biggest impact on the organization’s success.

You might be thinking, “Yes, but what if the information we share gets out to our competitors?” We've got

news for you: Your competitors already know most of that. Internet chat rooms, former employees, suppliers,
and customers, not to mention the media, all are powerful sources of intelligence. In fact, if you want to try
something gutsy, get your information-technology or marketing people to identify two or three industry chat
rooms and find out what people are saying about your products and your business. How much they know
might surprise you. Our advice: Spend more time figuring out how to keep your people on the cutting edge of
information and worry less about keeping it away from the competition.

Keeping people informed conveys trust and inspires accountability. It treats people as responsible adults who
are fully capable of learning how the business works, and who are willing to do what is best for the organization.
It tells them, “We want you to have all the information you need to be creative, and to become more deeply
engaged in the business.”

Whole Foods is especially passionate about sharing information with everyone in the company. See Whole
Foods—A Disciplined Democracy. John Mackey calls it a “no-secrets” management philosophy: “In most
companies, management controls information and therefore controls people. By sharing information, we stay
aligned to the vision of shared fate.”

The curious Whole Foods team member has access to nearly as much operating and financial data as top
management. In all stores, there is a sheet posted next to the time clock that lists the previous day’s sales,
broken down by team. Another sheet lists the sales numbers for the same day the year before. Once a week,
sales totals for every store in the company are posted. And once a month, stores get a detailed report that
analyzes sales, product costs, wages and salaries, and operating profits for every store. Because the data is so
sensitive, it isn't posted publicly, but is freely available to any team member who wants to see it. And store
managers routinely review it with their team leaders. Since individual teams make decisions about labor costs,
ordering, and pricing -- the factors that determine profitability -- the reports are indispensable.

Articles like this, along with powerful FREE resource tools are available for download at www.freibergs.com/cool-tools

By Dr. Kevin and Dr. Jackie Freiberg,
world-class speakers, thought leaders and
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Ownership is a State of Mind
Part 2

When someone is thinking like an owner, he or she will ask: “Since this is my business, how will | sell this product?”
Or, “Would | request this piece of equipment for my department? Should | ask for another full-time position? How
should | treat my employees?”

Owners step out from behind titles and job descriptions to act on behalf of the customer and the company. You
never hear them say, “It's not my job.” They never throw problems over functional walls (“Let me transfer you to...")
or make excuses. Owners cater to the organization’s mission, vision, and values; non-owners cater to the boss.

Owners Non-owners

Focus on the business results of their
actions, no matter who is watching

Focus on how they're perceived by the
chain of command

Have the guts to ask the tough
questions. They understand the
consequences of complacency, and they
aren't afraid to challenge the status quo
with the mantra, “How can we make it
better?”

Are preoccupied with their own security
and gravitate toward the predictable
and less disruptive.

Disregard functional boundaries to
consider what is good for the company
as a whole

Engage in tribalism and turf protection

Bend, stretch, or even break rules that
don't serve the customer

Live by the letter of the law, even if it is
flat-out contrary to common sense.

Pay attention to details Fail to notice
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Owners treat the company, well,
as if they ownit.

Last month we started a list Ownership is a State of Mind—~Part 1 to get you thinking about what it takes to inspire
an ownership mentality within your organization. This month we build on that list and offer seven more ways to
turn up the volume on ownership.
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Publicize the Payroll

Once a year, Whole Foods (Whole Foods—A Disciplined Democracy) conducts a survey that probes employee
attitudes (notice, they are not measuring satisfaction). This is a no-holds-barred exercise that measures employees’
confidence in team leaders, store leaders, and regional leaders. It asks about fears, frustrations, and whether or

not they believe the company is adhering to its values. Brutally honest stuff -- the results of which, you guessed it,
become public information.

Ready for the capper? Whole Foods even posts everyone’s salaries. This policy is undeniably radical. Butin a
democracy, openness is strength. The policy banishes the destructive whispers and rumors about who makes
what. Every store has a book that lists the previous year's salary and bonus for all employees. And the trust-
building payoff is substantial. Mackey initiated the policy in 1986. "I kept hearing that people thought | was
making so much money,” he recalled. “Finally, | just said, ‘Here's what I'm making; here’s what cofounder Craig
Weller is making -- heck, here’s what everybody’s making.”

Surprisingly, most employees don't spend much time studying the salary book. Once the novelty wears off, and
people discover that the cashier in the next aisle makes roughly what they make, they get on with their jobs. Of
course, Whole Foods' approach to sharing information is not for the faint at heart. If you're going to create a no-
secrets policy you'd better have the guts to talk straight with people.

Mackey told Fast Company magazine that the open-salary policy does spark disagreements -- but disagreements
have their uses. “I'm challenged on salaries all the time, but almost always by managers. ‘How come you're paying
this regional president this much, and I'm only making this much?’ | answer straight, ‘Because she’s more valuable.
If you accomplish what she does, I'll pay you what | pay her. It leads to deeper, more honest conversations. It
creates a culture that values authenticity. And that's all to the good. That's part of democracy. If you're trying

to create a high-trust organization where people are all-for-one and one-for-all, you can't have secrets.” When it
comes to information, gutsy leaders let it flow.

Make Strategy Clear to Everyone

Ownership requires the faith and confidence of both employers and employees. As a leader, you must feel
confident that when the decisive moment comes, those who have assumed ownership will exercise common sense
and good judgment, which is far more likely if the company’s strategy has been made abundantly clear to everyone.
Teaching your strategy should focus on helping people make the right choice among many. One way of assuring
that is to ask your employees to define what trade-offs are worth making in any particular situation. Encourage
them to think about what makes the company unique. If they must make a trade-off, finding the right one will be
easier if they have a clear understanding of what the company stands for, where it is going, and its reason for being.

If strategy gives people autonomy within clearly established boundaries, then the company’s purpose, vision, and
values define those boundaries. Though some would argue that boundaries limit creativity, anarchy is not our aim.
Any owner-employee must be able to answer these questions: What business are we in? Why do we exist?
What makes us unique? Providing direction doesn't restrain people’s energies. In fact, such guidelines give
people the freedom to act.

When a Southwest Airlines gate agent in Austin, Texas, was approached by a very distressed customer who spoke
only Spanish, her willingness to think like an owner may have saved the man'’s life. The customer was on his way
to Houston for a kidney transplant, and he had mistakenly gotten off the airplane in Austin. The gate agent spoke
Spanish, too, and she was able to figure out that not arriving in Houston early the next morning meant that he
could lose his chance to get the kidney. She knew there were no more commercial flights from Austin to Houston
that night, but she remembered that Mark Robbins, an Austin ramp agent, was a private pilot. In entrepreneurial
fashion, she explained the customer’s predicament to Mark, who flew the man to Houston that night. And the
gate agent went along for the ride, knowing the customer would be more comfortable having someone else with
him who spoke his language. No call was made to the CEO or anyone else to ask permission. The two employees
simply handled the customer’s problem, knowing that the company would support them.
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Once people understand the strategy, they become empowered, knowing that their actions, in line with that
strategy, will be highly valued and considered legitimate and productive by those who share the strategy. Great
breakthroughs and extraordinary acts of service usually happen out on the radical fringe of a clearly
defined boundary. When boundaries are fuzzy, people get nervous. They tend to cautiously gravitate toward
the center of the playing field, where things are safe. When this happens innovation goes out the door, inertia sets
in, and it's business as usual.

Make Everyone Business Literate

How many people on the front lines of your organization understand how revenues and costs translate into
profits? How many are capable of interpreting a financial statement? How many would know how much it
costs to run their part of the business? If your business is a car dealership, do your employees know the volume
each service bay must yield to earn a profit? Could they tell you the number of new and pre-owned cars that
determined last quarter’s profits?

If the business is financial services, do they know how many loans you need to make before you cross the
breakeven point and move into net interest margin? If you find errors in five percent of the loan documentation
orders, are people familiar enough with the figures to know the cost of correcting them? How about the amount
lost when someone in the call center has to make three calls instead of one to resolve a dispute? How many times
did something comparable happen last year?

If you manufacture heavy equipment, who can tell you the cost of a service technician’s extra hour drive to retrieve
a part that is needed only because engineering didn't originally use a standard size?

Our bet is that 80 percent of your profits come from 20 percent of your customers. Do your people know that? If
s0, does it effect how they deal with the top 20 percent? How can we expect employees to lower costs and find
new revenue-generating opportunities if they have never been taught that side of the business?

The airline industry is notorious for its high operating costs and low margins. When the profit squeeze worsened
in the mid-90s, Southwest Airlines responded by educating its employees about the razor-thin line between profit
and loss. Using the previous year's financial information, a pilot pointed out that lesson by calculating the number
of passengers per flight that determined the airline’s profitability. The answer was five. Just five customers
provided each flight's profit.

The story was printed in Southwest’s newsletter, “LuvLines,” and distributed to every employee in the company.
How does this new information affect employees? Consider a hypothetical case of two gate agents working an
oversold flight. One feels victimized and complains that the reservations people have “done it again.” This instinct
to blame others will inevitably affect the way this agent treats customers. But the other agent points out that,
since just five customers make the difference in their profit-sharing, every one of them counts. The second agent
works to accommodate those who will not get onto this flight. One is thinking like an owner; the other, like a
casualty. Which of them would you want working for you?

Launch A Business Literacy Campaign
Follow the lead of Semco (Semco—Insanity That Works), Stanley Steemer, and Southwest Airlines: simplify your
financial statements, then teach your employees to read and analyze them.

If you don't already know it, figure out your breakeven point, then communicate it clearly and vividly. lllustrate
the ripple effect of $1 of sales. For example, ask them to consider how might Sears’ salespeople be affected if
they knew that 3 cents of every dollar represents profit? Would they watch costs and serve customers more
conscientiously? Would Sears feel the difference?
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Keep your presentation simple. Remember that you're not trying to teach the intricacies of accounting. Instead,
find relevant measurements, such as, what is the profit earned per product?

In fact, you can turn your teaching into a game. Delta Airlines’ business-literacy campaign, called “Our Airline, Our
Business,” has a board game based on running an airline as the centerpiece of its all-day event. A roll of the dice
determines revenues and expenses, and chips represent costs, such as labor and fuel. Inter-departmental teams
fill out balance sheets and income statements, expand or contract routes, allot shareholder dividends, and assume
debt. As a result, workers realize -- and more importantly, care about -- the financial ramifications of nearly every
aspect of the operation, from lost luggage, discounted tickets, and bad weather. Learning about revenues, the
hiring process, and food services, just to name a few of the factors that constitute running a sprawling company in
a brutally competitive industry, they become better employees in every way.

About this process, aircraft mechanic Paul Blair said: “Before | took the class and played the game, | didn't
understand . . . the numbers that we hear back on the floor. Now the cost-savings measures make more sense.
... In"alot of ways, a big business is just like your home budget. . .. [Since] | didn't really understand how Delta,
with all the millions in revenues, could lose money, | resented being asked to give back. Now, | see that it really is
necessary."

Embrace the Mantra: If You See a Problem You Own it

Don't hide behind policies and rules or regulations. NEVER let: “| DON'T HAVE AUTHORITY” become an excuse.
This concept should be embedded in your culture, and an integral element of how work is done. We don't mean
that those who identify the problem are necessarily responsible for solving it, but they are obligated to marshal the
appropriate resources to insure that it is addressed. Establish an ironclad rule that under no circumstances does
anyone ignore or walk away from a problem, regardless of whose area it falls in.

Sweat the Small Stuff—Everything Counts

The crews who clean carpets for Stanley Steemer’s Phil Dean can not only give you a job’s exact cost, they can
break it down by labor, gas and oil, truck and equipment repairs, chemicals, and insurance. They can tell you how
many “redos” they did last quarter and the cost of all their service calls. They also know how many paying jobs a
crew could not do because they were occupied with “redos.” The ground crews at Southwest Airlines can often tell
you what it costs to turn an airplane just two minutes late.

What if every butcher in the meat department of a grocery store knew the costs of discarded Styrofoam trays

at the end of the year? What if every bagger at the checkout counter knew the cost of grocery bags? Perhaps

they would pay attention to things they would otherwise consider trivial or unimportant. When employees start
thinking this way, there’s no telling what can happen in your organization. Creating this level of shared interest
requires that your people know the facts and understand that hundreds or thousands of little things add up to big
numbers at the end of the year.

Design Matters—Make Information Simple, Relevant and Fun

The key to creating business literacy and getting people to care about the small stuff is to internalize the important
information you give them, and the medium can determine whether or not this occurs. It's all about design! The
way information is packaged is so important that companies spend vast amounts of time and energy creating
print ads, Web sites, and annual reports that truly communicate. (Again, the language and words used make a
difference). Yet the same organizations often overlook the importance of designing and packaging information
for those who matter most -- their employees. Before you complain that people don't read your memos, ask
yourself, “Do we package information in a compelling fashion that gets people’s attention?” If not, distill your
message -- and then deliver it in a way that is fun, lively, and easy to grasp. GE's Jack Welch once said, “If a manager
can't describe a plan or proposal to me in one slide, | send them back to rework it, because it means they don't
understand it very well”




When Southwest Airlines was ready to distribute its mission statement, it contracted with Cracker Jacks to insert
the document as the prize inside the box. Then each employee received a box. People were so surprised and
delighted, they talked about it continuously, and, of course, the talk was as much about the company’s mission
as it was about the Cracker Jacks. The mission statement, ingrained in people’s hearts and minds, was fun to
learn and interesting to discuss.

Written at an eighth-grade level, Southwest Airlines’ annual profit-and-loss statement is illustrated with pictures,
icons and cartoons, and housed inside a tabloid entitled, Plane Tails: Sensational Stories About Sensational
Employees, which is designed as a spoof on The National Enquirer. Everyone picks it up because its packaging
catches the eye and its contents are easily understood. Consider a young aviator, who doesn’t have an MBA

and doesn't know a lot about business. He picks up a tabloid on the coffee table in the pilot’s lounge. The

pilot reads and understands the company’s profit-and-loss statement because of the way it was packaged. This
employee is now better equipped to think about the entrepreneurial role he plays in managing some of the line
items on that P&L.

For example, when pilots read that the company spent $500 million in jet fuel in a single year, they now
understand the magnitude of jet-fuel prices on the corporation’s cost structure -- and his or her own bottom
line. Armed with this knowledge, they start looking for new ways to reduce their fuel-burn rate in flight and
still get customers to their destinations safely and on time. For example, the pilots can save money by flying

at a different vector (a more direct route) or at a different altitude (a plane burns less fuel at higher altitudes).
Southwest Airlines flies approximately 3,000 flights a day, 365 days a year. If every pilot engaged in reducing
the fuel-burn rate by just $5 or $10 per flight segment, it could save the company as much as $10 million a year.
The savings are significant when you consider that fuel accounts for approximately 20 percent of Southwest's
expenditures.

So, if you want your employees to read, respond to, engage with, and talk about information, consider
presenting it in a playful yet informative way.

Articles like this, along with powerful FREE resource tools are available for download at www.freibergs.com/cool-tools

By Dr. Kevin and Dr. Jackie Freiberg,
world-class speakers, thought leaders and
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Ownership is a State of Mind
Part3

In Whole Foods — A Disciplined Democracy, Semco — Insanity That Works, and Stanley Steemer and Southwest

Airlines: Creating Business-literate, Cost-conscious, Revenue-seeking Entrepreneurs we told you about four
revolutionary companies that are way out there in terms of unleashing talent and inspiring a spirit of ownership.
Leaders like Whole Foods' Mackey, Semco’s Semler, Stanley Steemer’s Dean and Southwest’s Barrett and Kelleher
know that employees must feel a personal stake in the enterprise’s success before they can be expected to step
up to the plate. The gutsy leaders we've met work hard to unleash their people’s ingenuity, pride, and passion, and
it doesn't happen overnight. They experiment with programs, make their share of mistakes, fine-tune systems, and
replicate what works. What remains constant is an unyielding commitment to giving everyone in the organization
power and responsibility. Going back two issues, we started a list of things you can do to engender a spirit of
ownership and personal accountability in your organization. See Ownership is a State of Mind — Part 1 and Part 2.
In this issue we'd like to finish that list—at least for the time being.

What are you doing to create a culture of ownership?

Drop us a note at challenge@gutsyleaders.com and tell us what thinking and acting like an owner looks like in
your company.

As we get more responses we'll add to this list.

Throw “Financial-eeze” Overboard

Does presenting a profit-and-loss statement (See Ownership is a State of Mind — Part 2) at an eighth-grade level
with pictures and icons seem condescending? Think again. If a financial statement is written in accountant-speak,
no one, perhaps including yourself, will look forward to reading it. Do you look forward to reading your P&L?
Why would frontline workers force themselves to plow through such a report, and then discuss what little of it
they did comprehend? In these circumstances, most people would prefer that you tell them what to do, rather
than engage them in a conversation in which they will feel stupid. You can't build shared interest without a
shared language.

Another problem occurs when employees’ lack of knowledge is misconstrued as apathy. Of course people care,
but the information they receive -- such as monthly financial reports -- is impenetrable. And, of course, no one
confronts management about that, because doing so would be admitting incompetence.

Though many companies include “dignity and respect” within their values, they don't employ those values
when they're really needed, such as when it's time to disseminate information. You need to assess whether your
information is either too complicated or too mundane to capture your people’s interest.

Insist on Accountability

How's this for gutsy? An auto dealership gives you a 100-percent guarantee that if it doesn't fix your car right the
first time, it will fix it again, then refund all your money. We screwed up so here’s your money back! It's audacious,
and only one of many things that differentiate Planet Honda from every other dealership out there. Tim Ciasulli,
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president and CEQ, insists on his service technicians’ accountability because he is passionate about the dealership’s
accountability to its customers. Through interviews and focus groups, Ciasulli and his team learned that bringing
the car back a second time for the same repair is at the top of a customer’s list of complaints. As Ciasulli told us,
“It's a complete waste of time, and time is money.” Planet Honda repairs 30,000 vehicles a year; these days, less
than 1 percent of them return because the car wasn't fixed right the first time.

When Ciasulli offered this radical guarantee to customers, he was raising the performance standards for
technicians. Planet Honda openly posts weekly “fix it right” charts detailing the record of each mechanic. A
technician who doesn't fix a vehicle right the first time doesn't get paid to fix it the second time.

Since that could cost up to $500 in lost pay for a mechanic who messes up overhauling a transmission, you can
imagine the resistance from the technicians’ union. But Ciasulli convinced the union that he wanted to enhance

his technicians’ skill levels and pay rate by building an "A" shop. This meant accelerating the usual time it took for a
technician to achieve the highest level of certification. While it ordinarily takes a mechanic seven to eight years to
move from a “C" to an “A" rating, at Planet Honda, it now takes three. Ciasulli’s strategy has made the union happy
because its technicians are moving into higher-paying jobs faster, the dealership has increased productivity and a
more flexible service operation, and the customers couldn't be happier with a guarantee they can't get anywhere else.

Ciasulli attributes his success to the fact that he helps people create better lives for themselves. He helps
customers by taking the aggravation out of buying and owning a car, and helps the technicians get to the
highest skill level quickly. Ciasulliis quick to point out that none of this would be possible if information were not
readily available to everyone. People must know the company’s target and have ways of continually measuring
their performance against that standard. This feedback gives employees the satisfaction of knowing they are
performing well, or the knowledge that they have to do better.

Make It Clear What Everyone Contributes
Southwest's “Plane Tails” takes an inventory of each department’s major milestones, so you learn, for example, that:

The audit department performed 125 audits resulting in cost recoveries of over $1 million.

The reservations agents handled 81 million calls, and the ramp and cargo departments moved
6 million pounds of mail throughout the system.

The finance department processed 789,773 invoices for payment.

The cleaners cleaned 17,760 aircraft.
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The executive office team assisted Jim Parker (former CEO and vice chairman), Colleen Barrett
(president and chief operating officer), and Herb Kelleher (chairman), with an astonishing 9,094 pieces
of mail on top of 40,000 birthday and anniversary cards.

The free flow of information lets people appreciate how hard their colleagues work. Employees feel accountable
to each other and begin to take pride in and care more about each other. They recognize that one department’s
results affect everyone else, and everyone is in this together. When people naturally reach across the boundaries
of departments and job descriptions to help each other, you know you've achieved ownership.

If you're playing to win, every mind must be fully engaged.

Jettison Class Mentality

Nowhere are our class divisions more apparent than in the corporate arena. They are the antithesis of the
meritocracy that every successful enterprise must strive to be. Relying on stereotypes to form opinions of others
reflects a lazy intellect that can't be bothered thinking about each person as an individual. When you pigeonhole
someone based on your view of his or her job description, salary, or education, you limit that person’s ability to
contribute to your company. Inevitably, you will stifle that individual’s imagination, initiative, sense of responsibility,
and most important, his or her investment in the organization.




Leaders who are serious about leveraging the knowledge of every person in the enterprise must be adamant
about confronting these ingrained views. People who are oppressed under a class system psychologically
check out and become order takers and robots. This is the antithesis to ownership and accountability. If you
want people to become engaged in making the business better, seeing problems and owning them, they've
got to feel important. For example, when an airline assumes that an 18-year-old ramp agent loading bags on
the tarmac is too young, indifferent, or uneducated to read a financial statement, it is trapped in a class mentality.
This view is destructive in three ways. First, it strips the worker of dignity and lowers morale. It's another way of
ensuring that power resides at the top, and that the gap of inequality between people remains wide. Second,

it steals talent from the organization by not capitalizing on people’s knowledge. In the most basic terms, the
company pays for insight it never receives, and deprives itself, in this case, of a young person’s potential. If you're
playing to win, every mind must be fully engaged.

Finally, such discrimination crushes entrepreneurial spirit -- and not only that of the specific person involved.
The organization will suffer because, as our examples demonstrate, no senior management knows or can do
everything. Stereotypical assumptions about class kill everything you're working toward, including profits.

Give People A Stake

Gutsy leaders believe that when people become fully engaged in the business, they should participate in
the financial success they helped create. When this happens, a very powerful emotional bond between the
organization and the employee is formed.

The people of Southwest Airlines care about their company. Employees own 13 percent of it. It is no surprise
that when people have an emotional, intellectual, and financial investment in the business, they are more
cost-conscious, industrious, and imaginative. Since 1990, Southwest has contributed an average of $180 million
a year to profit sharing, which is based on average net profits of $625 million a year. This means that, on average,
13 percent of the employees’ annual income came from profit sharing. Over the years, many people at Southwest
have become financially independent based on their stock ownership.

While profit sharing and stock options can be powerful incentives for getting people to think and act like owners,
we believe they must be offered in the context of an appropriate environment that supports and educates people
on how best to use these motivational tools. As we have said, people think and act like owners because they are
equipped, encouraged, and expected to do so. In this context, adding profit sharing and stock options rewards
and reinforces people for behaving in ways that are consistent with an already established culture. Thus, you
leverage the power of the incentive.

Celebrate Your Heroes

The most important resources you have are your people’s excitement and enthusiasm. Unfortunately, they are
also the most perishable. With this in mind, Southwest's leaders devote their own time and energy to nourishing
the entrepreneurial spirit. Primarily, they do this by recognizing heroes and telling their stories in the company
newsletter, or starring them in videos that are distributed company-wide. Forinstance: The mechanic who
changed a tire on a landing gear in six minutes so that a plane could fly on time; the provisioning person who
spent his own time designing an ice chest for the trucks that decreases melting and reduces the amount of ice a
station needs by 45 percent; the flight attendant who brought a distressed, elderly passenger home with her for
the evening, then made sure she was on another flight the next day; the sky cap who parked a late customer’s car,
so he could make his flight.

These are examples of ordinary people doing extraordinary things to better the business. They show what it
means to act like an owner of the company. Their implicit message is, “this is the standard we're trying to uphold.”
And often they inspire people to become heroes in their own jobs, from which a culture of ownership emerges.




