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Introduction 

1. The Law of the Lid 

Leadership Ability Determines a Person’s Level of Effectiveness 
Brothers Dick and Maurice came as close as they could to living the American Dream—
without making it. Instead a guy named Ray did it with the company they had founded. It 
happened because they didn’t know the Law of the Lid. 

2. The Law of Influence 
The True Measure of Leadership Is Influence—Nothing More, Nothing 

Less 
Her husband had everything: wealth, privilege, position, and a royal title. Yet instead of him, 
Princess Diana won over the whole world. Why? She understood the Law of Influence. 

3. The Law of Process 
Leadership Develops Daily, Not in a Day 

Theodore Roosevelt helped create a world power, won a Nobel Peace Prize, and became 
president of the United States. But today you wouldn’t even know his name if he hadn’t 
known the Law of Process. 

4. The Law of Navigation 
Anyone Can Steer the Ship, But It Takes a Leader to Chart the Course 

Using a fail-safe compass, Scott led his team of adventurers to the end of the earth—and to 
inglorious deaths. They would have lived if only he, their leader, had known the Law of 
Navigation. 

5. The Law of E. F. Hutton 
When the Real Leader Speaks, People Listen 

Young John went into his first board meeting thinking he was in charge. He soon found out 
who the real leader was and learned the Law of E. F. Hutton in the process. 

6. The Law of Solid Ground 
Trust Is the Foundation of Leadership 

If only Robert McNamara had known the Law of Solid Ground, the War in Vietnam—and 
everything that happened at home because of it—might have turned out differently. 
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7. The Law of Respect 
People Naturally Follow Leaders Stronger Than Themselves 

The odds were stacked against her in just about every possible way, but thousands and 
thousands of people called her their leader. Why? Because they could not escape the power 
of the Law of Respect. 

8. The Law of Intuition 
Leaders Evaluate Everything With a Leadership Bias 

How is it that time after time Norman Schwarzkopf was able to sense problems while other 
leaders around him got blindsided? The answer lies in the factor that separates the great 
leaders from the merely good ones: the Law of Intuition. 

9. The Law of Magnetism 
Who You Are Is Who You Attract 

Why are the Dallas Cowboys, once revered as “America’s Team,” now so often reviled and 
the subject of controversy? The Law of Magnetism makes it clear. 

10. The Law of Connection 
Leaders Touch a Heart Before They Ask for a Hand 

Elizabeth Dole has mastered it. If husband Bob had done the same, he might have become 
the forty-third president of the United States. It’s called the Law of Connection. 

11. The Law of the Inner Circle 
A Leader’s Potential Is Determined By Those Closest to Him 

John already used time management to the fullest, but he wanted to accomplish more. His 
priorities were already leveraged to the hilt, and there were no more minutes in a day! How 
did he go to a new level? He practiced the Law of the Inner Circle. 

12. The Law of Empowerment 
Only Secure Leaders Give Power to Others 

Henry Ford is considered an icon of American business for revolutionizing the automobile 
industry. So what caused him to stumble so badly that his son feared Ford Motor Company 
would go out of business? He was held captive by the Law of Empowerment. 

13. The Law of Reproduction 
It Takes a Leader to Raise Up a Leader 

Encoded by: Dhon Reyes NOT FOR SALE!      4/135 
      tagapayo@gmail.com 



What do the top NFL head coaches have in common? You can trace their leadership ability 
to just a handful of mentors. That’s also true for hundreds of CEOs. More than 80 percent of 
all leaders are the result of the Law of Reproduction. 

14. The Law of Buy-In 
People Buy Into the Leader, Then the Vision 

The first time Judy Estrim started up a company, it took her six months to find the money. 
The second time it took her about six minutes. What made the difference? The Law of Buy-
In. 

15. The Law of Victory 
Leaders Find a Way for the Team to Win 

What saved England from the Blitz, broke apartheid’s back in South Africa, and won the 
Chicago Bulls multiple world championships? In all three cases the answer is the same. Their 
leaders lived by the Law of Victory. 

16. The Law of the Big Mo 
Momentum Is a Leader’s Best Friend 

Jaime Escalante has been called the best teacher in America. But his teaching ability is only 
half the story. His and Garfield High School’s success came because of the Law of the Big 
Mo. 

17. The Law of Priorities 
Leaders Understand that Activity Is Not Necessarily Accomplishment 

Jack Welch took a company that was already flying high and rocketed it into the stratosphere. 
What did he use as the launching pad? The Law of Priorities, of course. 

18. The Law of Sacrifice 
A Leader Must Give Up to Go Up 

He was one of the nation’s most vocal critics on government interference in business. So why 
did Lee Iacocca go before Congress with his hat in his hand for loan guarantees? He did it 
because he understood the Law of Sacrifice. 

19. The Law of Timing 
When to Lead Is as Important as What to Do and Where to Go 

It got him elected president of the United States. It also cost him the presidency. What is it? 
Something that may stand between you and your ability to lead effectively. It’s called the 
Law of Timing. 
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20. The Law of Explosive Growth 
To Add Growth, Lead Followers—To Multiply, Lead Leaders 

How did a man in a developing country take his organization from 700 people to more than 
14,000 in only seven years? He did it using leader’s math. That’s the secret of the Law of 
Explosive Growth. 

21. The Law of Legacy 
A Leader’s Lasting Value Is Measured By Succession 

When many companies lose their CEO, they go into a tailspin. But when Roberto Goizueta 
died, Coca-Cola didn’t even hiccup. Why? Before his death, Goizueta lived by the Law of 
Legacy. 

  
Conclusion 

FOREWORD 
YOU ARE GOING TO LOVE THIS BOOK—WHETHER IT IS THE FIRST LEADERSHIP 
BOOK IN YOUR COLLECTION OR THE FIFTIETH—BECAUSE YOU CAN 
IMMEDIATELY APPLY THE LIFE-CHANGING PRINCIPLES AND PROCEDURES IN 
YOUR PERSONAL, FAMILY AND BUSINESS LIFE. THERE IS NO “IVORY TOWER” 
THEORY IN THIS BOOK. INSTEAD, IT IS LOADED WITH UNCHANGING LEADERSHIP 
PRINCIPLES CONFIRMED BY THE REAL-WORLD EXPERIENCES OF JOHN 
MAXWELL AND THE MANY PEOPLE HE WRITES ABOUT. 

The 21 Irrefutable Laws of Leadership is a powerful, definitive statement of the timeless 
laws you simply must follow if you want to be a great leader—at home, on the job, in church, or 
whenever you are called on to lead. 

In each chapter, John goes straight to the heart of a profound leadership law, showing you 
through the successes and failures of others how you can apply the law in your life. And you can 
apply each of the laws. If you’re a willing student, you can learn the 21 laws and put them into 
practice. 

What a priceless treasure leadership authority John Maxwell offers as he boils everything 
he’s learned about leadership down to such a usable form! Once you apply these leadership laws, 
you’ll notice leaders all around you putting into action (or breaking) the Law of W.F. Hutton, the 
Law of the Big Mo, and the rest. 

I heartily recommend The 21 Irrefutable Laws of Leadership. It is helpful and easy to read, 
yet profound in its depth and clarity. It’s loaded with hope, direction, encouragement, and 
specific procedures. It’s principle-based with precise, clear-cut directions to provide you with the 
necessary tools to fulfill your leadership role. 

If you are new to leadership, this book will jump-start your leadership career. If you are an 
experienced leader with blue-chip credentials this book will make you an even better leader. It’s 

od—very good. go

  
Zig Ziglar 
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INTRODUCTION 
I HAVE THE PRIVILEGE OF TEACHING LEADERSHIP ACROSS THE COUNTRY AND 
AROUND THE GLOBE, AND I OFTEN GET THE OPPORTUNITY TO TALK WITH 
PEOPLE WHO ARE ATTENDING ONE OF MY CONFERENCES FOR A SECOND, THIRD, 
OR EVEN FOURTH TIME. AT A RECENT CONFERENCE HERE IN THE UNITED 
STATES, A MAN IN HIS LATE FIFTIES WHOM I HAD MET SEVERAL YEARS BEFORE 
CAME UP AND SPOKE TO ME DURING A BREAK. HE GRABBED MY HAND AND 
SHOOK IT VIGOROUSLY. “LEARNING LEADERSHIP HAS CHANGED MY LIFE,” HE 
SAID. “BUT I SURE WISH I HAD HEARD YOU TWENTY YEARS AGO.” 

“No, you don’t,” I answered with a chuckle. 
“What do you mean?” he said. “I would have achieved so much more! If I had known these 

leadership principles twenty years ago, I’d be in a totally different place in life. Your leadership 
laws have fueled my vision. They’ve given me the desire to learn more about leadership and 
accomplish my goals. If I’d learned this twenty years ago, I could have done some things that I 
had never even dreamed possible.” 

“Maybe you would have,” I answered. “But twenty years ago, I wouldn’t have been able to 
teach them to you. It has taken me my entire lifetime to learn and apply the laws of leadership to 
my life.” 

As I write this, I am fifty-one years old. I’ve spent more than thirty years in professional 
leadership positions. I’ve founded four companies. And I focus my time and energy on doing 
what makes a positive impact in the lives of people. But I’ve also made a lot of mistakes along 
the way—more than most people I know. Every success and every failure has been an invaluable 
lesson in what it means to lead. 

As I travel and speak to organizations and individuals, people frequently ask me to define the 
essentials of leadership. “If you were to take everything you’ve learned about leadership over the 
years and boil it down into a short list,” they ask, “what would it be?” 

This book is my answer to that often-asked question. It has taken me a lifetime to learn these 
21 Irrefutable Laws of Leadership. My desire is to communicate them to you as simply and 
clearly as possible. And it sure won’t hurt if we have some fun along the way. 
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One of the most important truths I’ve learned over the years is this: Leadership is leadership, 
no matter where you go or what you do. Times change. Technology marches forward. Cultures 
vary from place to place. But the true principles of leadership are constant—whether you’re 
looking at the citizens of ancient Greece, the Hebrews in the Old Testament, the armies of the 
last two hundred years, the rulers of modern Europe, the pastors in local churches, or the 
businesspeople of today’s global economy. Leadership principles stand the test of time. They are 
irrefutable. 

As you read the following chapters, I’d like you to keep in mind four ideas: 

 1. The laws can be learned. Some are easier to understand and apply than others, but every 
one of them can be acquired. 

 2. The laws can stand alone. Each law complements all the others, but you don’t need one 
in order to learn another. 

 3. The laws carry consequences with them. Apply the laws, and people will follow you. 
Violate or ignore them, and you will not be able to lead others. 

 4. These laws are the foundation of leadership. Once you learn the principles, you have to 
practice them and apply them to your life. 

Whether you are a follower who is just beginning to discover the impact of leadership or a 
natural leader who already has followers, you can become a better leader. As you read about the 
laws, you’ll recognize that you may already practice some laws effectively. Other laws will 
expose weaknesses you didn’t know you had. But the greater the number of laws you learn, the 
better leader you will become. Each law is like a tool, ready to be picked up and used to help you 
achieve your dreams and add value to other people. Pick up even one, and you will become a 
better leader. Learn them all, and people will gladly follow you. 

Now, let’s open the toolbox together. 

 

THE LAW OF THE LID 

LEADERSHIP ABILITY DETERMINES A 
PERSON’S LEVEL OF EFFECTIVENESS 
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I often open my leadership conferences by explaining the Law of the Lid because it helps people 
understand the value of leadership. If you can get a handle on this law, you will see the 
incredible impact of leadership on every aspect of life. So here it is: Leadership ability is the lid 
that determines a person’s level of effectiveness. The lower an individual’s ability to lead, the 
lower the lid on his potential. The higher the leadership, the greater the effectiveness. To give 
you an example, if your leadership rates an 8, then your effectiveness can never be greater than a 
7. If your leadership is only a 4, then your effectiveness will be no higher than a 3. Your 
leadership ability—for better or for worse—always determines your effectiveness and the 
potential impact of your organization. 

Let me tell you a story that illustrates the Law of the Lid. In 1930, two young brothers named 
Dick and Maurice moved from New Hampshire to California in search of the American Dream. 
They had just gotten out of high school, and they saw few opportunities back home. So they 
headed straight for Hollywood where they eventually found jobs on a movie studio set. 

After a while, their entrepreneurial spirit and interest in the entertainment industry prompted 
them to open a theater in Glendale, a town about five miles northeast of Hollywood. But despite 
all their efforts, the brothers just couldn’t make the business profitable. In the four years they ran 
the theater, they weren’t able to consistently generate enough money to pay the one hundred 
dollars a month rent that their landlord required. 

A NEW OPPORTUNITY 

THE BROTHERS’ DESIRE FOR SUCCESS WAS STRONG, SO THEY KEPT LOOKING 
FOR BETTER BUSINESS OPPORTUNITIES. IN 1937, THEY FINALLY STRUCK ON 
SOMETHING THAT WORKED. THEY OPENED A SMALL DRIVE-IN RESTAURANT IN 
PASADENA, LOCATED JUST EAST OF GLENDALE. PEOPLE IN SOUTHERN 
CALIFORNIA HAD BECOME VERY DEPENDENT ON THEIR CARS, AND THE 
CULTURE WAS CHANGING TO ACCOMMODATE THAT, INCLUDING ITS 
BUSINESSES. 

Drive-in restaurants were a phenomenon that sprang up in the early thirties, and they were 
becoming very popular. Rather than being invited into a dining room to eat, customers would 
drive into a parking lot around a small restaurant, place their orders with carhops, and receive 
their food on trays right in their cars. The food was served on china plates complete with 
glassware and metal utensils. It was timely idea in a society that was becoming faster paced and 
increasingly mobile. 

Dick and Maurice’s tiny drive-in restaurant was a great success, and in 1940, they decided to 
move the operation to San Bernardino, a working-class boom town fifty miles east of Los 
Angeles. They built a larger facility and expanded their menu from hot dogs, fries, and shakes to 
include barbecued beef and pork sandwiches, hamburgers, and other items. Their business 
exploded. Annual sales reached $200,000, and the brothers found themselves splitting $50,000 in 
profits every year—a sum that put them in the town’s financial elite. 

In 1948, their intuition told them that times were changing, and they made modifications to 
their restaurant business. They eliminated the carhops and started serving only walk-up 
customers. And they also streamlined everything. They reduced their menu and focused on 
selling hamburgers. They eliminated plates, glassware, and metal utensils, switching to paper 
products instead. They reduced their costs and the prices they charged customers. They also 
created what they called the Speedy Service System. Their kitchen became like an assembly line, 
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where each person focused on service with speed. Their goal was to fill each customer’s order in 
thirty seconds or less. And they succeeded. By the mid-1950s, annual revenue hit $350,000, and 
by then, Dick and Maurice split net profits of about $100,000 each year. 

Who were these brothers? Back in those days, you could have found out by driving by their 
small restaurant on the corner at Fourteenth and E Streets in San Bernardino. On the front of the 
small octagonal building hung a neon sign that said simply MCDONALD’S HAMBURGERS. 
Dick and Maurice McDonald had hit the great American jackpot, and the rest, as they say, is 
history, right? Wrong. The McDonalds never went any farther because their weak leadership put 
a lid on their ability to succeed. 

THE STORY BEHIND THE STORY 

IT’S TRUE THAT THE MCDONALD BROTHERS WERE FINANCIALLY SECURE. 
THEIRS WAS ONE OF THE MOST PROFITABLE RESTAURANT ENTERPRISES IN THE 
COUNTRY, AND THEY FELT THAT THEY HAD A HARD TIME SPENDING ALL THE 
MONEY THEY MADE. THEIR GENIUS WAS IN CUSTOMER SERVICE AND KITCHEN 
ORGANIZATION. THAT TALENT LED TO THE CREATION OF A NEW SYSTEM OF 
FOOD AND BEVERAGE SERVICE. IN FACT, THEIR TALENT WAS SO WIDELY 
KNOWN IN FOOD SERVICE CIRCLES THAT PEOPLE STARTED WRITING THEM AND 
VISITING FROM ALL OVER THE COUNTRY TO LEARN MORE ABOUT THEIR 
METHODS. AT ONE POINT, THEY RECEIVED AS MANY AS THREE HUNDRED CALLS 
AND LETTERS EVERY MONTH. 

That led them to the idea of marketing the McDonald’s concept. The idea of franchising 
restaurants wasn’t new. It had been around for several decades. To the McDonald brothers, it 
looked like a way to make money without having to open another restaurant themselves. In 1952, 
they got started, but their effort was a dismal failure. The reason was simple. They lacked the 
leadership necessary to make it effective. Dick and Maurice were good restaurant owners. They 
understood how to run a business, make their systems efficient, cut costs, and increase profits. 
They were efficient managers. But they were not leaders. Their thinking patterns clamped a lid 
down on what they could do and become. At the height of their success, Dick and Maurice found 
themselves smack-dab against the Law of the Lid. 

THE BROTHERS PARTNER WITH A LEADER 

IN 1954, THE BROTHERS HOOKED UP WITH A MAN NAMED RAY KROC WHO WAS A 
LEADER. KROC HAD BEEN RUNNING A SMALL COMPANY HE FOUNDED, WHICH 
SOLD MACHINES FOR MAKING MILK SHAKES. HE KNEW ABOUT MCDONALD’S. 
THEIR RESTAURANT WAS ONE OF HIS BEST CUSTOMERS. AND AS SOON AS HE 
VISITED THE STORE, HE HAD A VISION FOR ITS POTENTIAL. IN HIS MIND HE 
COULD SEE THE RESTAURANT GOING NATIONWIDE IN HUNDREDS OF MARKETS. 
HE SOON STRUCK A DEAL WITH DICK AND MAURICE, AND IN 1955, HE FORMED 
MCDONALD’S SYSTEM, INC. (LATER CALLED THE MCDONALD’S CORPORATION). 

Kroc immediately bought the rights to a franchise so that he could use it as a model and 
prototype to sell other franchises. Then he began to assemble a team and build an organization to 
make McDonald’s a nationwide entity. He recruited and hired the sharpest people he could find, 
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and as his team grew in size and ability, his people developed additional recruits with leadership 
skill. 

In the early years, Kroc sacrificed a lot. Though he was in his midfifties, he worked long 
hours just as he had when he first got started in business thirty years earlier. He eliminated many 
frills at home, including his country club membership, which he later said added ten strokes to 
his golf game. During his first eight years with McDonald’s, he took no salary. Not only that, but 
he personally borrowed money from the bank and against his life insurance to help cover the 
salaries of a few key leaders he wanted on the team. His sacrifice and his leadership paid off. In 
1961 for the sum of $2.7 million, Kroc bought the exclusive rights to McDonald’s from the 
brothers, and he proceeded to turn it into an American institution and global entity. The “lid” in 
the life and leadership of Ray Kroc was obviously much higher than that of his predecessors. 

In the years that Dick and Maurice McDonald had attempted to franchise their food service 
system, they managed to sell the concept to just fifteen buyers, only ten of whom actually opened 
restaurants. And even in that small enterprise, their limited leadership and vision were 
hindrances. For example, when their first franchisee, Neil Fox of Phoenix, told the brothers that 
he wanted to call his restaurant McDonald’s, Dick’s response was, “What … for? McDonald’s 
means nothing in Phoenix.” 

On the other hand, the leadership lid in Ray Kroc’s life was sky high. Between 1955 and 
1959, Kroc succeeded in opening 100 restaurants. Four years after that, there were 500 
McDonald’s. Today the company has opened more than 21,000 restaurants in no fewer than 100 
countries. Leadership ability—or more specifically the lack of leadership ability—was the lid on 
the McDonald brothers’ effectiveness. 

SUCCESS WITHOUT LEADERSHIP 

I BELIEVE THAT SUCCESS IS WITHIN THE REACH OF JUST ABOUT EVERYONE. 
BUT I ALSO BELIEVE THAT PERSONAL SUCCESS WITHOUT LEADERSHIP ABILITY 
BRINGS ONLY LIMITED EFFECTIVENESS. A PERSON’S IMPACT IS ONLY A 
FRACTION OF WHAT IT COULD BE WITH GOOD LEADERSHIP. THE HIGHER YOU 
WANT TO CLIMB, THE MORE YOU NEED LEADERSHIP. THE GREATER THE IMPACT 
YOU WANT TO MAKE, THE GREATER YOUR INFLUENCE NEEDS TO BE. 
WHATEVER YOU WILL ACCOMPLISH IS RESTRICTED BY YOUR ABILITY TO LEAD 
OTHERS. 

Let me give you a picture of what I mean. Let’s say that when it comes to success, you’re an 
8 (on a scale from 1 to 10). That’s pretty good. I think it would be safe to say that the McDonald 
brothers were in that range. But let’s also say that your leadership ability is only a 1. Your level 
of effectiveness would look like this: 
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To increase your level of effectiveness, you have a couple of choices. You could work very 
hard to increase your dedication to success and excellence—to work toward becoming a 10. It’s 
possible that you could make it to that level, though the Law of Diminishing Returns says that 
the effort it would take to increase those last two points might take more energy than it did to 
achieve the first eight. If you really killed yourself, you might increase your success by that 25 
percent. 

But you have another option. Let’s say that instead you work hard to increase your level of 
leadership. Over the course of time, you develop yourself as a leader, and eventually, your 
leadership ability becomes, say, a 6. Visually, the results would look like this: 
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By raising your leadership ability—without increasing your success dedication at all—you 
can increase your original effectiveness by 500 percent! If you were to raise your leadership to 8, 
where it matched your success dedication, you would increase your effectiveness by 700 percent! 
Leadership has a multiplying effect. I’ve seen its impact over and over again in all kinds of 
businesses and nonprofit organizations. And that’s why I’ve taught leadership for more than 
twenty years. 

TO CHANGE THE DIRECTION OF THE 
ORGANIZATION, CHANGE THE LEADER 

LEADERSHIP ABILITY IS ALWAYS THE LID ON PERSONAL AND ORGANIZATIONAL 
EFFECTIVENESS. IF THE LEADERSHIP IS STRONG, THE LID IS HIGH. BUT IF IT’S 
NOT, THEN THE ORGANIZATION IS LIMITED. THAT’S WHY IN TIMES OF TROUBLE, 
ORGANIZATIONS NATURALLY LOOK FOR NEW LEADERSHIP. WHEN THE 
COUNTRY IS EXPERIENCING HARD TIMES, IT ELECTS A NEW PRESIDENT. WHEN A 
COMPANY IS LOSING MONEY, IT HIRES A NEW CEO. WHEN A CHURCH IS 
FLOUNDERING, IT SEARCHES FOR A NEW SENIOR PASTOR. WHEN A SPORTS 
TEAM KEEPS LOSING, IT LOOKS FOR A NEW HEAD COACH. 

The relationship between leadership and effectiveness is evident in sports. For example, if 
you look at professional sports organizations, the talent on the team is rarely the issue. Just about 
every team has highly talented players. The leadership provided by the coach—and several key 
players—makes the difference. To change the effectiveness of the team, lift up the leadership of 
the coach. That’s the Law of the Lid. 
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A sports team with a long history of leadership and effectiveness is Notre Dame. The 
school’s football teams have won more national championships than any other team in the 
country. Over the years, the Fighting Irish have won more than three-fourths of all their games 
(an incredible .759 winning percentage). In fact, two of their former head coaches, Knute Rockne 
and Frank Leahy, have the highest winning percentages in NCAA history. 

Back in the early 1980s, Notre Dame hired Gerry Faust as its head football coach. He was 
following two great coaches: Ara Parseghian and Dan Devine, both of whom had won national 
championships during their tenure and both of whom were eventually inducted into the National 
Football Foundation Hall of Fame. Prior to coming to Notre Dame, Faust had compiled an 
incredible record of 174-17-2 during his eighteen years as the head coach at Moeller High 
School. His teams experienced seven undefeated seasons and won six Ohio state titles. Four 
teams he coached were considered the best in the nation. 

But when he arrived at Notre Dame, it didn’t take long for people to discover that he was in 
over his head. As a coach and strategist, he was effective, but he didn’t have the leadership 
ability necessary to make it at the college level. During his five seasons at the university, he 
compiled a 30-26-1 record and winning percentage of .535, third worst in Notre Dame’s one 
hundred-plus-year history of college football. Faust coached only one other college team after 
that, the University of Akron, where he finished with an overall losing record of 43-53-3. He was 
another casualty of the Law of the Lid. 

Wherever you look, you can find smart, talented, successful people who are able to go only 
so far because of the limitations of their leadership. For example, when Apple got started in the 
late 1970s, Steve Wozniak was the brains behind the Apple computer. His leadership lid was 
low, but that was not the case for his partner, Steve Jobs. His lid was so high that he built a 
world-class organization and gave it a nine-digit value. That’s the impact of the Law of the Lid. 

A few years ago, I met Don Stephenson, the chairman of Global Hospitality Resources, Inc., 
of San Diego, California, an international hospitality advisory and consulting firm. Over lunch, I 
asked him about his organization. Today he primarily does consulting, but back then his 
company took over the management of hotels and resorts that weren’t doing well financially. 
They oversaw many excellent facilities such as La Costa in southern California. 

Don said that whenever they came into an organization to take it over, they always started by 
doing two things: First, they trained all the staff to improve their level of service to the 
customers; and second, they fired the leader. When he told me that, I was at first surprised. 

“You always fire him?” I asked. “Every time?” 
“That’s right. Every time,” he said. 
“Don’t you talk to the person first—to check him out to see if he’s a good leader?” I said. 
“No,” he answered. “If he’d been a good leader, the organization wouldn’t be in the mess it’s 

in.” 
And I thought to myself, Of course. It’s the Law of the Lid. To reach the highest level of 

effectiveness, you have to raise the lid—one way or another. 
The good news is that getting rid of the leader isn’t the only way. Just as I teach in 

conferences that there is a lid, I also teach that you can raise it—but that’s the subject of another 
law of leadership. 
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THE LAW OF INFLUENCE 

THE TRUE MEASURE OF LEADERSHIP IS 
INFLUENCE—NOTHING MORE, NOTHING 

LESS 

If you don’t have influence, you will never be able to lead others. So how do you measure 
influence? Here’s a story to answer that question. In late summer of 1997, people were jolted by 
two events that occurred less than a week apart: the deaths of Princess Diana and Mother Teresa. 
On the surface, the two women could not have been more different. One was a tall, young, 
glamorous princess from England who circulated in the highest society. The other, a Nobel Peace 
Prize recipient, was a small, elderly Catholic nun born in Albania, who served the poorest of the 
poor in Calcutta, India. 

What’s incredible is that their impact was remarkably similar. In a 1996 poll published by the 
London Daily Mail, Princess Diana and Mother Teresa were voted in first and second places as 
the world’s two most caring people. That’s something that doesn’t happen unless you have a lot 
of influence. How did someone like Diana come to be regarded in the same way as Mother 
Teresa? The answer is that she demonstrated the power of the Law of Influence. 

DIANA CAPTURED THE WORLD’S 
IMAGINATION 

IN 1981, DIANA BECAME THE MOST TALKED-ABOUT PERSON ON THE GLOBE 
WHEN SHE MARRIED PRINCE CHARLES OF ENGLAND. NEARLY 1 BILLION PEOPLE 
WATCHED DIANA’S WEDDING CEREMONY TELEVISED FROM ST. PAUL’S 
CATHEDRAL. AND SINCE THAT DAY, IT SEEMED PEOPLE NEVER COULD GET 
ENOUGH NEWS ABOUT HER. PEOPLE WERE INTRIGUED WITH DIANA, A 
COMMONER WHO HAD ONCE BEEN A KINDERGARTEN TEACHER. AT FIRST SHE 
SEEMED PAINFULLY SHY AND TOTALLY OVERWHELMED BY ALL THE 
ATTENTION SHE AND HER NEW HUSBAND WERE RECEIVING. EARLY IN THEIR 
MARRIAGE, SOME REPORTS STATED THAT DIANA WASN’T VERY HAPPY 
PERFORMING THE DUTIES EXPECTED OF HER AS A ROYAL PRINCESS. HOWEVER, 
IN TIME SHE ADJUSTED TO HER NEW ROLE. AS SHE STARTED TRAVELING AND 
REPRESENTING THE ROYAL FAMILY AROUND THE WORLD AT VARIOUS 
FUNCTIONS, SHE QUICKLY MADE IT HER GOAL TO SERVE OTHERS AND RAISE 
FUNDS FOR NUMEROUS CHARITABLE CAUSES. AND DURING THE PROCESS, SHE 
BUILT MANY IMPORTANT RELATIONSHIPS—WITH POLITICIANS, ORGANIZERS OF 
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HUMANITARIAN CAUSES, ENTERTAINERS, AND HEADS OF STATE. AT FIRST, SHE 
WAS SIMPLY A SPOKESPERSON AND CATALYST FOR FUND-RAISING, BUT AS 
TIME WENT BY, HER INFLUENCE INCREASED—AND SO DID HER ABILITY TO 
MAKE THINGS HAPPEN. 

Diana started rallying people to causes such as AIDS research, care for people with leprosy, 
and a ban on land mines. She was quite influential in bringing that last issue to the attention of 
the world’s leaders. On a visit to the United States just months before her death, she met with 
members of the Clinton administration to convince them to support the Oslo conference banning 
the devices. And a few weeks later, they made changes in their position. Patrick Fuller of the 
British Red Cross said, “The attention she drew to the issue influenced Clinton. She put the issue 
on the world agenda, there’s no doubt about that.” 

THE EMERGENCE OF A LEADER 

IN THE BEGINNING, DIANA’S TITLE HAD MERELY GIVEN HER A PLATFORM TO 
ADDRESS OTHERS, BUT SHE SOON BECAME A PERSON OF INFLUENCE IN HER 
OWN RIGHT. IN 1996 WHEN SHE WAS DIVORCED FROM PRINCE CHARLES, SHE 
LOST HER TITLE, BUT THAT LOSS DIDN’T AT ALL DIMINISH HER IMPACT ON 
OTHERS. INSTEAD, HER INFLUENCE CONTINUED TO INCREASE WHILE THAT OF 
HER FORMER HUSBAND AND IN-LAWS DECLINED—DESPITE THEIR ROYAL 
TITLES AND POSITION. WHY? DIANA INSTINCTIVELY UNDERSTOOD THE LAW OF 
INFLUENCE. 

Ironically, even in death Diana continued to influence others. When her funeral was 
broadcast on television and BBC Radio, it was translated into forty-four languages. NBC 
estimated that the total audience numbered as many as 2.5 billion people—more than twice the 
number of people who watched her wedding. 

THE QUESTION OF LEADERSHIP 

PRINCESS DIANA HAS BEEN CHARACTERIZED IN MANY WAYS. BUT ONE WORD 
THAT I’VE NEVER HEARD USED TO DESCRIBE HER IS LEADER. YET THAT’S WHAT 
SHE WAS. ULTIMATELY, SHE DIDN’T MAKE AN IMPACT BECAUSE SHE ONCE HAD 
A TITLE. SHE MADE THINGS HAPPEN BECAUSE SHE WAS AN INFLUENCER, AND 
LEADERSHIP IS INFLUENCE—NOTHING MORE, NOTHING LESS. 

LEADERSHIP IS NOT … 

PEOPLE HAVE SO MANY MISCONCEPTIONS ABOUT LEADERSHIP. WHEN THEY 
HEAR THAT SOMEONE HAS AN IMPRESSIVE TITLE OR AN ASSIGNED LEADERSHIP 
POSITION, THEY ASSUME THAT HE IS A LEADER. SOMETIMES THAT’S TRUE. BUT 
TITLES DON’T HAVE MUCH VALUE WHEN IT COMES TO LEADING. TRUE 
LEADERSHIP CANNOT BE AWARDED, APPOINTED, OR ASSIGNED. IT COMES ONLY 
FROM INFLUENCE, AND THAT CAN’T BE MANDATED. IT HAS TO BE EARNED. THE 
ONLY THING A TITLE CAN BUY IS A LITTLE TIME—EITHER TO INCREASE YOUR 
LEVEL OF INFLUENCE WITH OTHERS OR TO ERASE IT. 
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FIVE MYTHS ABOUT LEADERSHIP 

THERE ARE PLENTY OF MISCONCEPTIONS AND MYTHS THAT PEOPLE EMBRACE 
ABOUT LEADERS AND LEADERSHIP. HERE ARE FIVE COMMON ONES: 
1. THE MANAGEMENT MYTH 

A WIDESPREAD MISUNDERSTANDING IS THAT LEADING AND MANAGING ARE 
ONE AND THE SAME. UP UNTIL A FEW YEARS AGO, BOOKS THAT CLAIMED TO BE 
ON LEADERSHIP WERE OFTEN REALLY ABOUT MANAGEMENT. THE MAIN 
DIFFERENCE BETWEEN THE TWO IS THAT LEADERSHIP IS ABOUT INFLUENCING 
PEOPLE TO FOLLOW, WHILE MANAGEMENT FOCUSES ON MAINTAINING 
SYSTEMS AND PROCESSES. AS FORMER CHRYSLER CHAIRMAN AND CEO LEE 
IACOCCA WRYLY COMMENTED, “SOMETIMES EVEN THE BEST MANAGER IS LIKE 
THE LITTLE BOY WITH THE BIG DOG, WAITING TO SEE WHERE THE DOG WANTS 
TO GO SO THAT HE CAN TAKE HIM THERE.” 

The best way to test whether a person can lead rather than just manage is to ask him to create 
positive change. Managers can maintain direction, but they can’t change it. To move people in a 
new direction, you need influence. 

2. THE ENTREPRENEUR MYTH 

FREQUENTLY, PEOPLE ASSUME THAT ALL SALESPEOPLE AND ENTREPRENEURS 
ARE LEADERS. BUT THAT’S NOT ALWAYS THE CASE. YOU MAY REMEMBER THE 
RONCO COMMERCIALS THAT APPEARED ON TELEVISION YEARS AGO. THEY 
SOLD ITEMS SUCH AS THE VEG-O-MATIC, POCKET FISHERMAN, AND INSIDE-THE-
SHELL-EGG SCRAMBLER. THOSE PRODUCTS WERE THE BRAINCHILDREN OF AN 
ENTREPRENEUR NAMED RON POPEIL. CALLED THE SALESMAN OF THE CENTURY, 
HE HAS ALSO APPEARED IN NUMEROUS INFOMERCIALS FOR PRODUCTS SUCH AS 
SPRAY-ON RELIEF FOR BALDNESS AND FOOD DEHYDRATING DEVICES. 

Popeil is certainly enterprising, innovative, and successful, especially if you measure him by 
the $300 million in sales his products have earned. But that doesn’t make him a leader. People 
may be buying what he has to sell, but they’re not following him. At best, he is able to persuade 
people for a moment, but he holds no long-term influence with them. 

3. THE KNOWLEDGE MYTH 

SIR FRANCIS BACON SAID, “KNOWLEDGE IS POWER.” MOST PEOPLE, BELIEVING 
POWER IS THE ESSENCE OF LEADERSHIP, NATURALLY ASSUME THAT THOSE 
WHO POSSESS KNOWLEDGE AND INTELLIGENCE ARE LEADERS. BUT THAT ISN’T 
AUTOMATICALLY TRUE. YOU CAN VISIT ANY MAJOR UNIVERSITY AND MEET 
BRILLIANT RESEARCH SCIENTISTS AND PHILOSOPHERS WHOSE ABILITY TO 
THINK IS SO HIGH THAT IT’S OFF THE CHARTS, BUT WHOSE ABILITY TO LEAD IS 
SO LOW THAT IT DOESN’T EVEN REGISTER ON THE CHARTS. IQ DOESN’T 
NECESSARILY EQUATE TO LEADERSHIP. 

4. THE PIONEER MYTH 
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ANOTHER MISCONCEPTION IS THAT ANYONE WHO IS OUT IN FRONT OF THE 
CROWD IS A LEADER. BUT BEING FIRST ISN’T ALWAYS THE SAME AS LEADING. 
FOR EXAMPLE, SIR EDMUND HILLARY WAS THE FIRST MAN TO REACH THE 
SUMMIT OF MOUNT EVEREST. SINCE HIS HISTORIC ASCENT IN 1953, MANY 
PEOPLE HAVE “FOLLOWED” HIM IN ACHIEVING THAT FEAT. BUT THAT DOESN’T 
MAKE HILLARY A LEADER. HE WASN’T EVEN THE LEADER ON THAT 
PARTICULAR EXPEDITION. JOHN HUNT WAS. AND WHEN HILLARY TRAVELED TO 
THE SOUTH POLE IN 1958 AS PART OF THE COMMONWEALTH TRANS-ANTARCTIC 
EXPEDITION, HE WAS ACCOMPANYING ANOTHER LEADER, SIR VIVIAN FUCHS. 
TO BE A LEADER, A PERSON HAS TO NOT ONLY BE OUT FRONT, BUT ALSO HAVE 
PEOPLE INTENTIONALLY COMING BEHIND HIM, FOLLOWING HIS LEAD, AND 
ACTING ON HIS VISION. 

5. THE POSITION MYTH 

AS MENTIONED EARLIER, THE GREATEST MISUNDERSTANDING ABOUT 
LEADERSHIP IS THAT PEOPLE THINK IT IS BASED ON POSITION, BUT IT’S NOT. 
STANLEY HUFFTY AFFIRMED, “IT’S NOT THE POSITION THAT MAKES THE 
LEADER; IT’S THE LEADER THAT MAKES THE POSITION.” 

Look at what happened several years ago at Cordiant, the advertising agency formerly known 
as Saatchi & Saatchi. In 1994, institutional investors at Saatchi & Saatchi forced the board of 
directors to dismiss Maurice Saatchi, the company’s CEO. What was the result? Several 
executives followed him out. So did many of the company’s largest accounts, including British 
Airways and Mars, the candy maker. Saatchi’s influence was so great that his departure caused 
the company’s stock to fall immediately from $8 5/8 to $4 per share. What happened is a result 
of the Law of Influence. Saatchi lost his title and position, but he continued to be the leader. 

WHO’S THE REAL LEADER? 

I PERSONALLY LEARNED THE LAW OF INFLUENCE WHEN I ACCEPTED MY FIRST 
JOB OUT OF COLLEGE AT A SMALL CHURCH IN RURAL INDIANA. I WENT IN WITH 
ALL THE RIGHT CREDENTIALS. I WAS HIRED AS THE SENIOR PASTOR, WHICH 
MEANT THAT I POSSESSED THE POSITION AND TITLE OF LEADER IN THAT 
ORGANIZATION. I HAD THE PROPER COLLEGE DEGREE. I HAD EVEN BEEN 
ORDAINED. IN ADDITION, I HAD BEEN TRAINED BY MY FATHER WHO WAS AN 
EXCELLENT PASTOR AND A VERY HIGH-PROFILE LEADER IN THE 
DENOMINATION. IT MADE FOR A GOOD-LOOKING RÉSUMÉ—BUT IT DIDN’T 
MAKE ME A LEADER. AT MY FIRST BOARD MEETING, I QUICKLY FOUND OUT 
WHO WAS THE REAL LEADER OF THAT CHURCH. (I’LL TELL YOU THE WHOLE 
STORY IN THE LAW OF E. F. HUTTON.) BY THE TIME I TOOK MY NEXT POSITION 
THREE YEARS LATER, I HAD LEARNED THE LAW OF INFLUENCE. I RECOGNIZED 
THAT WORK WAS NECESSARY TO GAIN INFLUENCE IN ANY ORGANIZATION AND 
TO EARN THE RIGHT TO BECOME THE LEADER. 

LEADERSHIP IS … 
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LEADERSHIP IS INFLUENCE—NOTHING MORE, NOTHING LESS. WHEN YOU 
BECOME A STUDENT OF LEADERS, AS I AM, YOU RECOGNIZE PEOPLE’S LEVEL OF 
INFLUENCE IN EVERYDAY SITUATIONS ALL AROUND YOU. LET ME GIVE YOU AN 
EXAMPLE. IN 1997, I MOVED TO ATLANTA, GEORGIA. IN THAT SAME YEAR, DAN 
REEVES BECAME THE COACH OF THE NFL’S ATLANTA FALCONS. I WAS GLAD TO 
HEAR THAT. REEVES IS AN EXCELLENT COACH AND LEADER. THOUGH HE HAD 
MOST RECENTLY COACHED THE NEW YORK GIANTS, REEVES MADE HIS 
REPUTATION AS THE HEAD COACH OF THE DENVER BRONCOS. FROM 1981 TO 
1992, HE COMPILED AN EXCELLENT 117-79-1 RECORD, EARNED THREE SUPER 
BOWL APPEARANCES, AND RECEIVED NFL COACH OF THE YEAR HONORS THREE 
TIMES. 

Despite Reeves’s success in Denver, he didn’t always experience smooth sailing. He was 
known to have had disagreements with quarterback John Elway and assistant coach Mike 
Shanahan. What was the reason for the problem? It was said that during the 1989 season, 
Shanahan and Elway sometimes worked on their own offensive game plan, ignoring Reeves’s 
wishes. I don’t know if that was true, but if it was, then Shanahan, not Reeves, had developed 
greater influence with the Denver quarterback. It didn’t matter that Reeves held the title and 
position of head coach. It didn’t even matter how good a coach Reeves was. Shanahan had 
become the more influential leader in the quarterback’s life. And leadership is influence. 

Shanahan left the Broncos at the end of that season, but he returned in 1995 as the team’s 
head coach. He became in title what he evidently already had been in terms of influence to some 
of the players: their leader. And that leadership has now paid off. In January of 1998, he led the 
Denver Broncos franchise and quarterback John Elway to their first Super Bowl victory. 

LEADERSHIP WITHOUT LEVERAGE 

I ADMIRE AND RESPECT THE LEADERSHIP OF MY GOOD FRIEND BILL HYBELS, 
THE SENIOR PASTOR OF WILLOW CREEK COMMUNITY CHURCH IN SOUTH 
BARRINGTON, ILLINOIS, THE LARGEST CHURCH IN NORTH AMERICA. BILL SAYS 
HE BELIEVES THAT THE CHURCH IS THE MOST LEADERSHIP-INTENSIVE 
ENTERPRISE IN SOCIETY. A LOT OF BUSINESSPEOPLE I KNOW ARE SURPRISED 
WHEN THEY HEAR THAT STATEMENT, BUT I THINK BILL IS RIGHT. WHAT IS THE 
BASIS OF HIS BELIEF? POSITIONAL LEADERSHIP DOESN’T WORK IN VOLUNTEER 
ORGANIZATIONS BECAUSE THOSE TYPES OF LEADERS HAVE NO REAL 
LEVERAGE AND THEY ARE INEFFECTIVE. IN OTHER ORGANIZATIONS, THE 
PERSON WHO HAS POSITION HAS INCREDIBLE LEVERAGE. IN THE MILITARY, 
LEADERS CAN USE RANK AND, IF ALL ELSE FAILS, THROW PEOPLE INTO THE 
BRIG. IN BUSINESS, BOSSES HAVE TREMENDOUS LEVERAGE IN THE FORM OF 
SALARY, BENEFITS, AND PERKS. MOST FOLLOWERS ARE PRETTY COOPERATIVE 
WHEN THEIR LIVELIHOOD IS AT STAKE. 

But in voluntary organizations, such as churches, the only thing that works is leadership in its 
purest form. Leaders have only their influence to aid them. And as Harry A. Overstreet observed, 
“The very essence of all power to influence lies in getting the other person to participate.” 
Followers in voluntary organizations cannot be forced to get on board. If the leader has no 
influence with them, then they won’t follow. When I recently shared that observation with a 
group of about 150 CEOs from the automobile industry, I saw light bulbs going on all over the 
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room. And when I gave them a piece of advice, they really got excited. I’m going to share that 
same advice with you: If you really want to find out whether your people are capable of leading, 
send them out to volunteer their time in the community. If they can get people to follow them 
while they’re serving at the Red Cross, a United Way shelter, or their local church, then you 
know that they really do have influence—and leadership ability. 

FROM COMMANDER TO PRIVATE TO 
COMMANDER IN CHIEF 

ONE OF MY FAVORITE STORIES THAT ILLUSTRATES THE LAW OF INFLUENCE 
CONCERNS ABRAHAM LINCOLN. IN 1832, YEARS BEFORE HE BECAME PRESIDENT, 
YOUNG LINCOLN GATHERED TOGETHER A GROUP OF MEN TO FIGHT IN THE 
BLACK HAWK WAR. IN THOSE DAYS, THE PERSON WHO PUT TOGETHER A 
VOLUNTEER COMPANY FOR THE MILITIA OFTEN BECAME ITS LEADER AND 
ASSUMED A COMMANDING RANK. IN THIS INSTANCE, LINCOLN HAD THE RANK 
OF CAPTAIN. 

But Lincoln had a problem. He knew nothing about soldiering. He had no prior military 
experience, and he knew nothing about tactics. He had trouble remembering the simplest military 
procedures. For example, one day Lincoln was marching a couple of dozen men across a field 
and needed to guide them through a gate into another field. But he couldn’t manage it. 
Recounting the incident later, Lincoln said, “I could not for the life of me remember the proper 
word of command for getting my company endwise. Finally, as we came near [the gate] I 
shouted: ‘This company is dismissed for two minutes, when it will fall in again on the other side 
of the gate.’ ” 

As time went by, Lincoln’s level of influence with others in the militia actually decreased. 
While other officers proved themselves and gained rank, Lincoln found himself going in the 
other direction. He began with the title and position of captain, but they did him little good. He 
couldn’t overcome the Law of Influence. By the end of his military service, Abraham Lincoln 
found his rightful place, having achieved the rank of private. 

Fortunately for Lincoln—and for the fate of our country—he overcame his inability to 
influence others. He followed his undistinguished career in the military with stints in the Illinois 
state legislature and the U.S. House of Representatives. But over time and with much effort and 
personal experience, he became a person of remarkable influence and impact. 

Here is a favorite leadership proverb: “He who thinks he leads, but has no followers, is only 
taking a walk.” If you can’t influence others, they won’t follow you. And if they won’t follow, 
you’re not a leader. That’s the Law of Influence. No matter what anybody else tells you, 
remember that leadership is influence—nothing more, nothing less. 
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THE LAW OF PROCESS 

LEADERSHIP DEVELOPS DAILY, NOT IN A 
DAY 

Anne Scheiber was an aged woman when she died in January of 1995—she was 101. For years 
she had lived in a tiny run-down rent-controlled studio apartment in Manhattan. The paint on the 
walls was peeling, and the old bookcases that lined the walls were covered in dust. Rent was four 
hundred dollars a month. 

Scheiber lived on Social Security and a small monthly pension, which she started receiving 
in 1943 when she retired as an auditor for the Internal Revenue Service. She hadn’t done very 
well at the IRS. More specifically, the agency hadn’t done right by her. Despite having a law 
degree and doing excellent work, she was never promoted. And when she retired at age fifty-one, 
she was making only $3,150 a year. 

“She was treated very, very shabbily,” said Benjamin Clark, who knew her as well as anyone 
did. “She really had to fend for herself in every way. It was really quite a struggle.” 

Scheiber was the model of thrift. She didn’t spend money on herself. She didn’t buy new 
furniture as the old pieces she owned became worn out. She didn’t even subscribe to a 
newspaper. About once a week, she used to go to the public library to read the Wall Street 
Journal. 

WINDFALL! 

IMAGINE THE SURPRISE OF NORMAN LAMM, THE PRESIDENT OF YESHIVA 
UNIVERSITY IN NEW YORK CITY, WHEN HE FOUND OUT THAT ANNE SCHEIBER, A 
LITTLE OLD LADY WHOM HE HAD NEVER HEARD OF—AND WHO HAD NEVER 
ATTENDED YESHIVA—LEFT NEARLY HER ENTIRE ESTATE TO THE UNIVERSITY. 

“When I saw the will, it was mind blowing, such an unexpected windfall,” said Lamm. “This 
woman has become a legend overnight.” 

The estate Anne Scheiber left to Yeshiva University was worth $22 million! 
How in the world did a spinster who had been retired for fifty years build an eight-figure 

fortune? 
Here’s the answer. By the time she retired from the IRS in 1943, Anne Scheiber had 

managed to save $5,000. She invested that money in stocks. By 1950, she had made enough 
profit to buy 1,000 shares of Schering-Plough Corporation stock, then valued at $10,000. And 
she held on to that stock, letting its value build. Today, those original shares have split enough 
times to produce 128,000 shares, worth $7.5 million. 
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The secret to Scheiber’s success was that she spent most of her life building her worth. 
Whether her stock’s values went up or down, she never sold it off with the thought, I’m finished 
building; now it’s time to cash out. She was in for the long haul, the really long haul. When she 
earned dividends—which kept getting larger and larger—she reinvested them. She spent her 
whole lifetime building. While other older people worry that they may run out of funds before 
the end of their lives, the longer she lived, the wealthier she became. When it came to finances, 
Scheiber understood and applied the Law of Process. 

LEADERSHIP IS LIKE INVESTING—IT 
COMPOUNDS 

BECOMING A LEADER IS A LOT LIKE INVESTING SUCCESSFULLY IN THE STOCK 
MARKET. IF YOUR HOPE IS TO MAKE A FORTUNE IN A DAY, YOU’RE NOT GOING 
TO BE SUCCESSFUL. WHAT MATTERS MOST IS WHAT YOU DO DAY BY DAY OVER 
THE LONG HAUL. MY FRIEND TAG SHORT MAINTAINS THAT, “THE SECRET OF 
OUR SUCCESS IS FOUND IN OUR DAILY AGENDA.” IF YOU CONTINUALLY INVEST 
IN YOUR LEADERSHIP DEVELOPMENT, LETTING YOUR “ASSETS” COMPOUND, 
THE INEVITABLE RESULT IS GROWTH OVER TIME. 

When I teach leadership at conferences, people inevitably ask me whether leaders are born. I 
always answer, “Yes, of course they are … I’ve yet to meet one that came into the world any 
other way!” We all laugh, and then I answer the real question—whether leadership is something 
a person either possesses or doesn’t. 

Although it’s true that some people are born with greater natural gifts than others, the ability 
to lead is really a collection of skills, nearly all of which can be learned and improved. But that 
process doesn’t happen overnight. Leadership is complicated. It has many facets: respect, 
experience, emotional strength, people skills, discipline, vision, momentum, timing—the list 
goes on. As you can see, many factors that come into play in leadership are intangible. That’s 
why leaders require so much seasoning to be effective. That’s why only now, at age fifty-one, do 
I feel that I am truly beginning to understand the many aspects of leadership with clarity. 

LEADERS ARE LEARNERS 

IN A STUDY OF NINETY TOP LEADERS FROM A VARIETY OF FIELDS, LEADERSHIP 
EXPERTS WARREN BENNIS AND BURT NANUS MADE A DISCOVERY ABOUT THE 
RELATIONSHIP BETWEEN GROWTH AND LEADERSHIP: “IT IS THE CAPACITY TO 
DEVELOP AND IMPROVE THEIR SKILLS THAT DISTINGUISHES LEADERS FROM 
THEIR FOLLOWERS.” SUCCESSFUL LEADERS ARE LEARNERS. AND THE LEARNING 
PROCESS IS ONGOING, A RESULT OF SELF-DISCIPLINE AND PERSEVERANCE. THE 
GOAL EACH DAY MUST BE TO GET A LITTLE BETTER, TO BUILD ON THE 
PREVIOUS DAY’S PROGRESS. 

THE FOUR PHASES OF LEADERSHIP 
GROWTH 
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WHETHER YOU DO OR DON’T HAVE GREAT NATURAL ABILITY FOR LEADERSHIP, 
YOUR DEVELOPMENT AND PROGRESS WILL PROBABLY OCCUR ACCORDING TO 
THE FOLLOWING FOUR PHASES: 
PHASE 1—I DON’T KNOW WHAT I DON’T KNOW 

MOST PEOPLE FAIL TO RECOGNIZE THE VALUE OF LEADERSHIP. THEY BELIEVE 
THAT LEADERSHIP IS ONLY FOR A FEW—FOR THE PEOPLE AT THE TOP OF THE 
CORPORATE LADDER. THEY HAVE NO IDEA OF THE OPPORTUNITIES THEY’RE 
PASSING UP WHEN THEY DON’T LEARN TO LEAD. THIS POINT WAS DRIVEN HOME 
FOR ME WHEN A COLLEGE PRESIDENT SHARED WITH ME THAT ONLY A 
HANDFUL OF STUDENTS SIGNED UP FOR A LEADERSHIP COURSE OFFERED BY 
THE SCHOOL. WHY? ONLY A FEW THOUGHT OF THEMSELVES AS LEADERS. IF 
THEY HAD KNOWN THAT LEADERSHIP IS INFLUENCE, AND THAT IN THE COURSE 
OF EACH DAY MOST INDIVIDUALS USUALLY TRY TO INFLUENCE AT LEAST FOUR 
OTHER PEOPLE, THEIR DESIRE MIGHT HAVE BEEN SPARKED TO LEARN MORE 
ABOUT THE SUBJECT. IT’S UNFORTUNATE BECAUSE AS LONG AS A PERSON 
DOESN’T KNOW WHAT HE DOESN’T KNOW, HE DOESN’T GROW. 

PHASE 2—I KNOW WHAT I DON’T KNOW 

USUALLY AT SOME POINT IN LIFE, WE ARE PLACED IN A LEADERSHIP POSITION 
ONLY TO LOOK AROUND AND DISCOVER THAT NO ONE IS FOLLOWING US. 
THAT’S WHEN WE REALIZE THAT WE NEED TO LEARN HOW TO LEAD. AND OF 
COURSE, THAT’S WHEN IT’S POSSIBLE FOR THE PROCESS TO START. ENGLISH 
PRIME MINISTER BENJAMIN DISRAELI WISELY COMMENTED, “TO BE CONSCIOUS 
THAT YOU ARE IGNORANT OF THE FACTS IS A GREAT STEP TO KNOWLEDGE.” 

That’s what happened to me when I took my first leadership position in 1969. I had captained 
sports teams all my life and had been the student government president in college, so I already 
thought I was a leader. But when I tried to lead people in the real world, I found out the awful 
truth. That prompted me to start gathering resources and learning from them. I also had another 
idea: I wrote to the top ten leaders in my field and offered them one hundred dollars for a half 
hour of their time so that I could ask them questions. (That was quite a sum for me in 1969.) For 
the next several years, my wife, Margaret, and I planned every vacation around where those 
people lived. If a great leader in Cleveland said yes to my request, then that year we vacationed 
in Cleveland so that I could meet him. And my idea really paid off. Those men shared insights 
with me that I could have learned no other way. 

PHASE 3—I GROW AND KNOW AND IT STARTS TO SHOW 

WHEN YOU RECOGNIZE YOUR LACK OF SKILL AND BEGIN THE DAILY DISCIPLINE 
OF PERSONAL GROWTH IN LEADERSHIP, EXCITING THINGS START TO HAPPEN. 

A while back I was teaching a group of people in Denver, and in the crowd I noticed a really 
sharp nineteen-year-old named Brian. For a couple of days, I watched as he eagerly took notes. I 
talked to him a few times during breaks. When I got to the part of the seminar where I teach the 
Law of Process, I asked Brian to stand up so that I could talk while everyone listened. I said, 
“Brian, I’ve been watching you here, and I’m very impressed with how hungry you are to learn 
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and glean and grow. I want to tell you a secret that will change your life.” Everyone in the whole 
auditorium seemed to lean forward. 

“I believe that in about twenty years, you can be a great leader. I want to encourage you to 
make yourself a lifelong learner of leadership. Read books, listen to tapes regularly, and keep 
attending seminars. And whenever you come across a golden nugget of truth or a significant 
quote, file it away for the future. 

“It’s not going to be easy,” I said. “But in five years, you’ll see progress as your influence 
becomes greater. In ten years you’ll develop a competence that makes your leadership highly 
effective. And in twenty years, when you’re only thirty-nine years old, if you’ve continued to 
learn and grow, others will likely start asking you to teach them about leadership. And some will 
be amazed. They’ll look at each other and say, ‘How did he suddenly become wise?’ 

“Brian, you can be a great leader, but it won’t happen in a day. Start paying the price now.” 
What’s true for Brian is also true for you. Start developing your leadership today, and 

someday you will experience the effects of the Law of Process. 

 

PHASE 4—I SIMPLY GO BECAUSE OF WHAT I KNOW 

WHEN YOU’RE IN PHASE 3, YOU CAN BE PRETTY EFFECTIVE AS A LEADER, BUT 
YOU HAVE TO THINK ABOUT EVERY MOVE YOU MAKE. HOWEVER, WHEN YOU 
GET TO PHASE 4, YOUR ABILITY TO LEAD BECOMES ALMOST AUTOMATIC. AND 
THAT’S WHEN THE PAYOFF IS LARGER THAN LIFE. BUT THE ONLY WAY TO GET 
THERE IS TO OBEY THE LAW OF PROCESS AND PAY THE PRICE. 

TO LEAD TOMORROW, LEARN TODAY 
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LEADERSHIP IS DEVELOPED DAILY, NOT IN A DAY. THAT IS THE REALITY 
DICTATED BY THE LAW OF PROCESS. BENJAMIN DISRAELI ASSERTED, “THE 
SECRET OF SUCCESS IN LIFE IS FOR A MAN TO BE READY FOR HIS TIME WHEN IT 
COMES.” WHAT A PERSON DOES ON A DISCIPLINED, CONSISTENT BASIS GETS 
HIM READY, NO MATTER WHAT THE GOAL. BASKETBALL LEGEND LARRY BIRD 
BECAME AN OUTSTANDING FREE-THROW SHOOTER BY PRACTICING FIVE 
HUNDRED SHOTS EACH MORNING BEFORE HE WENT TO SCHOOL. DEMOSTHENES 
OF ANCIENT GREECE BECAME THE GREATEST ORATOR BY RECITING VERSES 
WITH PEBBLES IN HIS MOUTH AND SPEAKING OVER THE ROAR OF THE WAVES 
AT THE SEASHORE—AND HE DID IT DESPITE HAVING BEEN BORN WITH A 
SPEECH IMPAIRMENT. THE SAME DEDICATION IS REQUIRED FOR YOU TO 
BECOME A GREAT LEADER. 

The good news is that your leadership ability is not static. No matter where you’re starting 
from, you can get better. That’s true even for people who have stood on the world stage of 
leadership. While most presidents of the United States reach their peak while in office, others 
continue to grow and become better leaders afterward, such as former president Jimmy Carter. 
Some people questioned his ability to lead while in the White House. But in recent years, 
Carter’s level of influence has continually increased. His high integrity and dedication in serving 
people through Habitat for Humanity and other organizations have made his influence grow. And 
now he has been recognized in Mali where he was knighted for his work eradicating Guinea 
worm disease. People now are truly impressed with his life. 

FIGHTING YOUR WAY UP 

THERE IS AN OLD SAYING: CHAMPIONS DON’T BECOME CHAMPIONS IN THE 
RING—THEY ARE MERELY RECOGNIZED THERE. THAT’S TRUE. IF YOU WANT TO 
SEE WHERE SOMEONE DEVELOPS INTO A CHAMPION, LOOK AT HIS DAILY 
ROUTINE. FORMER HEAVYWEIGHT CHAMP JOE FRAZIER STATED, “YOU CAN MAP 
OUT A FIGHT PLAN OR A LIFE PLAN. BUT WHEN THE ACTION STARTS, YOU’RE 
DOWN TO YOUR REFLEXES. THAT’S WHERE YOUR ROAD WORK SHOWS. IF YOU 
CHEATED ON THAT IN THE DARK OF THE MORNING, YOU’RE GETTING FOUND 
OUT NOW UNDER THE BRIGHT LIGHTS.” BOXING IS A GOOD ANALOGY FOR 
LEADERSHIP DEVELOPMENT BECAUSE IT IS ALL ABOUT DAILY PREPARATION. 
EVEN IF A PERSON HAS NATURAL TALENT, HE HAS TO PREPARE AND TRAIN TO 
BECOME SUCCESSFUL. 

One of this country’s greatest leaders was a fan of boxing: President Theodore Roosevelt. In 
fact, one of his most famous quotes uses a boxing analogy: 

It is not the critic who counts, not the man who points out how the strong man stumbled, or where 
the doer of deeds could have done them better. The credit belongs to the man who is actually in 
the arena; whose face is marred by dust and sweat and blood; who strives valiantly; who errs and 
comes short again and again; who knows the great enthusiasms, the great devotions, and spends 
himself in a worthy cause; who, at best, knows in the end the triumph of high achievement; and 
who, at the worst, if he fails, at least fails while daring greatly, so that his place shall never be 
with those cold and timid souls who know neither victory nor defeat. 
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Roosevelt, a boxer himself, was the ultimate man of action. Not only was he an effective leader, 
but he was the most flamboyant of all U.S. presidents. British historian Hugh Brogan described 
him as “the ablest man to sit in the White House since Lincoln; the most vigorous since Jackson; 
the most bookish since John Quincy Adams.” 

A MAN OF ACTION 

TR (WHICH WAS ROOSEVELT’S NICKNAME) IS REMEMBERED AS AN OUTSPOKEN 
MAN OF ACTION AND PROPONENT OF THE VIGOROUS LIFE. WHILE IN THE WHITE 
HOUSE, HE WAS KNOWN FOR REGULAR BOXING AND JUDO SESSIONS, VIGOROUS 
HORSEBACK RIDES, AND LONG, STRENUOUS HIKES. A FRENCH AMBASSADOR 
WHO VISITED ROOSEVELT USED TO TELL ABOUT THE TIME THAT HE 
ACCOMPANIED THE PRESIDENT ON A WALK THROUGH THE WOODS. WHEN THE 
TWO MEN CAME TO THE BANKS OF A STREAM THAT WAS TOO DEEP TO CROSS 
BY FOOT, TR STRIPPED OFF HIS CLOTHES AND EXPECTED THE DIGNITARY TO DO 
THE SAME SO THAT THEY COULD SWIM TO THE OTHER SIDE. NOTHING WAS AN 
OBSTACLE TO ROOSEVELT. 

At different times in his life, Roosevelt was a cowboy in the Wild West, an explorer and big-
game hunter, and a rough-riding cavalry officer in the Spanish-American War. His enthusiasm 
and stamina seemed boundless. As the vice presidential candidate in 1900, he gave 673 speeches 
and traveled 20,000 miles while campaigning for President McKinley. And years after his 
presidency, while preparing to deliver a speech in Milwaukee, Roosevelt was shot in the chest by 
a would-be assassin. With a broken rib and a bullet in his chest, Roosevelt insisted on delivering 
his one-hour speech before allowing himself to be taken to the hospital. 

ROOSEVELT STARTED SLOW 

OF ALL THE LEADERS THIS NATION HAS EVER HAD, ROOSEVELT WAS ONE OF 
THE TOUGHEST—BOTH PHYSICALLY AND MENTALLY. BUT HE DIDN’T START 
THAT WAY. AMERICA’S COWBOY PRESIDENT WAS BORN IN MANHATTAN TO A 
PROMINENT WEALTHY FAMILY. AS A CHILD, HE WAS PUNY AND VERY SICKLY. 
HE HAD DEBILITATING ASTHMA, POSSESSED VERY POOR EYESIGHT, AND WAS 
PAINFULLY THIN. HIS PARENTS WEREN’T SURE HE WOULD SURVIVE. 

When he was twelve, young Roosevelt’s father told him, “You have the mind, but you have 
not the body, and without the help of the body the mind cannot go as far as it should. You must 
make the body.” And make it he did. He lived by the Law of Process. 

TR began spending time every day building his body as well as his mind, and he did that for 
the rest of his life. He worked out with weights, hiked, ice-skated, hunted, rowed, rode 
horseback, and boxed. In later years, Roosevelt assessed his progress, admitting that as a child he 
was “nervous and timid. Yet,” he said, “from reading of the people I admired … and from 
knowing my father, I had a great admiration for men who were fearless and who could hold their 
own in the world, and I had a great desire to be like them.” By the time TR graduated from 
Harvard, he was like them, and he was ready to tackle the world of politics. 

NO OVERNIGHT SUCCESS 
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ROOSEVELT DIDN’T BECOME A GREAT LEADER OVERNIGHT, EITHER. HIS ROAD 
TO THE PRESIDENCY WAS ONE OF SLOW, CONTINUAL GROWTH. AS HE SERVED 
IN VARIOUS POSITIONS, RANGING FROM NEW YORK CITY POLICE 
COMMISSIONER TO PRESIDENT OF THE UNITED STATES, HE KEPT LEARNING AND 
GROWING. HE IMPROVED HIMSELF, AND IN TIME HE BECAME A STRONG LEADER. 
THAT WAS FURTHER EVIDENCE THAT HE LIVED BY THE LAW OF PROCESS. 

Roosevelt’s list of accomplishments is remarkable. Under his leadership, the United States 
emerged as a world power. He helped the country develop a first-class navy. He saw that the 
Panama Canal was built. He negotiated peace between Russia and Japan, winning a Nobel Peace 
Prize in the process. And when people questioned TR’s leadership—since he had become 
president when McKinley was assassinated—he campaigned and was reelected by the largest 
majority of any president up to his time. 

Ever the man of action, when Roosevelt completed his term as president in 1909, he 
immediately traveled to Africa where he led a scientific expedition sponsored by the 
Smithsonian Institution. A few years later, in 1913, he co-led a group to explore the uncharted 
River of Doubt in Brazil. It was a great learning adventure he said he could not pass up. “It was 
my last chance to be a boy,” he later admitted. He was fifty-five years old. 

On January 6, 1919, at his home in New York, Theodore Roosevelt died in his sleep. Then 
Vice President Marshall said, “Death had to take him sleeping, for if Roosevelt had been awake, 
there would have been a fight.” When they removed him from his bed, they found a book under 
his pillow. Up to the very last, TR was still striving to learn and improve himself. He was still 
practicing the Law of Process. 

If you want to be a leader, the good news is that you can do it. Everyone has the potential, 
but it isn’t accomplished overnight. It requires perseverance. And you absolutely cannot ignore 
the Law of Process. Leadership doesn’t develop in a day. It takes a lifetime. 

 

THE LAW OF NAVIGATION 

ANYONE CAN STEER THE SHIP, BUT IT 
TAKES A LEADER TO CHART THE COURSE 

In 1911, two groups of explorers set off on an incredible mission. Though they used different 
strategies and routes, the leaders of the teams had the same goal: to be the first in history to reach 
the South Pole. Their stories are life-and-death illustrations of the Law of Navigation. 

One of the groups was led by Norwegian explorer Roald Amundsen. Ironically, Amundsen 
had not originally intended to go to Antarctica. His desire was to be the first man to reach the 
North Pole. But when he discovered that Robert Peary had beaten him there, Amundsen changed 
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his goal and headed toward the other end of the earth. North or south—he knew his planning 
would pay off. 

AMUNDSEN CAREFULLY CHARTED HIS 
COURSE 

BEFORE HIS TEAM EVER SET OFF, AMUNDSEN HAD PAINSTAKINGLY PLANNED 
HIS TRIP. HE STUDIED THE METHODS OF THE ESKIMOS AND OTHER 
EXPERIENCED ARCTIC TRAVELERS AND DETERMINED THAT THEIR BEST COURSE 
OF ACTION WOULD BE TO TRANSPORT ALL THEIR EQUIPMENT AND SUPPLIES BY 
DOGSLED. WHEN HE ASSEMBLED HIS TEAM, HE CHOSE EXPERT SKIERS AND DOG 
HANDLERS. HIS STRATEGY WAS SIMPLE. THE DOGS WOULD DO MOST OF THE 
WORK AS THE GROUP TRAVELED FIFTEEN TO TWENTY MILES IN A SIX-HOUR 
PERIOD EACH DAY. THAT WOULD ALLOW BOTH THE DOGS AND THE MEN 
PLENTY OF TIME TO REST EACH DAY FOR THE FOLLOWING DAY’S TRAVEL. 

Amundsen’s forethought and attention to detail were incredible. He located and stocked 
supply depots all along the route. That way they would not have to carry every bit of their 
supplies with them the whole trip. He also equipped his people with the best gear possible. 
Amundsen had carefully considered every possible aspect of the journey, thought it through, and 
planned accordingly. And it paid off. The worst problem they experienced on the trip was an 
infected tooth that one man had to have extracted. 

SCOTT VIOLATED THE LAW OF 
NAVIGATION 

THE OTHER TEAM OF MEN WAS LED BY ROBERT FALCON SCOTT, A BRITISH 
NAVAL OFFICER WHO HAD PREVIOUSLY DONE SOME EXPLORING IN THE 
ANTARCTIC AREA. SCOTT’S EXPEDITION WAS THE ANTITHESIS OF AMUNDSEN’S. 
INSTEAD OF USING DOGSLEDS, SCOTT DECIDED TO USE MOTORIZED SLEDGES 
AND PONIES. THEIR PROBLEMS BEGAN WHEN THE MOTORS ON THE SLEDGES 
STOPPED WORKING ONLY FIVE DAYS INTO THE TRIP. THE PONIES DIDN’T FARE 
WELL EITHER IN THOSE FRIGID TEMPERATURES. WHEN THEY REACHED THE 
FOOT OF THE TRANSANTARCTIC MOUNTAINS, ALL OF THE POOR ANIMALS HAD 
TO BE KILLED. AS A RESULT, THE TEAM MEMBERS THEMSELVES ENDED UP 
HAULING THE TWO-HUNDRED-POUND SLEDGES. IT WAS ARDUOUS WORK. 

Scott hadn’t given enough attention to the team’s other equipment. Their clothes were so 
poorly designed that all the men developed frostbite. One team member required an hour every 
morning just to get his boots onto his swollen, gangrenous feet. And everyone became snowblind 
because of the inadequate goggles Scott had supplied. On top of everything else, the team was 
always low on food. That was also due to Scott’s poor planning. The depots of supplies Scott 
established were inadequately stocked, too far apart, and often poorly marked, which made them 
very difficult to find. Because they were continually low on fuel to melt snow, everyone became 
dehydrated. Making things even worse was Scott’s last-minute decision to tale along a fifth man, 
even though they had prepared enough supplies only for four. 
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After covering a grueling eight hundred miles in ten weeks, Scott’s exhausted group finally 
arrived at the South Pole on January 17, 1912. There they found the Norwegian flag flapping in 
the wind and a letter from Amundsen. The other well-led team had beaten them to their goal by 
more than a month! 

IF YOU DON’T LIVE BY THE LAW OF 
NAVIGATION … 

AS BAD AS THEIR TRIP TO THE POLE WAS, THAT ISN’T THE WORST PART OF 
THEIR STORY. THE TREK BACK WAS HORRIFIC. SCOTT AND HIS MEN WERE 
STARVING AND SUFFERING FROM SCURVY. BUT SCOTT, UNABLE TO NAVIGATE 
TO THE VERY END, WAS OBLIVIOUS TO THEIR PLIGHT. WITH TIME RUNNING OUT 
AND DESPERATELY LOW ON FOOD, SCOTT INSISTED THAT THEY COLLECT 
THIRTY POUNDS OF GEOLOGICAL SPECIMENS TO TAKE BACK—MORE WEIGHT 
TO BE CARRIED BY THE WORN-OUT MEN. 

Their progress became slower and slower. One member of the party sank into a stupor and 
died. Another, Lawrence Oates, was in terrible shape. The former army officer, who had 
originally been brought along to take care of the ponies, had frostbite so severe that he had 
trouble going on. Because he believed he was endangering the team’s survival, it’s said that he 
purposely walked out into a blizzard to relieve the group of himself as a liability. Before he left 
the tent and headed out into the storm, he said, “I am just going outside; I may be some time.” 

Scott and his final two team members made it only a little farther north before giving up. The 
return trip had already taken two months, and still they were 150 miles from their base camp. 
There they died. We know their story only because they spent their last hours writing in their 
diaries. Some of Scott’s last words were these: “We shall die like gentlemen. I think this will 
show that the Spirit of pluck and power to endure has not passed out of our race.” Scott had 
courage, but not leadership. Because he was unable to live by the Law of Navigation, he and his 
companions died by it. 

Followers need leaders who are able to effectively navigate for them. When they’re facing 
life-and-death situations, that necessity becomes painfully obvious. At other times, even though 
the consequences are not as serious, the need is just as great. The truth is that just about anyone 
can steer the ship, but it takes a leader to chart the course. That is the Law of Navigation. 

NAVIGATORS SEE THE TRIP AHEAD 

GENERAL ELECTRIC CHAIRMAN JACK WELCH ASSERTS THAT, “A GOOD LEADER 
REMAINS FOCUSED … CONTROLLING YOUR DIRECTION IS BETTER THAN BEING 
CONTROLLED BY IT.” WELCH IS RIGHT, BUT LEADERS WHO NAVIGATE DO EVEN 
MORE THAN CONTROL THE DIRECTION IN WHICH THEY AND THEIR PEOPLE 
TRAVEL. THEY SEE THE WHOLE TRIP IN THEIR MINDS BEFORE THEY LEAVE THE 
DOCK. THEY HAVE A VISION FOR THEIR DESTINATION, THEY UNDERSTAND 
WHAT IT WILL TAKE TO GET THERE, THEY KNOW WHO THEY’LL NEED ON THE 
TEAM TO BE SUCCESSFUL, AND THEY RECOGNIZE THE OBSTACLES LONG 
BEFORE THEY APPEAR ON THE HORIZON. LEROY EIMS, AUTHOR OF BE THE 
LEADER YOU WERE MEANT TO BE, WRITES, “A LEADER IS ONE WHO SEES MORE 
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THAN OTHERS SEE, WHO SEES FARTHER THAN OTHERS SEE, AND WHO SEES 
BEFORE OTHERS DO.” 

The larger the organization, the more clearly the leader has to be able to see ahead. That’s 
true because sheer size makes midcourse corrections more difficult. And if there are errors, many 
more people are affected than when you’re traveling alone or with only a few people. The 
disaster shown in the recent film Titanic was a good example of that kind of problem. The crew 
could not see far enough ahead to avoid the iceberg altogether, and they could not maneuver 
enough to change course once it was spotted because of the size of the ship, the largest built at 
that time. The result was that it cost more than one thousand people their lives. 

WHERE THE LEADER GOES … 

FIRST-RATE NAVIGATORS ALWAYS HAVE IN MIND THAT OTHER PEOPLE ARE 
DEPENDING ON THEM AND THEIR ABILITY TO CHART A GOOD COURSE. I READ 
AN OBSERVATION BY JAMES A. AUTRY IN LIFE AND WORK: A MANAGER’S SEARCH 
FOR MEANING THAT ILLUSTRATES THIS IDEA. HE SAID THAT OCCASIONALLY 
YOU HEAR ABOUT THE CRASH OF FOUR MILITARY PLANES FLYING TOGETHER IN 
A FORMATION. THE REASON FOR THE LOSS OF ALL FOUR IS THIS: WHEN JET 
FIGHTERS FLY IN GROUPS OF FOUR, ONE PILOT—THE LEADER—DESIGNATES 
WHERE THE TEAM WILL FLY. THE OTHER THREE PLANES FLY ON THE LEADER’S 
WING, WATCHING HIM AND FOLLOWING HIM WHEREVER HE GOES. WHATEVER 
MOVES HE MAKES, THE REST OF HIS TEAM WILL MAKE ALONG WITH HIM. 
THAT’S TRUE WHETHER HE SOARS IN THE CLOUDS OR SMASHES INTO A 
MOUNTAINTOP. 

Before leaders take their people on a journey, they go through a process in order to give the 
trip the best chance of being a success: 

NAVIGATORS DRAW ON PAST EXPERIENCE 

EVERY PAST SUCCESS AND FAILURE CAN BE A SOURCE OF INFORMATION AND 
WISDOM—IF YOU ALLOW IT TO BE. SUCCESSES TEACH YOU ABOUT YOURSELF 
AND WHAT YOU’RE CAPABLE OF DOING WITH YOUR PARTICULAR GIFTS AND 
TALENTS. FAILURES SHOW WHAT KINDS OF WRONG ASSUMPTIONS YOU’VE 
MADE AND WHERE YOUR METHODS ARE FLAWED. IF YOU FAIL TO LEARN FROM 
YOUR MISTAKES, YOU’RE GOING TO FAIL AGAIN AND AGAIN. THAT’S WHY 
EFFECTIVE NAVIGATORS START WITH EXPERIENCE. BUT THEY CERTAINLY 
DON’T END THERE. 

NAVIGATORS LISTEN TO WHAT OTHERS HAVE TO SAY 

NO MATTER HOW MUCH YOU LEARN FROM THE PAST, IT WILL NEVER TELL YOU 
ALL YOU NEED TO KNOW FOR THE PRESENT. THAT’S WHY TOP-NOTCH 
NAVIGATORS GATHER INFORMATION FROM MANY SOURCES. THEY GET IDEAS 
FROM MEMBERS OF THEIR LEADERSHIP TEAM. THEY TALK TO THE PEOPLE IN 
THEIR ORGANIZATION TO FIND OUT WHAT’S HAPPENING ON THE GRASSROOTS 
LEVEL. AND THEY SPEND TIME WITH LEADERS FROM OUTSIDE THE 
ORGANIZATION WHO CAN MENTOR THEM. 
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NAVIGATORS EXAMINE THE CONDITIONS BEFORE MAKING 
COMMITMENTS 

I LIKE ACTION, AND MY PERSONALITY PROMPTS ME TO BE SPONTANEOUS. ON 
TOP OF THAT, I HAVE RELIABLE INTUITION WHEN IT COMES TO LEADERSHIP. 
BUT I’M ALSO CONSCIOUS OF MY RESPONSIBILITIES AS A LEADER. SO BEFORE I 
MAKE COMMITMENTS THAT ARE GOING TO IMPACT MY PEOPLE, I TAKE STOCK 
AND THOROUGHLY THINK THINGS THROUGH. GOOD NAVIGATORS COUNT THE 
COST BEFORE MAKING COMMITMENTS FOR THEMSELVES AND OTHERS. 

NAVIGATORS MAKE SURE THEIR CONCLUSIONS REPRESENT BOTH 
FAITH AND FACT 

BEING ABLE TO NAVIGATE FOR OTHERS REQUIRES A LEADER TO POSSESS A 
POSITIVE ATTITUDE. YOU’VE GOT TO HAVE FAITH THAT YOU CAN TAKE YOUR 
PEOPLE ALL THE WAY. IF YOU CAN’T CONFIDENTLY MAKE THE TRIP IN YOUR 
MIND, YOU’RE NOT GOING TO BE ABLE TO TAKE IT IN REAL LIFE. ON THE OTHER 
HAND, YOU ALSO HAVE TO BE ABLE TO SEE THE FACTS REALISTICALLY. YOU 
CAN’T MINIMIZE OBSTACLES OR RATIONALIZE YOUR CHALLENGES. IF YOU 
DON’T GO IN WITH YOUR EYES WIDE OPEN, YOU’RE GOING TO GET BLINDSIDED. 
AS BILL EASUM OBSERVES, “REALISTIC LEADERS ARE OBJECTIVE ENOUGH TO 
MINIMIZE ILLUSIONS. THEY UNDERSTAND THAT SELF-DECEPTION CAN COST 
THEM THEIR VISION.” SOMETIMES IT’S DIFFICULT BALANCING OPTIMISM AND 
REALISM, INTUITION AND PLANNING, FAITH AND FACT. BUT THAT’S WHAT IT 
TAKES TO BE EFFECTIVE AS A NAVIGATING LEADER. 

A LESSON IN NAVIGATION 

I REMEMBER THE FIRST TIME I REALLY UNDERSTOOD THE IMPORTANCE OF THE 
LAW OF NAVIGATION. I WAS TWENTY-EIGHT YEARS OLD, AND I WAS LEADING 
FAITH MEMORIAL IN LANCASTER, OHIO, MY SECOND CHURCH. BEFORE MY 
ARRIVAL THERE IN 1972, THE CHURCH HAD EXPERIENCED A DECADE-LONG 
PLATEAU IN ITS GROWTH. BUT BY 1975, OUR ATTENDANCE HAD GONE FROM 
FOUR HUNDRED TO MORE THAN ONE THOUSAND. I KNEW WE COULD KEEP 
GROWING AND REACH MORE PEOPLE, BUT ONLY IF WE BUILT A NEW 
AUDITORIUM. 

The good news was that I already had some experience in building and relocation because I 
had taken my first church through the process. The bad news was that the first one was really 
small in comparison to the second one. To give you an idea of the difference, the changing room 
in the nursery in Lancaster was going to be larger than the whole sanctuary in the original 
building of my first church! 

It was going to be a multimillion-dollar project more than twenty times larger than my first 
one. But even that was not the greatest obstacle. Right before I came on board at Faith Memorial, 
there had been a huge battle over another building proposal, and the debate had been vocal, 
divisive, and bitter. For that reason, I knew that I would experience genuine opposition to my 
leadership for the first time. There were rough waters ahead, and if I as the leader didn’t navigate 
us well, I could sink the ship. 
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CHARTING THE COURSE WITH A 
NAVIGATION STRATEGY 

AT THAT TIME I DEVELOPED A STRATEGY THAT I HAVE USED REPEATEDLY IN 
MY LEADERSHIP. I WROTE IT AS AN ACROSTIC SO THAT I WOULD ALWAYS BE 
ABLE TO REMEMBER IT: 

Predetermine a Course of Action. 
Lay Out Your Goals. 
Adjust Your Priorities. 
Notify Key Personnel. 
 
Allow Time for Acceptance. 
Head into Action. 
Expect Problems. 
Always Point to the Successes. 
Daily Review Your Planning. 

That became my blueprint as I prepared to navigate for my people. 
Back then, I knew exactly what our course of action needed to be. If we were going to keep 

growing, we needed to build a new auditorium. I had looked at every possible alternative, and I 
knew that was our only viable solution. My goal was to design and build the facility, pay for it in 
ten years, and unify all the people in the process. I also knew our biggest adjustment would come 
in the area of finances, since it would turn our current budget upside down. 

I started preparing for the congregational meeting. I scheduled it a couple of months ahead to 
give me time to get everything ready. The first thing I did was direct our board members and a 
group of key financial leaders to conduct a twenty-year analysis of our growth and financial 
patterns. It covered the previous ten years and projections for the next ten years. Based on that, 
we determined the requirements of the facility. Then we formulated a ten-year budget that 
carefully explained how we would handle the financing. I also asked that all of the information 
we were gathering be put into a twenty-page report that I intended to give to the members of the 
congregation. I knew that major barriers to successful planning are always fear of change, 
ignorance, uncertainty about the future, and lack of imagination. I was going to do everything I 
could to prevent those factors from hindering us. 

My next step was to notify the key leaders. I started with the ones who had the most 
influence, meeting with them individually and sometimes in small groups. Over the course of 
several weeks, I met with about a hundred leaders. I cast the vision for them and fielded their 
questions. And when I could sense that a person was hesitant about the project, I planned to meet 
individually with him again. Then I allowed time for the rest of the people to be influenced by 
those leaders and for acceptance to develop among the congregation. 

When the time rolled around for the congregational meeting, we were ready to head into 
action. I took two hours to present the project to the people. I handed out my twenty-page report 
with the floor plans, financial analysis, and budgets. I tried to answer every question the people 
would have before they had a chance to ask it. I also asked some of the most influential people in 
the congregation to speak. 

I had expected some opposition, but when I opened the floor for questions, I was shocked. 
There were only two questions: One person wanted to know about the placement of the 
building’s water fountains, and the other asked about the number of rest rooms. That was when I 
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knew we had navigated the tricky waters successfully. When it was time for the motion asking 
everyone to vote, the church’s most influential layperson made it. And I had arranged for the 
leader who had previously opposed building to second the motion. When the final count was 
tallied, 98 percent of the people had voted in favor. 

Once we had navigated through that phase, the rest of the project wasn’t difficult. I 
continually kept the vision in front of the people by giving them good news reports to 
acknowledge our successes. And I periodically reviewed our plans and their results to make sure 
we were on track. The course had been charted. All we had to do was steer the ship. 

That was a wonderful learning experience for me. Above everything else I found out that the 
secret to the Law of Navigation is preparation. When you overprepare, you convey confidence 
and trust to the people. Lack of preparation has the opposite effect. You see, it’s not the size of 
the project that determines its acceptance, support, and success. It’s the size of the leader. That’s 
why I say that anyone can steer the ship, but it takes a leader to chart the course. Leaders who are 
good navigators are capable of taking their people just about anywhere. 

 

THE LAW OF E. F. HUTTON 

WHEN THE REAL LEADER SPEAKS, PEOPLE 
LISTEN 

Young, inexperienced leaders often walk confidently into a room full of people only to discover 
that they have totally misjudged the leadership dynamics of the situation. I know that’s happened 
to me! But when it did, it usually didn’t take me very long to recognize my blunder. That was the 
case when I presided over my very first board meeting as a young leader. It occurred in the first 
church I led in rural Indiana, right after I graduated from college at age twenty-two. I hadn’t been 
at the church for much more than a month, and I was leading a group of people whose average 
age was about fifty. Most of the people in the meeting had been at that church longer than I’d 
been alive. 

I went into the meeting with no preconceptions, no agenda—and no clue. I figured that I was 
the appointed leader and just assumed everyone would follow me because of that. With all the 
wisdom and knowledge of my two decades of life experience, I opened the meeting and asked 
whether anyone had an issue to discuss. 
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There was a brief pause as I looked around the table, and then a man in his sixties named 
Claude cleared his throat and said, “Mr. Maxwell, I’ve got something.” 

“Go right ahead, Claude,” I said. 
“Well,” he said, “I’ve noticed lately that the piano seems to be out of tune when it’s played in 

the service.” 
“You know, I’ve noticed the same thing,” said one of the other board members. 
“I make a motion that we spend the money to get a piano tuner to come out from Louisville 

and take care of it,” said Claude. 
“Hey, that’s a great idea,” everyone at the table started saying. 
“I second the motion,” said Benny, the board member sitting next to Claude. 
“That’s great,” I said. “Does anybody else have anything?” 
“Yep,” said Claude, “I noticed the other day that there’s a pane of glass in one of the Sunday 

school rooms that’s busted. I’ve got a piece a glass out at the farm that would fit that. Benny, 
you’re a pretty good glazer. How about you put that glass in.” 

“Sure, Claude,” said Benny, “I’d be glad to.” 
“Good. There’s one other thing,” said Claude. “This year’s picnic. I was thinking maybe this 

time we ought to have it down by the lake. I think it would be good for the kids.” 
“Oh, that would be perfect. What a good idea!” everyone started saying. 
“Let’s make it official,” Benny said. 
As everyone nodded agreement, we all waited to see if Claude had anything else to say. 
“That’s all I’ve got,” said Claude. “Pastor, why don’t you close us in prayer.” And that’s 

what I did. That was pretty much the whole content of my first board meeting. And it was also 
the day I realized who the real leader in that church was. I held the position, but Claude had the 
power. That’s when I discovered the Law of E. F. Hutton. 

You’ve probably heard of E. F. Hutton, the financial services company. Years ago, their 
motto was, “When E. F. Hutton speaks, people listen.” Maybe you remember their old television 
commercials. The setting was typically a busy restaurant or other public place. Two people 
would be talking about financial matters, and the first person would repeat something his broker 
had said concerning a certain investment. The second person would say, “Well, my broker is E. 
F. Hutton, and E. F. Hutton says …” At that point every single person in the bustling restaurant 
would stop dead in his tracks, turn, and listen to what the man was about to say. That’s why I call 
this leadership truth the Law of E. F. Hutton. Because when the real leader speaks, people do 
listen. 

WHAT COULD I DO? 

AFTER MY FIRST BOARD MEETING, I HAD TO DETERMINE HOW I WAS GOING TO 
HANDLE THE SITUATION IN MY CHURCH. I HAD SEVERAL OPTIONS. FOR 
EXAMPLE, I COULD HAVE INSISTED ON MY RIGHT TO BE IN CHARGE. I’VE SEEN A 
LOT OF POSITIONAL LEADERS DO THAT OVER THE YEARS. THEY TELL THEIR 
PEOPLE SOMETHING LIKE THIS: “HEY, WAIT! I’M THE LEADER. YOU’RE SUPPOSED 
TO FOLLOW ME.” BUT THAT DOESN’T WORK. PEOPLE MIGHT BE POLITE TO YOU, 
BUT THEY WON’T REALLY FOLLOW. IT’S SIMILAR TO SOMETHING FORMER 
BRITISH PRIME MINISTER MARGARET THATCHER ONCE SAID: “BEING IN POWER 
IS LIKE BEING A LADY. IF YOU HAVE TO TELL PEOPLE YOU ARE, YOU AREN’T.” 
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Another option would have been to try to push Claude out as the leader. But how do you 
think that would have turned out? He was more than twice my age, he had lived in that area his 
whole life, and he was respected by everybody in the 
com___________________________________________________________and everybody 
knew that he would be there long after I left. 

I pursued a third option. By the time the next board meeting was ready to roll around, I had a 
list of items that I knew needed to be accomplished at the church. So about a week before we 
were scheduled to meet, I called Claude and asked him if I could come out to the farm and spend 
some time with him. As we did chores together throughout the day, he and I talked. 

“Claude,” I said, “you know, I’ve noticed that the front door on the church is cracked and 
peeling. It would look terrible to any new people coming to the church for the first time. Do you 
think we could do something about that?” 

“Sure,” said Claude, “that would be no problem.” 
I continued, “I went down into the basement the other day. Did you know there’s water down 

in there? Shoot, there are frogs hopping around down there, tadpoles swimming, and crawdads 
crawling. What do you think we ought to do?” 

“Well, John,” Claude said, “I think we ought to have a work day and get that basement all 
cleaned out.” 

“That’s a great idea,” I said. “Would you bring that up at our next board meeting?” 
“I sure will.” 
“There’s another thing that’s been worrying me,” I continued. “Right now we’ve got only 

three rooms in the building besides the auditorium. One is being used as a storage room for a 
bunch of junk. The other two are for Sunday school, but one of them has an awful lot of kids and 
is getting pretty full.” 

“Don’t say another word,” said Claude. “We’ll get that room all cleaned out.” 
“Oh, that would be great. Thank you, Claude.” 
At the next board meeting, when I called for new business, Claude said, “You know, I think 

it’s about time for us to have a work day around here.” 
“That’s a great idea,” everyone around the table started saying. 
“We’ll have it a week from Saturday,” said Claude. “I’ll bring my truck, and, Benny, you 

bring yours too. We’re going to do some painting, clean out that basement, and get the junk out 
of that storage room. We need it for a new Sunday school class.” Then he turned to one of the 
board members and said, “And Sister Maxine, you’re going to teach it.” 

“I second that,” said Benny, and that was it. 
From then on, if I wanted to accomplish anything at that church, I just went out to the farm 

and did chores with Claude. I could always count on him to bring those things before the people, 
and whenever Claude spoke, people listened. 

THE EYES HAVE IT 

ONCE YOU LEARN THE LAW OF E. F. HUTTON, YOU’LL NEVER HAVE TROUBLE 
FIGURING OUT WHO THE REAL LEADER IS IN JUST ABOUT ANY SITUATION. FOR 
EXAMPLE, GO TO A MEETING WITH A GROUP OF PEOPLE YOU’VE NEVER MET 
BEFORE AND WATCH THEM FOR FIVE MINUTES. YOU’LL KNOW WHO THE 
LEADER IS. WHEN SOMEBODY ASKS A QUESTION, WHO DO PEOPLE WATCH? WHO 
DO THEY WAIT TO HEAR? THE PERSON THEY LOOK TO IS THE REAL LEADER. 
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Try it. The next time you’re in a meeting, look around you. See if you notice a difference 
between these two kinds of leaders: 

Positional Leaders 

Real Leaders 

Speak first 

Speak later 

Need the influence of the real leader to get things done 

Need only their own influence to get things done 

Influence only the other positional leaders 

Influence everyone in the room 
  
If you see a disparity between who’s leading the meeting and who’s leading the people, then the 
person running the meeting is not the real leader. 

I have never been the real leader at any job when I started it, other than at the companies I’ve 
founded. When I took that first position in Hillham, Indiana, Claude was the leader. In my 
second church in Ohio, the real leader was a man named Jim. And when I went to Skyline in San 
Diego, the staff first followed Steve, not me. If you’re starting in a new position and you’re not 
the leader, don’t let it bother you. The real test of leadership isn’t where you start out. It’s where 
you end up. 

WILL THE REAL LEADER PLEASE STAND 
UP? 

MANY YEARS AGO, THERE WAS A GAME SHOW CALLED TO TELL THE TRUTH. 
HERE’S HOW IT WORKED. AT THE OPENING OF THE SHOW, THREE CONTESTANTS 
CLAIMED TO BE THE SAME PERSON. ONE OF THEM WAS TELLING THE TRUTH; 
THE OTHER TWO WERE ACTORS. A PANEL OF CELEBRITY JUDGES TOOK TURNS 
ASKING THE THREE PEOPLE QUESTIONS, AND WHEN TIME WAS UP, EACH 
PANELIST GUESSED WHICH PERSON WAS THE REAL TRUTH-TELLER. MANY 
TIMES, THE ACTORS BLUFFED WELL ENOUGH TO FOOL THE PANELISTS AND THE 
MEMBERS OF THE AUDIENCE. 

When it comes to identifying a real leader, that task can be much easier—if you remember 
what you’re looking for. Don’t listen to the claims of the person professing to be the leader. 
Instead, watch the reactions of the people around him. The proof of leadership is found in the 
followers. 

Think about the reactions certain people get when they speak. When Alan Greenspan speaks 
before Congress, everybody listens. When he prepares to make a statement on lending rates, the 
entire financial community stops what it’s doing. It’s really a lot like the old E. F. Hutton 
commercials. When Martin Luther King Jr. was alive, he got an incredible amount of respect. No 
matter where or when he spoke, people—black and white—listened. Today, Billy Graham gets a 
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similar kind of respect because of his unquestionable integrity and lifetime of service. For nearly 
fifty years, his advice has been heeded by world leaders. Every president of the United States 
since Harry Truman has sought his leadership and wise counsel. 

The Law of E. F. Hutton reveals itself in just about every kind of situation. I read a story 
about former NBA player Larry Bird that illustrates it well. During the final seconds of an 
especially tense game, Boston Celtics coach K. C. Jones called a time-out. As he gathered the 
players together at courtside, he diagrammed a play, only to have Bird say, “Get the ball out to 
me and get everyone out of my way.” 

Jones responded, “I’m the coach, and I’ll call the plays!” Then he turned to the other players 
and said, “Get the ball to Larry and get out of his way.” It just shows that when the real leader 
speaks, people listen. 

PEOPLE BECOME REAL LEADERS 
BECAUSE OF … 

HOW DO THE REAL LEADERS BECOME THE REAL LEADERS WITHIN GROUPS? AS I 
EXPLAINED IN THE CHAPTER ON THE LAW OF PROCESS, LEADERSHIP DOESN’T 
DEVELOP IN JUST A DAY. NEITHER DOES A PERSON’S RECOGNITION AS A 
LEADER. OVER THE COURSE OF TIME, SEVEN KEY AREAS REVEAL THEMSELVES 
IN LEADER’S LIVES THAT CAUSE THEM TO STEP FORWARD AS LEADERS: 
1. CHARACTER—WHO THEY ARE 

TRUE LEADERSHIP ALWAYS BEGINS WITH THE INNER PERSON. THAT’S WHY 
SOMEONE LIKE BILLY GRAHAM IS ABLE TO DRAW MORE AND MORE 
FOLLOWERS TO HIM AS TIME GOES BY. PEOPLE CAN SENSE THE DEPTH OF HIS 
CHARACTER. 

2. RELATIONSHIPS—WHO THEY KNOW 

YOU’RE A LEADER ONLY IF YOU HAVE FOLLOWERS, AND THAT ALWAYS 
REQUIRES THE DEVELOPMENT OF RELATIONSHIPS—THE DEEPER THE 
RELATIONSHIPS, THE STRONGER THE POTENTIAL FOR LEADERSHIP. EACH TIME I 
ENTERED A NEW LEADERSHIP POSITION, I IMMEDIATELY STARTED BUILDING 
RELATIONSHIPS. BUILD ENOUGH OF THE RIGHT KINDS OF RELATIONSHIPS WITH 
THE RIGHT PEOPLE, AND YOU CAN BECOME THE REAL LEADER IN AN 
ORGANIZATION. 

3. KNOWLEDGE—WHAT THEY KNOW 

INFORMATION IS VITAL TO A LEADER. YOU NEED A GRASP OF THE FACTS, AN 
UNDERSTANDING OF THE FACTORS INVOLVED, AND A VISION FOR THE FUTURE. 
KNOWLEDGE ALONE WON’T MAKE SOMEONE A LEADER, BUT WITHOUT IT, HE 
CAN’T BECOME ONE. I ALWAYS SPENT A LOT OF TIME DOING HOMEWORK 
BEFORE I TRIED TO TAKE THE LEAD IN AN ORGANIZATION. 

4. INTUITION—WHAT THEY FEEL 
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LEADERSHIP REQUIRES MORE THAN JUST A COMMAND OF DATA. IT DEMANDS 
AN ABILITY TO DEAL WITH NUMEROUS INTANGIBLES (AS I EXPLAIN IN THE 
CHAPTER ON THE LAW OF INTUITION). 

5. EXPERIENCE—WHERE THEY HAVE BEEN 

THE GREATER THE CHALLENGES YOU’VE FACED IN THE PAST, THE MORE 
LIKELY FOLLOWERS ARE TO GIVE YOU A CHANCE. EXPERIENCE DOESN’T 
GUARANTEE CREDIBILITY, BUT IT ENCOURAGES PEOPLE TO GIVE YOU A 
CHANCE TO PROVE THAT YOU ARE CAPABLE. 

6. PAST SUCCESS—WHAT THEY’VE DONE 

NOTHING SPEAKS TO FOLLOWERS LIKE A GOOD TRACK RECORD. WHEN I WENT 
TO MY FIRST CHURCH, I HAD NO TRACK RECORD. I COULDN’T POINT TO PAST 
SUCCESSES TO HELP PEOPLE BELIEVE IN ME. BUT BY THE TIME I WENT TO MY 
SECOND CHURCH, I HAD A FEW. EVERY TIME I EXTENDED MYSELF, TOOK A RISK, 
AND SUCCEEDED, FOLLOWERS HAD ANOTHER REASON TO TRUST MY 
LEADERSHIP ABILITY—AND TO LISTEN TO WHAT I HAD TO SAY. 

7. ABILITY—WHAT THEY CAN DO 

THE BOTTOM LINE FOR FOLLOWERS IS WHAT A LEADER IS CAPABLE OF. 
ULTIMATELY, THAT’S THE REASON PEOPLE WILL LISTEN TO YOU AND 
ACKNOWLEDGE YOU AS THEIR LEADER. AS SOON AS THEY NO LONGER BELIEVE 
YOU CAN DELIVER, THEY WILL STOP LISTENING. 

WHEN SHE SPOKE … 

ONCE YOU HAVE A HANDLE ON THE LAW OF E. F. HUTTON, YOU UNDERSTAND 
THAT PEOPLE LISTEN TO WHAT SOMEONE HAS TO SAY NOT NECESSARILY 
BECAUSE OF THE TRUTH BEING COMMUNICATED IN THE MESSAGE, BUT 
BECAUSE OF THEIR RESPECT FOR THE SPEAKER. 

I was reminded of this again recently when I read something about Mother Teresa. When 
most people think about her they envision a frail little woman dedicated to serving the poorest of 
the poor. That she was. But she was also a real leader. Lucinda Vardey, who worked with 
Mother Teresa on the book The Simple Path, described the nun as “the quintessential, energetic 
entrepreneur, who has perceived a need and done something about it, built an organization 
against all odds, formulated its constitution, and sent out branches all over the world.” 

The organization Mother Teresa founded and led is called the Missionaries of Charity. While 
other vocational orders in the Catholic Church declined, hers grew rapidly, reaching more than 
four thousand members during her lifetime (not including numerous volunteers). Under her 
direction, her followers served in twenty-five countries on five continents. In Calcutta alone, she 
established a children’s home, a center for people with leprosy, a home for people who were 
dying and destitute, and a home for people with tuberculosis and mentally disabled people. That 
kind of organizational building can be accomplished only by a true leader. 

Author and former presidential speechwriter Peggy Noonan wrote about Mother Teresa’s 
speech at the National Prayer Breakfast in 1994. Noonan said, 
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The Washington establishment was there, plus a few thousand born-again Christians, orthodox 
Catholics, and Jews. Mother Teresa spoke of God, of love, of families. She said we must love one 
another and care for one another. There were great purrs of agreement. 
But as the speech continued, it became more pointed. She spoke of unhappy parents in old 
people’s homes who are “hurt because they are forgotten.” She asked, “Are we willing to give 
until it hurts in order to be with our families, or do we put our own interests first?” 
The baby boomers in the audience began to shift in their seats. And she continued. “I feel that the 
greatest destroyer of peace today is abortion,” she said, and told them why, in uncompromising 
terms. For about 1.3 seconds there was silence, then applause swept the room. But not everyone 
clapped; the President and First Lady, the Vice President and Mrs. Gore looked like seated statues 
at Madame Tussaud’s moving not a muscle. Mother Teresa didn’t stop there either. When she 
was finished, there was almost no one she hadn’t offended. 

If just about any other person in the world had made those statements, people’s reactions 
would have been openly hostile. They would have booed, jeered, or stormed out. But the speaker 
was Mother Teresa. She was probably the most respected person on the planet at that time. So 
everyone listened to what she had to say, even though many of them violently disagreed with it. 
In fact, every time that Mother Teresa spoke, people listened. Why? She was a real leader, and 
when the real leader speaks, people listen. 

So I must ask you this: How do people react when you communicate? When you speak, do 
people listen—I mean really listen? Or do they wait to hear what someone else has to say before 
they act? You can find out a lot about your level of leadership if you have the courage to ask and 
answer that question. That’s the power of the Law of E. F. Hutton. 

 

THE LAW OF SOLID GROUND 

TRUST IS THE FOUNDATION OF 
LEADERSHIP 

I personally learned the power of the Law of Solid Ground in the fall of 1989. It happened during 
a very busy time when I was the senior pastor at Skyline Church in San Diego. Every year, we 
created and performed a major Christmas production. It was a really big deal. The cast included 
more than 300 people. The staging was elaborate—on the level of most professional productions. 
Each year more than 25,000 people saw the show, and it had become a San Diego tradition, 
having been produced annually for more than two decades. 
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That year the fall season was very hectic for me. We had several new programs starting at the 
church. Preparations for the Christmas show were in full swing. In addition, I was doing quite a 
bit of speaking and traveling around the country. And because I was so busy, I let my choleric 
nature get the better of me, and I made a big mistake. I very quickly made three major decisions 
and implemented them without providing the right kind of leadership. In one week, I changed 
some components of the Christmas show, I permanently discontinued our Sunday evening 
service, and I fired a staff member. 

IT WASN’T THE DECISIONS—IT WAS THE 
LEADERSHIP 

WHAT’S INTERESTING IS THAT NONE OF MY THREE DECISIONS WAS WRONG. THE 
CHANGE IN THE CHRISTMAS PROGRAM WAS BENEFICIAL. THE SUNDAY EVENING 
SERVICE, THOUGH ENJOYED BY SOME OF THE OLDER MEMBERS OF THE 
CONGREGATION, WASN’T BUILDING THE CHURCH OR SERVING A NEED THAT 
WASN’T ALREADY BEING MET ELSEWHERE. AND THE PARTICULAR STAFF 
MEMBER I FIRED HAD TO GO, AND IT WAS IMPORTANT THAT I NOT DELAY IN 
DISMISSING HIM. 

My mistake was the way I made those three decisions. Because everything in the church was 
going so well, I thought I could act on the decisions without taking everyone through the 
deliberate steps needed to process them. Ordinarily, I would gather my leaders, cast vision for 
them, answer questions, and process them through the issues. Then I would give them time to 
exert their influence with the next level of leaders in the church. And finally, once the timing was 
right, I would make a general announcement to all, letting them know about the decisions, giving 
them plenty of reassurance, and encouraging them to be a part of the new vision. But I didn’t do 
any of those things, and I should have known better. 

THE RESULT WAS MISTRUST 

IT WASN’T LONG AFTERWARD THAT I BEGAN TO SENSE UNREST AMONG THE 
PEOPLE. I ALSO HEARD SOME RUMBLINGS. AT FIRST, MY ATTITUDE WAS THAT 
EVERYONE SHOULD GET OVER IT AND MOVE ON. BUT THEN I REALIZED THAT 
THE PROBLEM WASN’T THEM. IT WAS ME. I HAD HANDLED THINGS BADLY. AND 
ON TOP OF THAT, MY ATTITUDE WASN’T VERY POSITIVE—NOT GOOD WHEN 
YOU’RE THE GUY WHO WROTE A BOOK CALLED THE WINNING ATTITUDE! THAT’S 
WHEN I REALIZED THAT I HAD BROKEN THE LAW OF SOLID GROUND. FOR THE 
FIRST TIME IN MY LIFE, MY PEOPLE DIDN’T COMPLETELY TRUST ME. 

As soon as I realized I was wrong, I publicly apologized to my people and asked for their 
forgiveness. Your people know when you make mistakes. The real question is whether you’re 
going to ’fess up. If you do, you can often quickly regain their trust. That’s what happened with 
me once I apologized. And from then on, I made sure to do things right. I learned firsthand that 
when it comes to leadership, you just can’t take shortcuts, no matter how long you’ve been 
leading your people. 

It didn’t take long for me to get back onto solid ground with everyone. As I’ve explained in 
Developing the Leader Within You, a leader’s history of successes and failures makes a big 
difference in his credibility. It’s a little like earning or spending pocket change. Each time you 
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make a good leadership decision, it puts change into your pocket. Each time you make a poor 
one, you have to pay out some of your change to the people. 

Every leader has a certain amount of change in his pocket when he starts in a new leadership 
position. From then on, he either builds up his change or pays it out. If he makes one bad 
decision after another, he keeps paying out change. Then one day, after making one last bad 
decision, he is going to reach into his pocket and realize he is out of change. It doesn’t even 
matter if the blunder was big or small. When you’re out of change, you’re out as the leader. 

A leader who keeps making good decisions and keeps recording wins for the organization 
builds up his change. Then even if he makes a huge blunder, he can still have plenty of change 
left over. That’s the kind of history I had at Skyline, which is why I was able to rebuild trust with 
the people very quickly. 

TRUST IS THE FOUNDATION OF 
LEADERSHIP 

TRUST IS THE FOUNDATION OF LEADERSHIP. TO BUILD TRUST, A LEADER MUST 
EXEMPLIFY THESE QUALITIES: COMPETENCE, CONNECTION, AND CHARACTER. 
PEOPLE WILL FORGIVE OCCASIONAL MISTAKES BASED ON ABILITY, ESPECIALLY 
IF THEY CAN SEE THAT YOU’RE STILL GROWING AS A LEADER. BUT THEY WON’T 
TRUST SOMEONE WHO HAS SLIPS IN CHARACTER. IN THAT AREA, EVEN 
OCCASIONAL LAPSES ARE LETHAL. ALL EFFECTIVE LEADERS KNOW THIS 
TRUTH. PEPSICO CHAIRMAN AND CEO CRAIG WEATHERUP ACKNOWLEDGES 
THAT, “PEOPLE WILL TOLERATE HONEST MISTAKES, BUT IF YOU VIOLATE THEIR 
TRUST YOU WILL FIND IT VERY DIFFICULT TO EVER REGAIN THEIR CONFIDENCE. 
THAT IS ONE REASON THAT YOU NEED TO TREAT TRUST AS YOUR MOST 
PRECIOUS ASSET. YOU MAY FOOL YOUR BOSS BUT YOU CAN NEVER FOOL YOUR 
COLLEAGUES OR SUBORDINATES.” 

General H. Norman Schwarzkopf points to the significance of character:, “Leadership is a 
potent combination of strategy and character. But if you must be without one, be without 
strategy.” Character and leadership credibility always go hand in hand. Anthony Harrigan, 
president of the U.S. Business and Industrial Council, said, 

The role of character always has been the key factor in the rise and fall of nations. And one can 
be sure that America is no exception to this rule of history. We won’t survive as a country 
because we are smarter or more sophisticated but because we are—we hope—stronger inwardly. 
In short, character is the only effective bulwark against internal and external forces that lead to a 
country’s disintegration or collapse. 

Character makes trust possible. And trust makes leadership possible. That is the Law of Solid 
Ground. 

CHARACTER COMMUNICATES 

WHENEVER YOU LEAD PEOPLE, IT’S AS IF THEY CONSENT TO TAKE A JOURNEY 
WITH YOU. THE WAY THAT TRIP IS GOING TO TURN OUT IS PREDICTED BY YOUR 
CHARACTER. WITH GOOD CHARACTER, THE LONGER THE TRIP IS, THE BETTER IT 
GETS. BUT IF YOUR CHARACTER IS FLAWED, THE LONGER THE TRIP IS, THE 
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WORSE IT WILL SEEM TO THEM. WHY? BECAUSE NO ONE ENJOYS SPENDING 
TIME WITH SOMEONE HE DOESN’T TRUST. 

Character communicates many things to followers: 

CHARACTER COMMUNICATES CONSISTENCY 

LEADERS WITHOUT INNER STRENGTH CAN’T BE COUNTED ON DAY AFTER DAY 
BECAUSE THEIR ABILITY TO PERFORM CHANGES CONSTANTLY. NBA GREAT 
JERRY WEST COMMENTED, “YOU CAN’T GET TOO MUCH DONE IN LIFE IF YOU 
ONLY WORK ON THE DAYS WHEN YOU FEEL GOOD.” IF YOUR PEOPLE DON’T 
KNOW WHAT TO EXPECT FROM YOU AS A LEADER, AT SOME POINT THEY WON’T 
LOOK TO YOU FOR LEADERSHIP. 

Think about what happened in the late 1980s. Several high-profile Christian leaders stumbled 
and fell due to moral issues. That lack of consistency compromised their ability to lead their 
people. In fact, it gave a black eye to every pastor across the nation because it caused people to 
become suspicious of all church leaders, regardless of their personal track records. The flawed 
character of those fallen leaders destroyed the foundation for their leadership. 

When I think of leaders who epitomize consistency of character, the first person who comes 
to mind is Billy Graham. Regardless of personal religious beliefs, everybody trusts him. Why? 
Because he has modeled high character for more than half a century. He lives out his values 
every day. He never makes a commitment unless he is going to keep it. And he goes out of his 
way to personify integrity. 

CHARACTER COMMUNICATES POTENTIAL 

JOHN MORLEY OBSERVED, “NO MAN CAN CLIMB OUT BEYOND THE LIMITATIONS 
OF HIS OWN CHARACTER.” THAT’S ESPECIALLY TRUE WHEN IT COMES TO 
LEADERSHIP. TAKE, FOR INSTANCE, THE CASE OF NHL COACH MIKE KEENAN. AS 
OF MID-1997, HE HAD A NOTEWORTHY RECORD OF PROFESSIONAL HOCKEY 
VICTORIES: THE FIFTH GREATEST NUMBER OF REGULAR-SEASON WINS, THE 
THIRD GREATEST NUMBER OF PLAY-OFF VICTORIES, SIX DIVISION TITLES, FOUR 
NHL FINALS APPEARANCES, AND ONE STANLEY CUP. 

Yet despite those commendable credentials, Keenan was unable to stay with a single team for 
any length of time. In eleven and a half seasons, he coached four different teams. And after his 
stint with the fourth team—the St. Louis Blues—he was unable to land a job for a long time. 
Why? Sportswriter E. M. Swift said of Keenan, “The reluctance to hire Keenan is easily 
explicable. Everywhere he has been, he has alienated players and management.” Evidently, his 
players didn’t trust him. Neither did the owners, who were benefiting from seeing their teams 
win. It seems he kept violating the Law of Solid Ground. 

Craig Weatherup explains, “You don’t build trust by talking about it. You build it by 
achieving results, always with integrity and in a manner that shows real personal regard for the 
people with whom you work.” When a leader’s character is strong, people trust him, and they 
trust in his ability to release their potential. That not only gives followers hope for the future, but 
it also promotes a strong belief in themselves and their organization. 

CHARACTER COMMUNICATES RESPECT 
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WHEN YOU DON’T HAVE STRENGTH WITHIN, YOU CAN’T EARN RESPECT 
WITHOUT. AND RESPECT IS ABSOLUTELY ESSENTIAL FOR LASTING LEADERSHIP. 
HOW DO LEADERS EARN RESPECT? BY MAKING SOUND DECISIONS, ADMITTING 
THEIR MISTAKES WHEN THEY MAKE THEM, AND PUTTING WHAT’S BEST FOR 
THEIR FOLLOWERS AND THE ORGANIZATION AHEAD OF THEIR PERSONAL 
AGENDAS. 

Several years ago, a movie was made about the Fifty-fourth Massachusetts Infantry regiment 
and its colonel, Robert Gould Shaw. The film was called Glory, and though some of its plot was 
fictionalized, the Civil War story of Shaw’s journey with his men—and of the respect he earned 
from them—was real. 

The movie recounted the formation of this first unit in the Union army composed of African-
American soldiers. Shaw, a white officer, took command of the regiment, oversaw recruiting, 
selected the (white) officers, equipped the men, and trained them as soldiers. He drove them 
hard, knowing that their performance in battle would either vindicate or condemn the value of 
black people as soldiers and citizens in the minds of many white Northerners. In the process, 
both the soldiers and Shaw earned one another’s respect. 

A few months after their training was complete, the men of the Fifty-fourth got the 
opportunity to prove themselves in the Union assault on Confederate Fort Wagner in South 
Carolina. Shaw’s biographer Russell Duncan said of the attack: “With a final admonition to 
‘prove yourselves men,’ Shaw positioned himself in front and ordered, ‘forward.’ Years later, 
one soldier remembered that the regiment fought hard because Shaw was in front, not behind.” 

Almost half of the six hundred men from the Fifty-fourth who fought that day were wounded, 
captured, or killed. Though they fought valiantly, they were unable to take Fort Wagner. And 
Shaw, who had courageously led his men to the top of the fort’s parapet in the first assault, was 
killed along with his men. 

Shaw’s actions on that final day solidified the respect his men already had for him. Two 
weeks after the battle, Albanus Fisher, a sergeant in the Fifty-fourth, said, “I still feel more Eager 
for the struggle than I ever yet have, for I now wish to have Revenge for our galant Curnel [sic].” 
J. R. Miller once observed, “The only thing that walks back from the tomb with the mourners 
and refuses to be buried is the character of a man. This is true. What a man is survives him. It can 
never be buried.” Shaw’s character, strong to the last, had communicated a level of respect to his 
men that lived beyond him. 

A leader’s good character builds trust among his followers. But when a leader breaks trust, 
he forfeits his ability to lead. That’s the Law of Solid Ground. I was again reminded of this while 
listening to a lesson taught by my friend Bill Hybels. Four times a year, he and I teach a seminar, 
Leading and Communicating to Change Lives. Bill was conducting a session titled “Lessons 
from a Leadership Nightmare,” and he shared observations and insights on some of the 
leadership mistakes made by Robert McNamara and the Johnson administration during the 
Vietnam War: the administration’s inability to prioritize multiple challenges, its acceptance of 
faulty assumptions, and Johnson’s failure to face serious staff conflicts. But in my opinion, the 
greatest insight Bill shared during that talk concerned the failure of American leaders, including 
McNamara, to face and publicly admit the terrible mistakes they had made concerning the war in 
Vietnam. Their actions broke trust with the American people, and because of that, they violated 
the Law of Solid Ground. The United States has been suffering from its repercussions ever since. 
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AN INHERITED POLICY BECOMES A 
LEADERSHIP-SHATTERING PROBLEM 

VIETNAM WAS ALREADY AT WAR WHEN PRESIDENT KENNEDY AND ROBERT 
MCNAMARA, HIS SECRETARY OF DEFENSE, TOOK OFFICE IN JANUARY OF 1961. 
THE VIETNAM REGION HAD BEEN A BATTLEGROUND FOR DECADES, AND THE 
UNITED STATES GOT INVOLVED IN THE MID-1950S WHEN PRESIDENT 
EISENHOWER SENT A SMALL NUMBER OF U.S. TROOPS TO VIETNAM AS 
ADVISORS. WHEN KENNEDY TOOK OFFICE, HE CONTINUED EISENHOWER’S 
POLICY. IT WAS ALWAYS HIS INTENTION TO LET THE SOUTH VIETNAMESE FIGHT 
AND WIN THEIR OWN WAR, BUT OVER TIME, THE UNITED STATES BECAME 
INCREASINGLY INVOLVED. BEFORE THE WAR WAS OVER, MORE THAN HALF A 
MILLION AMERICAN TROOPS AT A TIME SERVED IN VIETNAM. 

If you remember those war years, you may be surprised to know that American support for 
the war was very strong even as the number of troops being sent overseas rapidly increased and 
the casualties mounted. By 1966, more than two hundred thousand Americans had been sent to 
Vietnam, yet two-thirds of all Americans surveyed by Louis Harris believed that Vietnam was 
the place where the United States should “stand and fight communism.” And most people 
expressed the belief that the U.S. should stay until the fight was finished. 

FIRST TRUST, THEN SUPPORT 

BUT SUPPORT DIDN’T CONTINUE FOR LONG. THE VIETNAM WAR WAS BEING 
HANDLED VERY BADLY. ON TOP OF THAT, OUR LEADERS CONTINUED THE WAR 
EVEN AFTER THEY REALIZED THAT WE COULDN’T WIN IT. BUT THE WORST 
MISTAKE OF ALL WAS THAT MCNAMARA AND PRESIDENT JOHNSON WEREN’T 
HONEST WITH THE AMERICAN PEOPLE ABOUT IT. THAT BROKE THE LAW OF 
SOLID GROUND, AND IT ULTIMATELY DESTROYED THE ADMINISTRATION’S 
LEADERSHIP. 

In his book In Retrospect, McNamara recounts that he repeatedly minimized American losses 
and told only half-truths about the war. For example, he says, “Upon my return to Washington 
[from Saigon] on December 21, [1963,] I was less than candid when I reported to the press … I 
said, ‘We observed the results of a very substantial increase in Vietcong activity’ (true); but I 
then added, ‘We reviewed the plans of the South Vietnamese and we have every reason to 
believe they will be successful’ (an overstatement at best).” 

For a while, nobody questioned McNamara’s statements because there was no reason to 
mistrust the country’s leadership. But in time, people recognized that his words and the facts 
weren’t matching up. And that’s when the American public began to lose faith. Years later, 
McNamara admitted his failure: “We of the Kennedy and Johnson administrations who 
participated in the decisions on Vietnam acted according to what we thought were the principles 
and traditions of this nation. We made our decisions in light of those values. Yet we were wrong, 
terribly wrong.” 

BY THEN, IT WAS TOO LATE 

Encoded by: Dhon Reyes NOT FOR SALE!      44/135 
      tagapayo@gmail.com 



MANY WOULD ARGUE THAT MCNAMARA’S ADMISSION CAME THIRTY YEARS 
AND FIFTY-EIGHT THOUSAND LIVES TOO LATE. THE COST OF VIETNAM WAS 
HIGH, AND NOT JUST IN HUMAN LIVES. AS THE AMERICAN PEOPLE’S TRUST IN 
THEIR LEADERS ERODED, SO DID THEIR WILLINGNESS TO FOLLOW THEM. 
PROTESTS LED TO OPEN REBELLION AND TO SOCIETYWIDE TURMOIL. THE ERA 
THAT HAD BEGUN WITH THE HOPE AND IDEALISM CHARACTERIZED BY JOHN F. 
KENNEDY ULTIMATELY ENDED WITH THE MISTRUST AND CYNICISM 
ASSOCIATED WITH RICHARD NIXON. 

Whenever a leader breaks the Law of Solid Ground, he pays a price in his leadership. 
McNamara and President Johnson lost the trust of the American people, and their ability to lead 
suffered as a result. Eventually, McNamara resigned as secretary of defense. Johnson, the 
consummate politician, recognized his weakened position, and he didn’t run for reelection. But 
the repercussions of broken trust didn’t end there. The American people’s distrust for politicians 
has continued to this day, and it is still growing. 

No leader can break trust with his people and expect to keep influencing them. Trust is the 
foundation of leadership. Violate the Law of Solid Ground, and you’re through as a leader. 

 

THE LAW OF RESPECT 

PEOPLE NATURALLY FOLLOW LEADERS 
STRONGER THAN THEMSELVES 

If you had seen her, your first reaction might not have been respect. She wasn’t a very 
impressive-looking woman—just a little over five feet tall, in her late thirties, with dark brown 
weathered skin. She couldn’t read or write. The clothes she wore were coarse and worn, although 
they were neat. When she smiled, people could see that her top two front teeth were missing. 

She lived alone. The story was that she had abandoned her husband when she was twenty-
nine. She gave him no warning. One day he woke up, and she was gone. She talked to him only 
once after that, years later, and she never mentioned his name again afterward. 

Her employment was intermittent. Most of the time she took domestic jobs in small hotels: 
scrubbing floors, making up rooms, and cooking. But just about every spring and fall she would 
disappear from her place of employment, come back broke, and work again to scrape together 
what little money she could. When she was present on the job, she worked hard and seemed 
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physically tough, but she also was known to have bouts where she would suddenly fall asleep—
some coming in the middle of a conversation. She attributed her affliction to a blow to the head 
she had taken during a teenage fight. 

Who would respect a woman like that? The answer is the more than three hundred slaves 
who followed her to freedom out of the South—they recognized and respected her leadership. So 
did just about every abolitionist in New England. The year was 1857. The woman’s name was 
Harriet Tubman. 

A LEADER BY ANY OTHER NAME 

WHILE SHE WAS ONLY IN HER THIRTIES, HARRIET TUBMAN CAME TO BE CALLED 
MOSES BECAUSE OF HER ABILITY TO GO INTO THE LAND OF CAPTIVITY AND 
BRING SO MANY OF HER PEOPLE OUT OF SLAVERY’S BONDAGE. TUBMAN 
STARTED LIFE AS A SLAVE. SHE WAS BORN IN 1820 AND GREW UP IN THE 
FARMLAND OF MARYLAND. WHEN SHE WAS THIRTEEN, SHE RECEIVED THE 
BLOW TO HER HEAD THAT TROUBLED HER ALL HER LIFE. SHE WAS IN A STORE, 
AND A WHITE OVERSEER DEMANDED HER ASSISTANCE SO THAT HE COULD 
BEAT AN ESCAPING SLAVE. WHEN SHE REFUSED AND BLOCKED THE 
OVERSEER’S WAY, THE MAN THREW A TWO-POUND WEIGHT THAT HIT TUBMAN 
IN THE HEAD. SHE NEARLY DIED, AND HER RECOVERY TOOK MONTHS. 

At age twenty-four, she married John Tubman, a free black man. But when she talked to him 
about escaping to freedom in the North, he wouldn’t hear of it. He said that if she tried to leave, 
he’d turn her in. When she resolved to take her chances and go north in 1849, she did so alone, 
without a word to him. Her first biographer, Sarah Bradford, said that Tubman told her: “I had 
reasoned this out in my mind: there was one of two things I had a right to, liberty or death. If I 
could not have one, I would have the other, for no man should take me alive. I should fight for 
my liberty as my strength lasted, and when the time came for me to go, the Lord would let them 
take me.” 

Tubman made her way to Philadelphia, Pennsylvania, via the Underground Railroad, a secret 
network of free blacks, white abolitionists, and Quakers who helped escaping slaves on the run. 
Though free herself, she vowed to return to Maryland and bring her family out. In 1850, she 
made her first return trip as an Underground Railroad “conductor”—someone who retrieved and 
guided out slaves with the assistance of sympathizers along the way. 

A LEADER OF STEEL 

EACH SUMMER AND WINTER, TUBMAN WORKED AS A DOMESTIC, SCRAPING 
TOGETHER THE FUNDS SHE NEEDED TO MAKE RETURN TRIPS TO THE SOUTH. 
AND EVERY SPRING AND FALL, SHE RISKED HER LIFE BY GOING SOUTH AND 
RETURNING WITH MORE PEOPLE. SHE WAS FEARLESS, AND HER LEADERSHIP 
WAS UNSHAKABLE. IT WAS EXTREMELY DANGEROUS WORK, AND WHEN 
PEOPLE IN HER CHARGE WAVERED, SHE WAS STRONG AS STEEL. TUBMAN KNEW 
ESCAPED SLAVES WHO RETURNED WOULD BE BEATEN AND TORTURED UNTIL 
THEY GAVE INFORMATION ABOUT THOSE WHO HAD HELPED THEM. SO SHE 
NEVER ALLOWED ANY PEOPLE SHE WAS GUIDING TO GIVE UP. “DEAD FOLKS 
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TELL NO TALES,” SHE WOULD TELL A FAINTHEARTED SLAVE AS SHE PUT A 
LOADED PISTOL TO HIS HEAD. “YOU GO ON OR DIE!” 

Between 1850 and 1860, Harriet Tubman guided out more than three hundred people, 
including many of her own family members. She made nineteen trips in all and was very proud 
of the fact that she never once lost a single person under her care. “I never ran my train off the 
track,” she said, “and I never lost a passenger.” Southern whites put a $12,000 price on her 
head—a fortune. Southern blacks simply called her Moses. By the start of the Civil War, she had 
brought more people out of slavery than any other American in history—black or white, male or 
female. 

INCREASING RESPECT 

TUBMAN’S REPUTATION AND INFLUENCE COMMANDED RESPECT, AND NOT JUST 
AMONG SLAVES WHO DREAMED OF GAINING THEIR FREEDOM. INFLUENTIAL 
NORTHERNERS OF BOTH RACES SOUGHT HER OUT. SHE SPOKE AT RALLIES AND 
IN HOMES THROUGHOUT PHILADELPHIA, PENNSYLVANIA; BOSTON, 
MASSACHUSETTS; ST. CATHARINES, CANADA; AND AUBURN, NEW YORK, WHERE 
SHE EVENTUALLY SETTLED. PEOPLE OF PROMINENCE SOUGHT HER OUT, SUCH 
AS SENATOR WILLIAM SEWARD, WHO LATER BECAME ABRAHAM LINCOLN’S 
SECRETARY OF STATE, AND OUTSPOKEN ABOLITIONIST AND FORMER SLAVE 
FREDERICK DOUGLASS. TUBMAN’S ADVICE AND LEADERSHIP WERE ALSO 
REQUESTED BY JOHN BROWN, THE FAMED REVOLUTIONARY ABOLITIONIST. 
BROWN ALWAYS REFERRED TO THE FORMER SLAVE AS “GENERAL TUBMAN,” 
AND HE WAS QUOTED AS SAYING SHE “WAS A BETTER OFFICER THAN MOST 
WHOM HE HAD SEEN, AND COULD COMMAND AN ARMY AS SUCCESSFULLY AS 
SHE HAD LED HER SMALL PARTIES OF FUGITIVES.” THAT IS THE ESSENCE OF THE 
LAW OF RESPECT. 

A TEST OF LEADERSHIP 

HARRIET TUBMAN WOULD APPEAR TO BE AN UNLIKELY CANDIDATE FOR 
LEADERSHIP BECAUSE THE DECK WAS CERTAINLY STACKED AGAINST HER. SHE 
WAS UNEDUCATED. SHE LIVED IN A CULTURE THAT DIDN’T RESPECT AFRICAN-
AMERICANS. AND SHE LABORED IN A COUNTRY WHERE WOMEN DIDN’T HAVE 
THE RIGHT TO VOTE YET. DESPITE HER CIRCUMSTANCES, SHE BECAME AN 
INCREDIBLE LEADER. THE REASON IS SIMPLE: PEOPLE NATURALLY FOLLOW 
LEADERS STRONGER THAN THEMSELVES. EVERYONE WHO CAME IN CONTACT 
WITH HER RECOGNIZED HER STRONG LEADERSHIP ABILITY AND FELT 
COMPELLED TO FOLLOW HER. THAT’S HOW THE LAW OF RESPECT WORKS. 

IT’S NOT A GUESSING GAME 

PEOPLE DON’T FOLLOW OTHERS BY ACCIDENT. THEY FOLLOW INDIVIDUALS 
WHOSE LEADERSHIP THEY RESPECT. SOMEONE WHO IS AN 8 IN LEADERSHIP (ON 
A SCALE FROM 1 TO 10, WITH 10 BEING THE STRONGETS) DOESN’T GO OUT AND 
LOOK FOR A 6 TO FOLLOW—HE NATURALLY FOLLOWS A 9 OR 10. THE LESS 
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SKILLED FOLLOW THE MORE HIGHLY SKILLED AND GIFTED. OCCASIONALLY, A 
STRONG LEADER MAY CHOOSE TO FOLLOW SOMEONE WEAKER THAN HIMSELF. 
BUT WHEN THAT HAPPENS, IT’S FOR A REASON. FOR EXAMPLE, THE STRONGER 
LEADER MAY DO IT OUT OF RESPECT FOR THE PERSON’S OFFICE OR PAST 
ACCOMPLISHMENTS. OR HE MAY BE FOLLOWING THE CHAIN OF COMMAND. IN 
GENERAL, THOUGH, FOLLOWERS ARE ATTRACTED TO PEOPLE WHO ARE BETTER 
LEADERS THAN THEMSELVES. THAT IS THE LAW OF RESPECT. 

When people get together for the first time as a group, take a look at what happens. As they 
start interacting, the leaders in the group immediately take charge. They think in terms of the 
direction they desire to go and who they want to take with them. At first, people may make 
tentative moves in several different directions, but after the people get to know one another, it 
doesn’t take long for them to recognize the strongest leaders and to follow them. 
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Usually the more leadership ability a person has, the more quickly he recognizes 
leadership—or its lack—in others. In time, people in the group get on board and follow the 
strongest leaders. Either that or they leave the group and pursue their own agenda. 

I remember hearing a story that shows how people come to follow stronger leaders. It 
happened in the early 1970s when Hall of Fame basketball center Bill Walton joined Coach John 
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Wooden’s UCLA team. As a young man, Walton wore a beard. It has been said that the coach 
told him his players were not allowed to have facial hair. Walton, attempting to assert his 
independence, said that he would not shave off his beard. Wooden’s no-nonsense response was, 
“We’ll miss you, Bill.” Needless to say, Walton shaved the beard. 

A RESPECTED LEADER STEPS DOWN 

IN OCTOBER OF 1997, COLLEGE BASKETBALL SAW THE RETIREMENT OF 
ANOTHER GREAT LEADER, SOMEONE WHO ENGENDERED RESPECT AS HE SPENT 
MORE THAN THIRTY YEARS OF HIS LIFE POURING HIMSELF INTO OTHERS. HIS 
NAME IS DEAN SMITH, AND HE WAS THE HEAD BASKETBALL COACH OF THE 
UNIVERSITY OF NORTH CAROLINA. HE COMPILED A REMARKABLE RECORD 
WHILE LEADING THE TAR HEELS AND IS CONSIDERED ONE OF THE BEST TO 
COACH AT ANY LEVEL. IN THIRTY-TWO YEARS AS HEAD COACH AT NORTH 
CAROLINA, HE WON 879 GAMES, MORE THAN ANY OTHER COACH IN COLLEGE 
BASKETBALL’S HISTORY. HIS TEAMS RECORDED 27 CONSECUTIVE 20-WIN 
SEASONS. THEY WON THIRTEEN ATLANTIC COAST CONFERENCE TITLES, PLAYED 
IN ELEVEN FINAL FOURS, AND WON TWO NATIONAL CHAMPIONSHIPS. 

The respect Smith has earned among his peers is tremendous. When he scheduled the press 
conference to announce his retirement, people such as John Thompson, head coach of 
Georgetown, whom Smith beat for the national championship in 1982, and former player Larry 
Brown, who now coaches the Philadelphia 76ers, came to show their support. Michael Hooker, 
the chancellor of the University of North Carolina, gave Smith an open invitation to do just about 
anything he wanted at the school in the coming years. Even the president of the United States 
called to honor Smith. 

THOSE CLOSEST TO HIM RESPECTED 
SMITH THE MOST 

BUT THE LAW OF RESPECT CAN BE BEST SEEN IN SMITH’S CAREER BY LOOKING 
AT THE WAY HIS PLAYERS INTERACTED WITH HIM. THEY RESPECTED HIM FOR 
MANY REASONS. HE TAUGHT THEM MUCH, ABOUT BASKETBALL AS WELL AS 
LIFE. HE PUSHED THEM TO ACHIEVE ACADEMICALLY, WITH NEARLY EVERY 
PLAYER EARNING A DEGREE. HE MADE THEM WINNERS. AND HE SHOWED THEM 
INCREDIBLE LOYALTY AND RESPECT. CHARLIE SCOTT, WHO PLAYED FOR SMITH 
AND GRADUATED FROM NORTH CAROLINA IN 1970, ADVANCED TO PLAY PRO 
BASKETBALL AND THEN WENT ON TO WORK AS MARKETING DIRECTOR FOR 
CHAMPION PRODUCTS. CONCERNING HIS TIME WITH SMITH, HE SAID, 

As one of the first black college athletes in the ACC, I experienced many difficult moments 
during my time at North Carolina, but Coach Smith was always there for me. On one occasion, as 
we walked off the court following a game at South Carolina, one of their fans called me a “big 
black baboon.” Two assistants had to hold Coach Smith back from going after the guy. It was the 
first time I had ever seen Coach Smith visibly upset, and I was shocked. But more than anything 
else, I was proud of him. 
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During his time at North Carolina, Smith made quite an impact. His leadership not only won 
games and the respect of his players, but also helped produce a remarkable forty-nine men who 
went on to play professional basketball. Included in that list are greats such as Bob McAdoo, 
James Worthy, and of course, Michael Jordan—not only one of the best players ever to dribble a 
basketball, but also a fine leader in his own right. 

James Jordan, Michael’s father, credited Smith and his leadership for a lot of his son’s 
success. Before a play-off game in Chicago in 1993, the elder Jordan observed: 

People underestimate the program that Dean Smith runs. He helped Michael realize his athletic 
ability and hone it. But more important than that, he built character in Michael that took him 
through his career. I don’t think Michael was privileged to any more teaching than anyone else. 
He had the personality to go with the teaching, and at Carolina he was able to blend the two of 
them together. That’s the only way I can look at it, and I think that’s what made Michael the 
player he became. 

In recent years, Michael Jordan has been adamant about his desire to play for only one 
coach—Phil Jackson, the man he believes is the best in the business. It makes sense. A leader 
like Jordan wants to follow a strong leader. That’s the Law of Respect. It’s just possible that 
Jordan’s desire got its seed when the young North Carolinian, still developing, was being led and 
developed by his strong coach, Dean Smith. 

HOW MANY WILL FOLLOW? 

THERE ARE MANY WAYS TO MEASURE A FOLLOWER’S RESPECT FOR HIS 
LEADER, BUT PERHAPS THE GREATEST TEST OF RESPECT COMES WHEN A 
LEADER CREATES MAJOR CHANGE IN AN ORGANIZATION. I EXPERIENCED THIS 
TEST IN 1997 WHEN I MOVED MY COMPANY, INJOY, FROM SAN DIEGO, 
CALIFORNIA, TO ATLANTA, GEORGIA. I MADE THE DECISION TO MOVE IN EARLY 
1996 WHILE I WAS ON A CRUISE IN CHINA WITH MY WIFE, MARGARET. AS WE 
DISCUSSED THE MOVE AND OUR EXPECTATIONS, I BEGAN WEIGHING MY 
INFLUENCE WITH MY CORE LEADERS. AFTER MENTALLY REVIEWING MY 
PERSONAL HISTORY WITH EACH LEADER AND THE STRENGTH OF MY 
LEADERSHIP WITH THEM, I ESTIMATED THAT ABOUT 50 PERCENT OF THEM 
WOULD BE WILLING TO UPROOT THEMSELVES AND MAKE THE MOVE ACROSS 
COUNTRY WITH ME AND THE ORGANIZATION. AND MARGARET AGREED WITH 
MY ASSESSMENT. 

A few months later, after INJOY President Dick Peterson and I had worked through all the 
preliminaries of the move, I began the task of approaching my leaders individually to tell them 
about the decision to go to Atlanta. And one after another, the leaders told me they wanted to 
take the trip. I had expected about half to go. Imagine how delighted I was when I discovered 
that every single one of my core leaders was going with me—100 percent. 

About a year has passed since we made the move, and all of those top leaders are still 
working with me in Atlanta. Why did so many make the trip? I know one of the reasons is that 
those leaders are difference makers and want to be part of the vision of our organization. Another 
is that I’ve invested a lot of time and energy in my relationships with them, adding value to their 
lives. But there is another, more important reason. The reasons I’ve named wouldn’t have been 
enough if I had been a weaker leader. Because I’ve spent my whole life developing my 
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leadership skills, that has made it possible for me to lead other strong leaders. People who are 9s 
and 10s don’t follow a 7. That’s just the way leadership works. That’s the secret of the Law of 
Respect. 

 

THE LAW OF INTUITION 

LEADERS EVALUATE EVERYTHING WITH A 
LEADERSHIP BIAS 

Do you remember the old television show Dragnet? If you do, then you probably know the 
phrase that Jack Webb made famous in it: “Just the facts, ma’am, just the facts.” Of all the laws 
of leadership, the Law of Intuition is probably the most difficult to understand. Why? Because it 
depends on so much more than just the facts. The Law of Intuition is based on facts plus instinct 
and other intangible factors. And the reality is that leadership intuition is often the factor that 
separates the greatest leaders from the merely good ones. Let me recount a conversation I had 
several years ago with a staff member named Tim Elmore. It will give you some insight into the 
Law of Intuition. 

THE BEST LEADERS READ AND RESPOND 

IT OCCURRED WHEN WE LIVED IN SAN DIEGO, AND THREE PLAYERS WERE 
COMPETING ON THE CHARGERS FOOTBALL TEAM FOR THE STARTING 
QUARTERBACK’S POSITION. TIM ASKED ME WHO I THOUGHT WOULD SECURE 
THE JOB, AND WITHOUT HESITATION, I SAID, “STAN HUMPHRIES.” 

“Really?” replied Tim. “I didn’t think he had a chance. He’s not all that big, and they say he 
doesn’t have a strong work ethic in the weight room. He doesn’t even really look like a 
quarterback.” 

“That doesn’t matter,” I said. “He’s a better leader. Watch Stan play, and you’ll see that he 
has the ability to read just about any situation, call the right play, and pull it off. He’s the one 
who’ll get the job.” And Stan did get the job. He was so good that he was able to lead a fairly 
weak San Diego team to the Super Bowl in 1995. 

All professional quarterbacks have physical talent. At the pro level the differences in physical 
ability really aren’t that significant. What makes one man a third-string backup and another a 
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Hall of Famer is intuition. The great ones can see things others can’t, make changes, and move 
forward before others know what’s happening. 

IT’S INFORMED INTUITION 

SEVERAL YEARS AGO I LEARNED A LOT ABOUT HOW QUARTERBACKS ARE 
TRAINED TO THINK WHEN I WAS INVITED TO VISIT THE UNIVERSITY OF 
SOUTHERN CALIFORNIA BY COACH LARRY SMITH. HE ASKED ME TO SPEAK TO 
THE TROJANS FOOTBALL TEAM BEFORE A BIG GAME. WHILE I WAS THERE, I 
ALSO VISITED THEIR OFFENSIVE WAR ROOM. ON CHALKBOARDS COVERING 
EVERY WALL, THE COACHES HAD MAPPED OUT EVERY POSSIBLE SITUATION 
THEIR TEAM COULD BE IN—ACCORDING TO DOWN, YARDAGE, AND PLACE ON 
THE FIELD. AND FOR EVERY SITUATION, THE COACHES HAD MAPPED OUT A 
SPECIFIC PLAY DESIGNED TO SUCCEED, BASED ON THEIR YEARS OF EXPERIENCE 
AND THEIR INTUITIVE KNOWLEDGE OF THE GAME. TOGETHER THOSE PLAYS 
CONSTITUTED THE APPROACH AND BIAS THEY WOULD TAKE INTO THE GAME IN 
ORDER TO WIN IT. THE THREE USC QUARTERBACKS HAD TO MEMORIZE EVERY 
ONE OF THOSE PLAYS. THE NIGHT BEFORE THE GAME, I WATCHED AS THE 
COACHES FIRED ONE SITUATION AFTER ANOTHER AT THOSE THREE YOUNG 
MEN, REQUIRING THEM TO TELL WHICH PLAY WAS THE RIGHT ONE TO BE 
CALLED. 

After they were finished, I noticed that the offensive coordinator headed for a cot in the war 
room, and I said, “Aren’t you going home to get some sleep?” 

“No,” he said. “I always spend Friday night here to make sure that I know all the plays too.” 
“Yeah, but you’ve got all of them written down on that sheet that you’ll carry with you 

tomorrow on the sidelines,” I said. “Why don’t you just use that?” 
“I can’t rely on that,” he answered, “there isn’t time. You see, by the time the ball carrier’s 

knee touches the ground, I have to know what play to call next. There’s no time to fumble 
around deciding what to do.” It was his job to put the coaching staff’s intuition into action in an 
instant. 

LEADERSHIP IS THEIR BIAS 

THE KIND OF INFORMED INTUITION THAT COACHES AND QUARTERBACKS HAVE 
ON GAME DAY IS SIMILAR TO WHAT LEADERS EXHIBIT. LEADERS SEE 
EVERYTHING WITH A LEADERSHIP BIAS, AND AS A RESULT, THEY 
INSTINCTIVELY, ALMOST AUTOMATICALLY, KNOW WHAT TO DO. YOU CAN SEE 
THIS READ-AND-REACT INSTINCT IN ALL GREAT LEADERS. FOR EXAMPLE, LOOK 
AT THE CAREER OF U.S. ARMY GENERAL H. NORMAN SCHWARZKOPF. TIME 
AFTER TIME, HE WAS ASSIGNED COMMANDS THAT OTHERS AVOIDED, BUT HE 
WAS ABLE TO TURN THE SITUATIONS AROUND AS THE RESULT OF HIS 
EXCEPTIONAL LEADERSHIP INTUITION AND ABILITY TO ACT. 

When Schwarzkopf had been in the army seventeen years, he finally got his chance to 
command a battalion. It occurred in December 1969 during his second tour of Vietnam as a 
lieutenant colonel. The command, which nobody wanted, was of the First Battalion of the Sixth 
Infantry, called the “First of the Sixth.” But because the group had such a horrible reputation, it 
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was nicknamed the “worst of the Sixth.” Confirming this was the fact that as he took command, 
Schwarzkopf was told that the battalion had just flunked an annual inspection. They had scored 
an abysmal sixteen out of one hundred points. He had only thirty days to whip his men into 
shape. 

SEEING THROUGH A LEADERSHIP LENS 

AFTER THE CHANGE-IN-COMMAND CEREMONY, SCHWARZKOPF MET THE 
OUTGOING COMMANDER, WHO TOLD HIM, “THIS IS FOR YOU,” HANDING HIM A 
BOTTLE OF SCOTCH. “YOU’RE GONNA NEED IT. WELL, I HOPE YOU DO BETTER 
THAN I DID. I TRIED TO LEAD AS BEST I COULD, BUT THIS IS A LOUSY 
BATTALION. IT’S GOT LOUSY MORALE. IT’S GOT A LOUSY MISSION. GOOD LUCK 
TO YOU.” AND WITH THAT, HE LEFT. 

Schwarzkopf’s intuition told him that he faced a terrible situation, but it was even worse than 
he had expected. His predecessor hadn’t known the first thing about leadership. The man had 
never ventured outside the safety of the base camp to inspect his troops. And the results were 
appalling. The entire battalion was in chaos. The officers were indifferent, the most basic 
military security procedures weren’t being followed, and soldiers were dying needlessly. The 
departing commander was right: It was a lousy battalion with lousy morale. But he didn’t say 
that it was his fault. Based on Schwarzkopf’s description, it’s obvious that the previous 
commander had displayed no ability to read the situation, and he had failed his people as a 
leader. 

During the next few weeks, Schwarzkopf’s intuition kicked in, and he took action. He 
implemented military procedures, retrained the troops, developed his leaders, and gave the men 
direction and a sense of purpose. When it was time for the thirty-day inspection, they achieved a 
passing score. And the men started to think to themselves, Hey, we can do it right. We can be a 
success. We’re not the “worst of the Sixth” anymore. As a result, fewer men died, morale rose, 
and the battalion started to become effective in its mission. Schwarzkopf’s leadership was so 
strong and the turnaround was so effective that just a few months after he took it over, his 
battalion was selected to perform more difficult missions—the kind that could be carried out 
only by a disciplined, well-led group with strong morale. 

ANOTHER LEADERSHIP CHALLENGE 

LATER IN HIS CAREER, SCHWARZKOPF GOT THE OPPORTUNITY TO COMMAND A 
BRIGADE. ONCE AGAIN, HE ACCEPTED A POST THAT OTHERS DIDN’T WANT, AND 
HE FOLLOWED SOMEONE WHO I BELIEVE WAS ANOTHER POOR LEADER. THE 
UNIT WAS THE FIRST RECONNAISSANCE/COMMANDO BRIGADE OF THE NINTH 
INFANTRY AT FORT LEWIS, BUT PEOPLE CALLED IT THE “CIRCUS BRIGADE” 
BECAUSE OF THE WAY THE PREVIOUS COMMANDER HAD RUN IT. 

Schwarzkopf’s leadership intuition told him that the people he commanded were good. The 
real problem was that their priorities were all wrong. He immediately rallied his officers, set new 
priorities, and empowered them to retrain their people to get back on track. As he implemented 
changes, his vision for them was clear in his mind. He wanted them to be ready for battle. 

The unit began improving. A weaker leader might have been afraid to push the troops while 
they were regaining their confidence, but Schwarzkopf’s intuition told him that his people 
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needed a goal to galvanize them. So he found one: the desert maneuvers scheduled for the 
following summer. 

Schwarzkopf received his commander’s commitment to let the men of the First represent the 
division in the exercises, and then he threw everything he had into preparing his people to fulfill 
that mission. And when the maneuvers came around that summer, Schwarzkopf’s three 
battalions went up against thirteen marine battalions and performed so successfully that the 
marine commander, a two-star general, refused to speak to Schwarzkopf when the exercises were 
finished. 

HOW LEADERS THINK 

BECAUSE OF THEIR INTUITION, LEADERS EVALUATE EVERYTHING WITH A 
LEADERSHIP BIAS. SOME PEOPLE ARE BORN WITH GREAT LEADERSHIP 
INTUITION. OTHERS HAVE TO WORK HARD TO DEVELOP AND HONE IT. BUT 
EITHER WAY IT EVOLVES, THE RESULT IS A COMBINATION OF NATURAL ABILITY 
AND LEARNED SKILLS. THIS INFORMED INTUITION CAUSES LEADERSHIP ISSUES 
TO JUMP OUT. THE BEST WAY TO DESCRIBE THIS BIAS IS AN ABILITY TO GET A 
HANDLE ON INTANGIBLE FACTORS, UNDERSTAND THEM, AND WORK WITH 
THEM TO ACCOMPLISH LEADERSHIP GOALS. 

Intuition helps leaders become readers of the numerous intangibles of leadership: 

LEADERS ARE READERS OF THEIR SITUATION 

IN ALL KINDS OF CIRCUMSTANCES, THEY CAPTURE DETAILS THAT ELUDE 
OTHERS. FOR EXAMPLE, WHEN I WAS THE SENIOR PASTOR OF SKYLINE, MY 
CHURCH IN SAN DIEGO, THERE WERE TIMES WHEN I WAS REQUIRED TO TRAVEL 
FOR LONG PERIODS OF TIME. OFTEN WHEN I RETURNED AFTER BEING GONE FOR 
TEN TO FOURTEEN DAYS, I COULD TELL SOMETHING WAS GOING ON. I COULD 
FEEL IT. AND USUALLY IN AN HOUR OR SO OF TALKING WITH STAFF AND 
GETTING THE PULSE OF WHAT WAS GOING ON, I’D BE ABLE TO TRACK IT DOWN. 

LEADERS ARE READERS OF TRENDS 

EVERYTHING THAT HAPPENS AROUND US DOES SO IN THE CONTEXT OF A 
BIGGER PICTURE. LEADERS HAVE THE ABILITY TO STEP BACK FROM WHAT’S 
HAPPENING AT THE MOMENT AND SEE NOT ONLY WHERE THEY AND THEIR 
PEOPLE HAVE GONE, BUT ALSO WHERE THEY ARE HEADED IN THE FUTURE. IT’S 
AS IF THEY CAN SMELL CHANGE IN THE WIND. 

LEADERS ARE READERS OF THEIR RESOURCES 

A MAJOR DIFFERENCE BETWEEN ACHIEVERS AND LEADERS IS THE WAY THEY 
SEE RESOURCES. SUCCESSFUL INDIVIDUALS THINK IN TERMS OF WHAT THEY 
CAN DO. SUCCESSFUL LEADERS, ON THE OTHER HAND, SEE EVERY SITUATION IN 
TERMS OF AVAILABLE RESOURCES: MONEY, RAW MATERIALS, TECHNOLOGY 
AND, MOST IMPORTANT, PEOPLE. THEY NEVER FORGET THAT PEOPLE ARE THEIR 
GREATEST ASSET. 
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LEADERS ARE READERS OF PEOPLE 

PRESIDENT LYNDON JOHNSON ONCE SAID THAT WHEN YOU WALK INTO A 
ROOM, IF YOU CAN’T TELL WHO’S FOR YOU AND WHO’S AGAINST YOU, YOU 
DON’T BELONG IN POLITICS. THAT STATEMENT ALSO APPLIES TO LEADERSHIP. 
INTUITIVE LEADERS CAN SENSE WHAT’S HAPPENING AMONG PEOPLE AND 
ALMOST INSTANTLY KNOW THEIR HOPES, FEARS, AND CONCERNS. 

LEADERS ARE READERS OF THEMSELVES 

FINALLY, GOOD LEADERS DEVELOP THE ABILITY TO READ THEMSELVES—THEIR 
STRENGTHS, SKILLS, WEAKNESSES, AND CURRENT STATE OF MIND. THEY 
RECOGNIZE THE TRUTH OF WHAT JAMES RUSSELL LOVELL SAID: “NO ONE CAN 
PRODUCE GREAT THINGS WHO IS NOT THOROUGHLY SINCERE IN DEALING WITH 
HIMSELF.” 

WHAT YOU SEE RESULTS FROM WHO YOU 
ARE 

HOW WAS SCHWARZKOPF ABLE TO TURN AROUND DIFFICULT ASSIGNMENTS 
AGAIN AND AGAIN? THE ANSWER LIES IN THE LAW OF INTUITION. ALL OFFICERS 
HAD THE BENEFIT OF THE SAME TRAINING IN SOLDIERING AND TACTICS. AND 
THEY ALL HAD ACCESS TO THE SAME RESOURCES, SO THAT WASN’T THE 
ANSWER. SCHWARZKOPF WASN’T NECESSARILY SMARTER THAN HIS 
COUNTERPARTS, EITHER. WHAT HE BROUGHT TO THE TABLE WAS STRONG 
LEADERSHIP INTUITION. HE SAW EVERYTHING WITH A LEADERSHIP BIAS. 

Who you are dictates what you see. If you’ve seen the movie The Great Outdoors, you may 
remember a scene that illustrates this idea perfectly. In the movie, John Candy plays Chet, a man 
vacationing with his family at a small lake community in the woods. He is unexpectedly visited 
by his sister-in-law and her husband, Roman (played by Dan Aykroyd), who is kind of a shady 
character. As the two men sit on the porch of their cabin overlooking the lake and miles of 
beautiful forest, they start to talk. And Roman, who sees himself as a wheeler-dealer, shares his 
vision with Chet: “I’ll tell you what I see when I look out there … I see the underdeveloped 
resources of northern Minnesota, Wisconsin, and Michigan. I see a syndicated development 
consortium exploiting over a billion and a half dollars in forest products. I see a paper mill and—
if the strategic metals are there—a mining operation; a green belt between the condos on the lake 
and a waste management facility … Now I ask you, what do you see?” 

“I, uh, I just see trees,” answers Chet. 
“Well,” says Roman, “nobody ever accused you of having a grand vision.” 
Chet saw trees because he was there to enjoy the scenery. Roman saw opportunity because he 

was a businessman whose desire was to make money. How you see your world around you is 
determined by who you are. 

THREE LEVELS OF LEADERSHIP 
INTUITION 

Encoded by: Dhon Reyes NOT FOR SALE!      56/135 
      tagapayo@gmail.com 



JUST ABOUT EVERYONE IS CAPABLE OF DEVELOPING A DEGREE OF LEADERSHIP 
INTUITION, THOUGH WE DON’T ALL START OFF AT THE SAME PLACE. I’VE 
FOUND THAT ALL PEOPLE FIT INTO THREE MAJOR INTUITION LEVELS: 
1. THOSE WHO NATURALLY SEE IT 

SOME PEOPLE ARE BORN WITH EXCEPTIONAL LEADERSHIP GIFTS. THEY 
INSTINCTIVELY UNDERSTAND PEOPLE AND KNOW HOW TO MOVE THEM FROM 
POINT A TO POINT B. EVEN WHEN THEY’RE KIDS, THEY ACT AS LEADERS. WATCH 
THEM ON THE PLAYGROUND, AND YOU CAN SEE EVERYONE IS FOLLOWING 
THEM. PEOPLE WITH NATURAL LEADERSHIP INTUITION CAN BUILD UPON IT AND 
BECOME WORLD-CLASS LEADERS OF THE HIGHEST CALIBER. THIS NATURAL 
ABILITY IS OFTEN THE DIFFERENCE BETWEEN A 9 (AN EXCELLENT LEADER) AND 
A 10 (A WORLD-CLASS LEADER). 

2. THOSE WHO ARE NURTURED TO SEE IT 

NOT EVERYONE STARTS OFF WITH GREAT INSTINCTS, BUT WHATEVER ABILITIES 
PEOPLE HAVE CAN BE NURTURED AND DEVELOPED. THE ABILITY TO THINK LIKE 
A LEADER IS INFORMED INTUITION. EVEN SOMEONE WHO DOESN’T START OFF 
AS A NATURAL LEADER CAN BECOME AN EXCELLENT ONE. PEOPLE WHO DON’T 
DEVELOP THEIR INTUITION ARE CONDEMNED TO BE BLINDSIDED IN THEIR 
LEADERSHIP FOR THE REST OF THEIR LIVES. 

3. THOSE WHO WILL NEVER SEE IT 

I BELIEVE NEARLY EVERYONE IS CAPABLE OF DEVELOPING LEADERSHIP SKILLS 
AND INTUITION. BUT OCCASIONALLY, I RUN ACROSS SOMEONE WHO DOESN’T 
SEEM TO HAVE A LEADERSHIP BONE IN HIS BODY AND WHO HAS NO INTEREST 
IN DEVELOPING THE SKILLS NECESSARY TO LEAD. THOSE PEOPLE WILL NEVER 
THINK LIKE ANYTHING BUT FOLLOWERS. 

LEADERS SOLVE PROBLEMS USING THE 
LAW OF INTUITION 

WHENEVER LEADERS FIND THEMSELVES FACING A PROBLEM, THEY 
AUTOMATICALLY MEASURE IT—AND BEGIN SOLVING IT—USING THE LAW OF 
INTUITION. THEY EVALUATE EVERYTHING WITH A LEADERSHIP BIAS. FOR 
EXAMPLE, YOU CAN SEE WHERE LEADERSHIP INTUITION CAME INTO PLAY 
RECENTLY AT APPLE COMPUTER. JUST ABOUT EVERYBODY KNOWS THE 
SUCCESS STORY OF APPLE. THE COMPANY WAS CREATED IN 1976 BY STEVE JOBS 
AND STEVE WOZNIAK IN JOBS’ FATHER’S GARAGE. JUST FOUR YEARS LATER, 
THE BUSINESS WENT PUBLIC, OPENING AT TWENTY-TWO DOLLARS A SHARE 
AND SELLING 4.6 MILLION SHARES. IT MADE MORE THAN FORTY EMPLOYEES 
AND INVESTORS MILLIONAIRES OVERNIGHT. 

But Apple’s story isn’t all positive. Since those early years, Apple’s success, stock value, and 
ability to capture customers have fluctuated wildly. Jobs left Apple in 1985, having been pushed 
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out in a battle with CEO John Sculley, the former Pepsi president whom Jobs had recruited in 
1983. Sculley was followed by Michael Spindler in 1993 and then Gilbert Amelio in 1996. None 
of them was able to reestablish Apple’s previous success. In its glory days, Apple had sold 14.6 
percent of all personal computers in the United States. By 1997, sales were depressed to 3.5 
percent. That was when Apple looked to the leadership of its original founder, Steve Jobs, for 
help. The failing company believed he could save it. 

REINVENTING APPLE 

JOBS INTUITIVELY REVIEWED THE SITUATION AND IMMEDIATELY TOOK 
ACTION. HE KNEW THAT IMPROVEMENT WAS IMPOSSIBLE WITHOUT A CHANGE 
IN LEADERSHIP, SO HE QUICKLY DISMISSED ALL BUT TWO OF THE PREVIOUS 
BOARD MEMBERS AND INSTALLED NEW ONES. EXECUTIVE LEADERSHIP ALSO 
EXPERIENCED POSITIVE CHANGE AT HIS HANDS. 

Once new leaders were in place, he looked at the company’s focus. Jobs wanted to get back 
to the basics of what Apple had always done best: use its individuality to create products that 
made a difference. Jobs said, “We’ve reviewed the road map of new products and axed more 
than 70% of the projects, keeping the 30% that were gems. Plus we’re adding new ones that are a 
whole new paradigm of looking at computers.” He also sensed a problem with the company’s 
marketing, so he fired the ad agency and held a competition for the account among three firms. 

None of those actions was especially surprising. But Jobs also did something that really 
showed the Law of Intuition in action. He made a leadership decision that went absolutely 
against the grain of Apple’s previous thinking. It was an incredible intuitive leadership leap. Jobs 
created a strategic alliance with the man whom Apple employees considered to be their 
archenemy—Bill Gates. Jobs explained, “I called Bill and said Microsoft and Apple should work 
more closely together, but we have this issue to resolve, this intellectual-property dispute. Let’s 
resolve it.” 

They negotiated a deal quickly, which settled Apple’s lawsuit against Microsoft. Gates 
promised to pay off Apple and invest $150 million in nonvoting stock. That cleared the way for 
future partnership and brought much-needed capital to the company. It was something only an 
intuitive leader would have done. Not surprisingly, when Jobs announced the new alliance to a 
meeting of the Apple faithful, they booed. But on Wall Street, Apple stock value immediately 
soared 33 percent to $26.31. 

Apple looks as if it’s turning around. Prior to Jobs’s return, the company had posted net 
quarterly losses the previous year totaling more than $1 billion. However, in the first fiscal 
quarter of 1998, Apple finally recorded a net profit of $47 million. In the long run, it’s hard to 
know whether the company will ever recapture its former success. But at least it now has a 
fighting chance. 

Leadership is really more art than science. The principles of leadership are constant, but the 
application changes with every leader and every situation. That’s why it requires intuition. 
Without it, you can get blindsided, and that’s one of the worst things that can happen to a leader. 
If you want to lead long, you’ve got to obey the Law of Intuition. 
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THE LAW OF MAGNETISM 

WHO YOU ARE IS WHO YOU ATTRACT 

Effective leaders are always on the lookout for good people. I think each of us carries around a 
mental list of what kind of people we would like to have in our organization. Think about it. Do 
you know who you’re looking for right now? What is your profile of the perfect employee? What 
does he look like? What qualities do these people possess? Do you want them to be aggressive 
and entrepreneurial? Are you looking for leaders? Do you care whether they are in their twenties, 
forties, or sixties? Stop right now, take a moment, and make a list of the qualities you’d like to 
see in the people on your team. Find a pencil or pen. and do it now before you read any farther. 

My People Would Have These Qualities 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 

_____ 

______________________________ 
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_____ 

Now, what will determine whether the people you want are the people you get, whether they 
will possess the qualities you desire? You may be surprised by the answer. Believe it or not, who 
you get is not determined by what you want. It’s determined by who you are. Go back to the list 
you just made, and next to each characteristic you identified, check to see if you possess that 
quality. For example, if you wrote that you would like “great leaders” and you are an excellent 
leader, that’s a match. Put a check by it. But if your leadership is no better than average, put an X 
and write “only average leader” next to it. If you wrote that you want people who are 
“entrepreneurial” and you possess that quality, put a check. Otherwise, mark it with an X, and so 
on. Now review the whole list. 

If you see a whole bunch of Xs, then you’re in trouble because the people you describe are 
not the type who will want to follow you. In most situations, you draw people to you who 
possess the same qualities you do. That’s the Law of Magnetism: Who you are is who you 
attract. 

FROM MUSICIANSHIP TO LEADERSHIP 

WHEN I WAS A KID, MY MOTHER USED TO TELL ME THAT BIRDS OF A FEATHER 
FLOCKED TOGETHER. I THOUGHT THAT WAS A WISE SAYING WHEN I WAS 
SPENDING TIME WITH MY OLDER BROTHER, LARRY, AND PLAYING BALL. HE 
WAS A GOOD ATHLETE, SO I FIGURED THAT MADE ME ONE TOO. AS I GREW UP, I 
THINK I INSTINCTIVELY RECOGNIZED THAT GOOD STUDENTS SPENT TIME WITH 
GOOD STUDENTS, PEOPLE WHO ONLY WANTED TO PLAY STUCK TOGETHER, AND 
SO ON. BUT I DON’T THINK I REALLY UNDERSTOOD THE IMPACT OF THE LAW OF 
MAGNETISM UNTIL I MOVED TO SAN DIEGO, CALIFORNIA, AND BECAME THE 
LEADER OF MY LAST CHURCH. 

My predecessor at Skyline Church was Dr. Orval Butcher. He is a wonderful man with many 
fine qualities. One of his best is his musicianship. He plays piano and has a beautiful Irish tenor 
voice, even today in his eighties. At the time I arrived in 1981, Skyline had a solid reputation for 
fine music. It was nationally known for its outstanding musical productions. In fact, the church 
was filled with talented musicians and vocalists. And in the twenty-seven years Dr. Butcher led 
the church, only two music directors worked for him, an unbelievable track record. (In 
comparison, during my fourteen years there, I employed five people in that capacity.) 

Why were there so many exceptional musicians at Skyline? The answer lies in the Law of 
Magnetism. People with musical talent were naturally attracted to Dr. Butcher. They respected 
him and understood him. They shared his motivation and values. They were on the same page 
with him. In contrast, I enjoy music, but I am not a musician. It’s funny, but when I interviewed 
for the position at Skyline, one of the first questions they asked me was whether I could sing. 
They were very disappointed when I told them no. 

After I came on board at the church, the number of new musicians declined quickly. We still 
had more than our share, because Dr. Butcher had created momentum and a wonderful legacy in 
that area. But do you know what kind of people started coming instead? Leaders. By the time I 
left Skyline, not only was the church filled with hundreds of excellent leaders, but the church had 
also equipped and sent out hundreds of men and women as leaders during the time I was there. 
The reason was the Law of Magnetism. Our organization became a magnet for people with 
leadership ability. 
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PEOPLE LIKE YOU WILL SEEK YOU OUT 

OF COURSE, IT IS POSSIBLE FOR A LEADER TO GO OUT AND RECRUIT PEOPLE 
UNLIKE HIMSELF. GOOD LEADERS KNOW THAT ONE SECRET TO SUCCESS IS TO 
STAFF THEIR WEAKNESSES. THAT WAY THEY CAN FOCUS AND FUNCTION IN 
THEIR AREAS OF STRENGTH WHILE OTHERS TAKE CARE OF THE IMPORTANT 
MATTERS THAT WOULD OTHERWISE BE NEGLECTED. BUT IT’S CRUCIAL TO 
RECOGNIZE THAT PEOPLE WHO ARE DIFFERENT WILL NOT NATURALLY BE 
ATTRACTED TO YOU. LEADERS DRAW PEOPLE WHO ARE LIKE THEMSELVES. 

For example, think about the NFL’s Dallas Cowboys. In the sixties and seventies, the 
Cowboys’ image was squeaky clean. Tex Schramm was the president and general manager of the 
team, and Tom Landry was the coach. Players were men like Roger Staubach, called “Captain 
Comeback,” a family man with strong values similar to those of Tom Landry. In those days, the 
Cowboys were called “America’s team.” They were one of the most popular groups of athletes 
around the country. And they were respected not only because of the talent and character of the 
individuals associated with the organization, but also because of their incredible ability to work 
together as a team. As they developed a winning tradition in Dallas, they continued to attract 
more winners. 

But for the past ten years, the Dallas Cowboys have been a very different kind of team. They 
have changed, and their image has too. Instead of working together as a team, they sometimes 
appear to be a loosely associated group of individuals who are in the game solely for their own 
benefit. (Unfortunately, because the country has also changed, they could still be called 
“America’s team.”) Various players, such as wide receiver Michael Irvin, have been on the 
wrong side of the law. Even Coach Barry Switzer found himself in trouble several times, such as 
when he tried to take a loaded gun through the security gate at an airport. Why has the 
complexion of the team changed so drastically? It’s the Law of Magnetism. In 1989 the 
Cowboys’ ownership changed. The new owner, Jerry Jones, is an individualist and something of 
a maverick. He had no qualms about going out and signing his own deals with shoe and soft 
drink companies despite the fact that all the NFL teams had already signed a collective 
endorsement contract with a competitor. 

It’s little wonder that the Cowboys don’t enjoy the reputation they once had, even with their 
recent Super Bowl victories. Al McGuire, former head basketball coach of Marquette University, 
once said, “A team should be an extension of the coach’s personality. My teams were arrogant 
and obnoxious.” I say that teams cannot be anything but an extension of the coach’s personality. 
Fortunately, Dallas just brought on board a new coach, Chan Gailey. He is a good leader with 
strong character and values. If he is given enough time and authority, he may be able to attract 
enough additional people like himself to turn the Cowboys around. Then the Law of Magnetism 
will be able to work for Dallas, but it won’t happen overnight. 

WHERE DO THEY MATCH UP? 

MAYBE YOU’VE STARTED THINKING ABOUT THE PEOPLE THAT YOU HAVE 
ATTRACTED IN YOUR ORGANIZATION. YOU MIGHT SAY TO YOURSELF, “WAIT A 
MINUTE. I CAN NAME TWENTY THINGS THAT MAKE MY PEOPLE DIFFERENT 
FROM ME.” AND MY RESPONSE WOULD BE, “OF COURSE, YOU CAN.” BUT THE 
PEOPLE WHO ARE DRAWN TO YOU PROBABLY HAVE MORE SIMILARITIES THAN 
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DIFFERENCES, ESPECIALLY IN A FEW KEY AREAS. TAKE A LOOK AT THE 
FOLLOWING CHARACTERISTICS. YOU WILL PROBABLY FIND THAT YOU AND THE 
PEOPLE WHO FOLLOW YOU SHARE COMMON GROUND IN SEVERAL OF THESE 
KEY AREAS: 
ATTITUDE 

RARELY HAVE I SEEN POSITIVE AND NEGATIVE PEOPLE ATTRACTED TO ONE 
ANOTHER. PEOPLE WHO VIEW LIFE AS A SERIES OF OPPORTUNITIES AND 
EXCITING CHALLENGES DON’T WANT TO HEAR OTHERS TALK ABOUT HOW BAD 
THINGS ARE ALL THE TIME. I KNOW THAT’S TRUE FOR ME. I CAN’T THINK OF A 
SINGLE NEGATIVE PERSON IN MY ORGANIZATIONS. AND IF YOU WERE TO TALK 
TO MY FOUR COMPANY PRESIDENTS AND ALL MY TOP MANAGERS, YOU’D FIND 
THAT EVERY ONE OF THEM IS AN ESPECIALLY POSITIVE PERSON. 

GENERATION 

PEOPLE TEND TO ATTRACT OTHERS OF ROUGHLY THE SAME AGE. MY TOP 
LEADERS ARE A GOOD EXAMPLE. THREE OF MY FOUR COMPANY PRESIDENTS 
ARE ONLY ONE OR TWO YEARS DIFFERENT IN AGE FROM ME. THE FOURTH IS 
FEWER THAN TEN YEARS YOUNGER. AND THAT SAME PATTERN CAN BE SEEN IN 
OTHER AREAS OF MY COMPANIES, SUCH AS AMONG SOME MANAGERS AT INJOY. 
FOR INSTANCE, KEVIN SMALL, WHO HEADS THE SEMINAR MARKETING AREA, IS 
A SHARP, AGGRESSIVE YOUNG MAN IN HIS TWENTIES. CAN YOU GUESS WHAT 
KIND OF PEOPLE ARE ATTRACTED TO HIM? MOST OF THEM ARE SHARP AND 
AGGRESSIVE AND IN THEIR TWENTIES. WHO YOU ARE IS WHO YOU ATTRACT. 

BACKGROUND 

IN THE CHAPTER ON THE LAW OF PROCESS, I WROTE ABOUT THEODORE 
ROOSEVELT. ONE OF HIS MEMORABLE ACCOMPLISHMENTS IS HIS DARING 
CHARGE UP SAN JUAN HILL WITH THE ROUGH RIDERS DURING THE SPANISH-
AMERICAN WAR. ROOSEVELT PERSONALLY RECRUITED THAT ALL-VOLUNTEER 
CAVALRY COMPANY, AND IT WAS SAID TO BE A REMARKABLY PECULIAR 
GROUP OF PEOPLE. IT WAS COMPRISED PRIMARILY OF TWO TYPES OF MEN: 
WEALTHY ARISTOCRATS FROM THE NORTHEAST AND COWBOYS FROM THE 
WILD WEST. WHY? BECAUSE TR WAS AN ARISTOCRATIC-BORN, HARVARD-
EDUCATED NEW YORKER WHO TURNED HIMSELF INTO A REAL-LIFE COWBOY 
AND BIG-GAME HUNTER IN THE DAKOTAS OF THE WEST. HE WAS A STRONG AND 
GENUINE LEADER IN BOTH WORLDS, AND AS A RESULT, HE ATTRACTED BOTH 
KINDS OF PEOPLE. 

VALUES 

PEOPLE ARE ATTRACTED TO LEADERS WHOSE VALUES ARE SIMILAR TO THEIR 
OWN. THINK ABOUT THE PEOPLE WHO FLOCKED TO PRESIDENT JOHN F. 
KENNEDY AFTER HE WAS ELECTED IN 1960. HE WAS A YOUNG IDEALIST WHO 
WANTED TO CHANGE THE WORLD, AND HE ATTRACTED PEOPLE WITH A SIMILAR 
PROFILE. WHEN HE FORMED THE PEACE CORPS AND CALLED PEOPLE TO 
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SERVICE, SAYING, “ASK NOT WHAT YOUR COUNTRY CAN DO FOR YOU; ASK 
WHAT YOU CAN DO FOR YOUR COUNTRY,” THOUSANDS OF YOUNG, IDEALISTIC 
PEOPLE STEPPED FORWARD TO ANSWER THE CHALLENGE. 

It doesn’t matter whether the shared values are positive or negative. Either way, the attraction 
is equally strong. Think about someone like Adolf Hitler. He was a very strong leader (as you 
can judge by his level of influence). But his values were rotten to the core. What kinds of people 
did he attract? Leaders with similar values: Hermann Goering, founder of the Gestapo; Joseph 
Goebbels, a bitter anti-Semite who ran Hitler’s propaganda machine; Reinhard Heydrich, second 
in command of the Nazi secret police, who ordered mass executions of Nazi opponents; and 
Heinrich Himmler, chief of the SS and director of the Gestapo who initiated the systematic 
execution of Jews. They were all strong leaders, and they were all utterly evil men. The Law of 
Magnetism is powerful. Whatever character you possess you will likely find in the people who 
follow you. 

LIFE EXPERIENCE 

LIFE EXPERIENCE IS ANOTHER AREA OF ATTRACTION FOR PEOPLE. FOR 
EXAMPLE, ANYTIME I SPEAK TO A NEW AUDIENCE, I CAN TELL WITHIN THIRTY 
SECONDS WHAT KIND OF SPEAKER THEY ARE USED TO HEARING. IF THEY 
REGULARLY LISTEN TO GIFTED AND ENERGETIC COMMUNICATORS, THEY ARE A 
SHARP AND RESPONSIVE AUDIENCE. YOU CAN SEE IT IN THEIR FACES. THEIR 
SENSE OF EXPECTATION IS HIGH, THEIR BODY LANGUAGE IS POSITIVE, AND 
WHEN YOU GET READY TO SPEAK, THEY HAVE PAPER AND PENCIL READY TO 
TAKE NOTES. BUT IF PEOPLE ARE USED TO A POOR COMMUNICATOR, I FIND 
THAT THEY JUST CHECK OUT MENTALLY. 

LEADERSHIP ABILITY 

FINALLY, THE PEOPLE YOU ATTRACT WILL HAVE LEADERSHIP ABILITY SIMILAR 
TO YOUR OWN. AS I SAID IN DISCUSSING THE LAW OF RESPECT, PEOPLE 
NATURALLY FOLLOW LEADERS STRONGER THAN THEMSELVES. BUT YOU ALSO 
HAVE TO FACTOR IN THE LAW OF MAGNETISM, WHICH STATES THAT WHO YOU 
ARE IS WHO YOU ATTRACT. WHAT THAT MEANS IS THAT IF YOU ARE A 7 WHEN 
IT COMES TO LEADERSHIP, YOU ARE MORE LIKELY TO DRAW 5S AND 6S TO YOU 
THAN 2S AND 3S. THE LEADERS YOU ATTRACT WILL BE SIMILAR IN STYLE AND 
ABILITY TO YOU. 

HISTORY CHANGES COURSE 

A VIVID EXAMPLE OF THE LAW OF MAGNETISM CAN BE SEEN AMONG THE 
MILITARY LEADERS OF THE CIVIL WAR. WHEN THE SOUTHERN STATES 
SECEDED, THERE WERE QUESTIONS ABOUT WHICH SIDE MANY OF THE 
GENERALS WOULD FIGHT FOR. ROBERT E. LEE WAS CONSIDERED THE BEST 
GENERAL IN THE NATION, AND PRESIDENT LINCOLN ACTUALLY OFFERED HIM 
COMMAND OF THE UNION ARMY. BUT LEE WOULD NEVER CONSIDER FIGHTING 
AGAINST HIS NATIVE VIRGINIA. HE DECLINED THE OFFER AND JOINED THE 
CONFEDERACY—AND THE BEST GENERALS IN THE LAND FOLLOWED HIM. 
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If Lee had chosen to lead an army for the Union instead, many other good generals would 
have followed him north. As a result, the war probably would have been much shorter. It might 
have lasted two years instead of five—and hundreds of thousands of lives would have been 
saved. It just goes to show you that the better leader you are, the better leaders you will attract. 
And that has an incredible impact on everything you do. 

How do the people you are currently attracting to your organization or department look to 
you? Are they the strong, capable potential leaders you desire? Or could they be better? 
Remember, their quality does not ultimately depend on a hiring process, a human resources 
department, or even what you consider to be the quality of your area’s applicant pool. It depends 
on you. Who you are is who you attract. That is the Law of Magnetism. 

 

 

THE LAW OF CONNECTION 

LEADERS TOUCH A HEART BEFORE THEY 
ASK FOR A HAND 

I love communicating. It’s one of the joys of my life and one of my passions. Although I’ve 
spent more than thirty years speaking professionally, I’m always looking for ways to grow and 
keep improving in that area. That’s why I try to see first-rate communicators in person when I 
get the chance. For instance, I made a trip to San Jose, California, to see an event sponsored by 
the local chamber of commerce. Speaking that day was an all-star cast of communicators: Mark 
Russell, who used humor so effectively; Mario Cuomo, who infused passion into everything he 
said; the brilliant Malcolm Forbes, whose insight made every subject he talked about seem brand 
new; and Colin Powell, whose confidence gave everyone in the audience security and hope. 
Every one of those communicators was strong and was able to develop an incredible rapport with 
the audience. But as good as they were, none was as good as my favorite. Head and shoulders 
above the rest stood Elizabeth Dole. 

THE AUDIENCE’S BEST FRIEND 

NO DOUBT YOU’VE HEARD OF ELIZABETH DOLE. SHE IS A LAWYER BY TRADE, 
WAS A CABINET MEMBER IN THE REAGAN AND BUSH ADMINISTRATIONS, AND IS 
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NOW THE PRESIDENT OF THE AMERICAN RED CROSS. SHE IS A MARVELOUS 
COMMUNICATOR. HER PARTICULAR GIFT, WHICH SHE DEMONSTRATED IN SAN 
JOSE THAT DAY, WAS MAKING ME AND EVERYONE ELSE IN HER AUDIENCE FEEL 
AS THOUGH SHE WAS REALLY OUR FRIEND. SHE MADE ME GLAD I WAS THERE. 
THE BOTTOM LINE IS THAT SHE REALLY KNOWS HOW TO CONNECT WITH 
PEOPLE. 

In 1996, she demonstrated that ability to the whole country when she spoke at the Republican 
National Convention. If you watched it on television, you know what I’m talking about. When 
Elizabeth Dole walked out into the audience that night, they felt that she was their best friend. 
She was able to develop an amazing connection with them. I also felt that connection, even 
though I was sitting in my living room at home watching her on television. Once she finished her 
talk, I would have followed her anywhere. 

BOB NEVER MADE THE CONNECTION 

ALSO SPEAKING AT THAT CONVENTION WAS BOB DOLE, ELIZABETH’S 
HUSBAND—NOT SURPRISING SINCE HE WAS THE REPUBLICAN NOMINEE FOR 
THE PRESIDENTIAL RACE. ANYONE WHO WATCHED WOULD HAVE OBSERVED A 
REMARKABLE DIFFERENCE BETWEEN THE COMMUNICATION ABILITIES OF THE 
TWO SPEAKERS. WHERE ELIZABETH WAS WARM AND APPROACHABLE, BOB 
APPEARED STERN AND DISTANT. THROUGHOUT THE CAMPAIGN, HE NEVER 
SEEMED TO BE ABLE TO CONNECT WITH THE PEOPLE. 

Many factors come into play in the election of a president of the United States, but not least 
among them is the ability of a candidate to connect with his audience. A lot has been written 
about the Kennedy-Nixon debates of the 1960 election. One of the reasons Kennedy succeeded 
was that he was able to make the television audience feel connected to him. The same kind of 
connection developed between Ronald Reagan and his audiences. And in the 1992 election, Bill 
Clinton worked extremely hard to develop a sense of connection with the American people—to 
do it he even appeared on the talk show Arsenio and played the saxophone. 

I believe Bob Dole is a good man. But I also know he never connected with the people. 
Ironically, after the presidential race was over, he appeared on Saturday Night Live, a show that 
made fun of him during the entire campaign, implying that he was humorless and out of touch. 
On the show Dole came across as relaxed, approachable, and able to make fun of himself. And 
he was a hit with the audience. I can’t help wondering what might have happened if he had done 
more of that early in the campaign. 

THE HEART COMES FIRST 

EFFECTIVE LEADERS KNOW THAT YOU FIRST HAVE TO TOUCH PEOPLE’S HEARTS 
BEFORE YOU ASK THEM FOR A HAND. THAT IS THE LAW OF CONNECTION. ALL 
GREAT COMMUNICATORS RECOGNIZE THIS TRUTH AND ACT ON IT ALMOST 
INSTINCTIVELY. YOU CAN’T MOVE PEOPLE TO ACTION UNLESS YOU FIRST MOVE 
THEM WITH EMOTION. THE HEART COMES BEFORE THE HEAD. 

An outstanding orator and African-American leader of the nineteenth century was Frederick 
Douglass. It’s said that he had a remarkable ability to connect with people and move their hearts 
when he spoke. Historian Lerone Bennett said of Douglass, “He could make people laugh at a 
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slave owner preaching the duties of Christian obedience; could make them see the humiliation of 
a Black maiden ravished by a brutal slave owner; could make them hear the sobs of a mother 
separated from her child. Through him, people could cry, curse, and feel; through him they could 
live slavery.” 

PUBLIC AND PRIVATE CONNECTION 

CONNECTING WITH PEOPLE ISN’T SOMETHING THAT NEEDS TO HAPPEN ONLY 
WHEN A LEADER IS COMMUNICATING TO GROUPS OF PEOPLE. IT NEEDS TO 
HAPPEN WITH INDIVIDUALS. THE STRONGER THE RELATIONSHIP AND 
CONNECTION BETWEEN INDIVIDUALS, THE MORE LIKELY THE FOLLOWER WILL 
WANT TO HELP THE LEADER. THAT IS ONE OF THE MOST IMPORTANT 
PRINCIPLES I’VE TAUGHT MY STAFF OVER THE YEARS. MY STAFF AT SKYLINE 
USED TO GROAN EVERY TIME I WOULD SAY, “PEOPLE DON’T CARE HOW MUCH 
YOU KNOW UNTIL THEY KNOW HOW MUCH YOU CARE,” BUT THEY ALSO KNEW 
THAT IT WAS TRUE. YOU DEVELOP CREDIBILITY WITH PEOPLE WHEN YOU 
CONNECT WITH THEM AND SHOW THAT YOU GENUINELY WANT TO HELP THEM. 

The greatest leaders are able to connect on both levels: with individuals and with an 
audience. A perfect example was Ronald Reagan. His ability to develop rapport with an audience 
is reflected in the nickname he received as president: the Great Communicator. But he also had 
the ability to touch the hearts of the individuals close to him. Former Reagan speechwriter Peggy 
Noonan said that when the president used to return to the White House from long trips and the 
staff heard his helicopter landing on the lawn, everyone would stop working, and staff member 
Donna Elliott would say, “Daddy’s home!” It was an indication of the affection his people felt 
for him. 

You don’t need the charisma of Ronald Reagan to connect with people. You will sometimes 
discover the ability to connect with people where you would least expect to find it. I was 
reminded of that recently as I read about the funeral of Sonny Bono. Though he had succeeded in 
recent years in the world of politics, having served as the mayor of Palm Springs and a member 
of the U.S. House of Representatives, most people remember Bono from his show business days. 
He was hard to take seriously. He wore outrageous clothes. He was always the butt of then wife 
Cher’s jokes, and he couldn’t sing. But the man knew how to connect with others. At his funeral, 
House Speaker Newt Gingrich said of Bono: 

You looked at him and thought to yourself: “This can’t be a famous person.” He smiled, he said 
something, then you thought to yourself: “This can’t be a serious person.” Four jokes and two 
stories later you were pouring your heart out to him, he was helping you solve a problem and you 
began to realize this is a very hard-working, very thoughtful man who covered up a great deal of 
his abilities with his wonderful sense of humor and his desire to make you bigger than him so he 
could serve you, which would then make it easier for you to do something the two of you needed 
to do together. 

Bono understood the Law of Connection. He won people over before he enlisted their help. 
He knew that you have to touch a heart before you ask for a hand. 

CONNECT WITH PEOPLE ONE AT A TIME 
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A KEY TO CONNECTING WITH OTHERS IS RECOGNIZING THAT EVEN IN A GROUP, 
YOU HAVE TO RELATE TO PEOPLE AS INDIVIDUALS. GENERAL NORMAN 
SCHWARZKOPF REMARKED, “I HAVE SEEN COMPETENT LEADERS WHO STOOD IN 
FRONT OF A PLATOON AND ALL THEY SAW WAS A PLATOON. BUT GREAT 
LEADERS STAND IN FRONT OF A PLATOON AND SEE IT AS 44 INDIVIDUALS, EACH 
OF WHOM HAS ASPIRATIONS, EACH OF WHOM WANTS TO LIVE, EACH OF WHOM 
WANTS TO DO GOOD.” 

I’ve had the opportunity to speak to some wonderful audiences during the course of my 
career. The largest have been in stadiums where 60,000 to 70,000 people were in attendance. 
Some of my colleagues who also speak for a living have asked me, “How in the world do you 
speak to that many people?” The secret is simple. I don’t try to talk to the thousands. I focus on 
talking to one person. That’s the only way to connect with people. 

IT’S THE LEADER’S JOB 

SOME LEADERS HAVE PROBLEMS WITH THE LAW OF CONNECTION IS BECAUSE 
THEY BELIEVE THAT CONNECTING IS THE RESPONSIBILITY OF FOLLOWERS. 
THAT IS ESPECIALLY TRUE OF POSITIONAL LEADERS. THEY OFTEN THINK, I’M 
THE BOSS. I HAVE THE POSITION. THESE ARE MY EMPLOYEES. LET THEM COME TO 
ME. BUT SUCCESSFUL LEADERS WHO OBEY THE LAW OF CONNECTION ARE 
ALWAYS INITIATORS. THEY TAKE THE FIRST STEP WITH OTHERS AND THEN 
MAKE THE EFFORT TO CONTINUE BUILDING RELATIONSHIPS. THAT’S NOT 
ALWAYS EASY, BUT IF IT’S IMPORTANT TO THE SUCCESS OF THE 
ORGANIZATION, A LEADER HAS TO DO IT ANYWAY, NO MATTER HOW MANY 
OBSTACLES THERE MIGHT BE. 

I learned this lesson in 1972 when I was faced with a very difficult situation. I was moving to 
Lancaster, Ohio, where I would be taking over the leadership of a church. Before I accepted the 
position, I found out from a friend that the church had just gone through a big battle related to a 
building project. Heading up one of the factions was the number one influencer in the church, a 
man named Jim Butz who was the elected lay leader of the congregation. And I also heard that 
Jim had a reputation for being negative and something of a maverick. He liked to use his 
influence to move the people in directions that didn’t always help the organization. 

Because the previous senior pastor had butted heads with Jim more than a few times, I knew 
my best chance for being successful in leadership there was to make a connection with Jim. So 
the first thing I did when I got there was to make an appointment to meet him in my office. 

Jim was a big man. He was about six feet four inches tall and weighed about 250 pounds—
the kind of guy who could go bear hunting with nothing but a switch. He was very intimidating, 
and he was about sixty-five years old. I, on the other hand, was only twenty-five. When he came 
in, I said, “Jim, I know you’re the influencer in this church, and I want you to know that I’ve 
decided I’m going to do everything in my power to build a good relationship with you. I’d like to 
meet with you every Tuesday for lunch at the Holiday Inn to talk through issues. While I’m the 
leader here, I’ll never take any decision to the people without first discussing it with you. I really 
want to work with you. 

“But I also want you to know that I’ve heard you’re a very negative person,” I said, “and that 
you like to fight battles. If you decide to work against me, I’ll guess we’ll just have to be on 
opposite sides. And because you have so much influence, I know you’ll win most of the time in 
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the beginning. But I’m going to develop relationships with people and draw new people to this 
church, and someday, I’ll have greater influence than you. 

“But I don’t want to battle you,” I continued. “You’re sixty-five years old right now. Let’s 
say you’ve got another ten to fifteen years of good health and productivity ahead of you. If you 
want, you can make these years your very best and make your life count. We can do a lot of great 
things together at this church, but the decision is yours.” 

When I finished, Jim didn’t say a word. He got up from his seat, walked into the hall, and 
stopped to take a drink at the water fountain. I followed him out and waited. After a long time, he 
stood up straight and turned around. When he did, I could see that tears were rolling down his 
cheeks. And then he gave me a great big bear hug and said, “You can count on me to be on your 
side.” 

And Jim did get on my side. As it turned out, he did live about another ten years, and because 
he was willing to help me, we accomplished some positive things together at that church. But it 
never would have happened if I hadn’t had the courage to try to make a connection with him that 
first day in my office. 

THE TOUGHER THE CHALLENGE, THE 
GREATER THE CONNECTION 

NEVER UNDERESTIMATE THE POWER OF BUILDING RELATIONSHIPS WITH 
PEOPLE BEFORE ASKING THEM TO FOLLOW YOU. IF YOU’VE EVER STUDIED THE 
LIVES OF NOTABLE MILITARY COMMANDERS, YOU HAVE PROBABLY NOTICED 
THAT THE BEST ONES PRACTICED THE LAW OF CONNECTION. I ONCE READ THAT 
DURING WORLD WAR I IN FRANCE, GENERAL DOUGLAS MACARTHUR TOLD A 
BATTALION COMMANDER BEFORE A DARING CHARGE, “MAJOR, WHEN THE 
SIGNAL COMES TO GO OVER THE TOP, I WANT YOU TO GO FIRST, BEFORE YOUR 
MEN. IF YOU DO, THEY’LL FOLLOW.” THEN MACARTHUR REMOVED THE 
DISTINGUISHED SERVICE CROSS FROM HIS UNIFORM AND PINNED IT ON THE 
MAJOR. HE HAD, IN EFFECT, AWARDED HIM FOR HEROISM BEFORE ASKING HIM 
TO EXHIBIT IT. AND OF COURSE, THE MAJOR LED HIS MEN, THEY FOLLOWED HIM 
OVER THE TOP, AND THEY ACHIEVED THEIR OBJECTIVE. 

Not all military examples of the Law of Connection are quite so dramatic. For example, it’s 
said that Napoleon made it a practice to know every one of his officers by name and to remember 
where they lived and which battles they had fought with him. Robert E. Lee was known to visit 
the men in their campsites the night before any major battle. Often he met the next day’s 
challenges without having slept. More recently, I read about how Norman Schwarzkopf often 
found ways of connecting with his troops. On Christmas in 1990 during the Persian Gulf War, he 
spent the day among the men and women who were so far away from their families. In his 
autobiography, he says, 

I started at Lockheed Village … Some [troops] had already sat down to dinner, though it was only 
noon, because they were eating in shifts. I shook a lot of hands. Next I went back out to the Escan 
Village, where there were three huge mess halls in tents. At the first a long line of troops 
stretched out the entryway. I shook hands with everyone in the line, went behind the serving 
counter to greet the cooks and helpers, and worked my way through the mess hall, hitting every 
table, wishing everyone Merry Christmas. Then I went into the second and third dining facilities 
and did the same thing. I came back to the first mess tent and repeated the exercise, because by 
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this time there was an entirely new set of faces. Then I sat down with some of the troops and had 
my dinner. In the course of four hours, I must have shaken four thousand hands. 

Schwarzkopf didn’t have to do that, but he did. He used one of the most effective methods 
for connecting with others, something I call walking slowly through the crowd. It may sound 
corny, but it’s really true: People don’t care how much you know until they know how much you 
care. 

THE RESULT OF CONNECTION 

WHEN A LEADER HAS DONE THE WORK TO CONNECT WITH HIS PEOPLE, YOU 
CAN SEE IT IN THE WAY THE ORGANIZATION FUNCTIONS. AMONG EMPLOYEES 
THERE ARE INCREDIBLE LOYALTY AND A STRONG WORK ETHIC. THE VISION OF 
THE LEADER BECOMES THE ASPIRATION OF THE PEOPLE. THE IMPACT IS 
INCREDIBLE. 

You can also see the results in other ways. On Boss’s Day in 1994, a full-page ad appeared in 
USA Today. It was contracted and paid for by the employees of Southwest Airlines, and it was 
addressed to Herb Kelleher, the company’s CEO: 

Thanks, Herb 
For remembering every one of our names. 
For supporting the Ronald McDonald House. 
For helping load baggage on Thanksgiving. 
For giving everyone a kiss (and we mean everyone). 
For listening. 
For running the only profitable major airline. 
For singing at our holiday party. 
For singing only once a year. 
For letting us wear shorts and sneakers to work. 
For golfing at The LUV Classic with only one club. 
For outtalking Sam Donaldson. 
For riding your Harley Davidson into Southwest Headquarters. 
For being a friend, not just a boss. 
Happy Boss’s Day from Each One of Your 16,000 Employees 

A display of affection like that occurs only when a leader has worked hard to connect with his 
people. 

Don’t ever underestimate the importance of building relational bridges between yourself and 
the people you lead. There’s an old saying: To lead yourself, use your head; to lead others, use 
your heart. That’s the nature of the Law of Connection. Always touch a person’s heart before 
you ask him for a hand. 
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THE LAW OF THE INNER CIRCLE 

A LEADER’S POTENTIAL IS DETERMINED BY 
THOSE CLOSEST TO HIM 

In 1981, I received a marvelous offer. I was working as an executive director at Wesleyan World 
Headquarters when I was given the opportunity to become the leader of the largest church in the 
Wesleyan denomination. The name of the church was Skyline, and it was located in the San 
Diego, California, area. 

The church had a great history. It had been founded in the 1950s by a wonderful man named 
Orval Butcher, and he was retiring after serving there for twenty-seven years. Dr. Butcher had 
touched the lives of thousands of people with his leadership, and the church had a strong, 
nationally recognized reputation. It was a good church, but it did have one problem. It had not 
grown in years. After making it to a little more than one thousand members, it had reached a 
plateau. 

The first time I flew out to talk with the board, I knew that Skyline was the place I was 
supposed to be. I immediately called and told my wife, Margaret, that we should start packing 
and preparing for a move. And as soon as they offered me the job, off we went with our two kids 
to San Diego. 

As we drove across country, I began thinking about the task ahead. I was really looking 
forward to the challenge of taking Skyline to a new level. After we arrived, I met with each of 
the staff members to assess individual abilities. Almost immediately I discovered why the church 
had flat-lined. The staff were good people, but they weren’t strong leaders. No matter what I did 
with them, they would never be able to take the organization to the place we needed to go. You 
see, every leader’s potential is determined by the people closest to him. If those people are 
strong, then the leader can make a huge impact. If they are weak, he can’t. That is the Law of the 
Inner Circle. 

THREE PHASES TO NEW GROWTH 

THE TASK THAT LAY AHEAD OF ME WAS CLEAR. I NEEDED TO REMOVE THE 
WEAK LEADERS I POSSESSED AND BRING IN BETTER ONES. THAT WAS THE ONLY 
WAY I WOULD BE ABLE TO TURN THE SITUATION AROUND. MENTALLY, I 
DIVIDED THE PEOPLE INTO THREE GROUPS ACCORDING TO THEIR ABILITY TO 
LEAD AND DELIVER RESULTS. THE FIRST GROUP I WANTED TO DEAL WITH WAS 
THE BOTTOM THIRD, THE STAFF CONTRIBUTING LEAST TO THE ORGANIZATION. I 
KNEW I COULD DISMISS THEM RIGHT AWAY BECAUSE THE IMPACT OF THEIR 
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DEPARTURE COULD BE NOTHING BUT POSITIVE. I IMMEDIATELY REPLACED 
THEM WITH THE BEST PEOPLE I COULD FIND. 

I then began working on the middle third. One by one, as I found good leaders from outside 
the organization, I brought them in and let go the weakest of the existing staff. It took me another 
year to process out the old middle group. By the end of three years, I had completely cleaned 
house, leaving only two on staff out of the original group. And because the inner circle had gone 
to a new level, the organization was able to go to a new level. On the new staff, even the weakest 
of the new people were stronger than all the old ones I had let go. 

The staff continued to grow in strength. I developed the people to make them better leaders. 
And anytime a staff member left, I searched for someone even better as a replacement. As a 
result, the impact on Skyline was incredible. Almost as soon as I made the initial staff changes in 
1981, we started growing again. In fewer than ten years, the church became three times the size it 
had been when I started. And the annual budget, which was $800,000 when I arrived, grew to 
more than $5 million a year. 

The growth and success we experienced at Skyline were due to the Law of the Inner Circle. 
When we had the right staff, our potential skyrocketed. And in 1995 when I left, other leaders 
from around the country sought to hire my key staff members for their own organizations. They 
recognized the power of the Law of the Inner Circle and wanted to hire the very best they could 
find to boost their potential. 

 

EVERY ORGANIZATION HAS AN INNER 
CIRCLE 

LOOK AT AN ORGANIZATION IN JUST ABOUT ANY PROFESSION AND YOU CAN 
SEE THE LAW OF THE INNER CIRCLE AT WORK. FOR EXAMPLE, IN 1997 
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BASEBALL’S FLORIDA MARLINS ASSEMBLED AN AWESOME GROUP OF PLAYERS 
TOGETHER AS A TEAM. WHAT WAS THE RESULT? THEY WON THE WORLD SERIES. 
BUT ONCE THEIR CHAMPIONSHIP SEASON WAS OVER, THEY BEGAN 
DISMANTLING THE TEAM. IT WAS A “FIRE SALE” SIMILAR TO THE ONE THAT THE 
SAN DIEGO PADRES MANAGEMENT HELD IN THE EARLY 1990S BEFORE THEIR 
TEAM WAS SOLD. THE RESULT IN FLORIDA WILL BE THE SAME AS IT WAS IN SAN 
DIEGO. WITHOUT THEIR KEY PLAYERS, THEIR INNER CIRCLE, THE MARLINS WILL 
FALL INTO THE RANKS OF THE MEDIOCRE. THE POTENTIAL OF THE LEADER—
ALONG WITH THE POTENTIAL OF THE WHOLE ORGANIZATION—IS DETERMINED 
BY THOSE CLOSEST TO HIM. 

Knowing what I do about the impact of the Law of the Inner Circle, I am amazed when I 
meet people who continue to hold up the Lone Ranger as their model for leadership. One of the 
best illustrations of how unrealistic that ideal of leadership really is can be found in American 
Spirit by Lawrence Miller: 

Problems are always solved in the same way. The Lone Ranger and his faithful Indian companion 
… come riding into town. The Lone Ranger, with his mask and mysterious identity, background, 
and life-style, never becomes intimate with those whom he will help. His power is partly in his 
mystique. Within ten minutes the Lone Ranger has understood the problem, identified who the 
bad guys are, and has set out to catch them. He quickly outwits the bad guys, draws his gun, and 
has them behind bars. And then there was always that wonderful scene at the end [where] the 
helpless victims are standing in front of their ranch or in the town square marveling at how 
wonderful it is now that they have been saved. 

That’s baloney. There are no Lone Ranger leaders. Think about it: If you’re alone, you’re not 
leading anybody, are you? 

Leadership expert Warren Bennis was right when he maintained, “The leader finds greatness 
in the group, and he or she helps the members find it in themselves.” Think of any highly 
effective leader, and you will find someone who surrounded himself with a strong inner circle. 
My friend Joseph Fisher reminded me of that as he talked about the impact of evangelist Billy 
Graham. His success has come as the result of a fantastic inner circle: Ruth Bell Graham, Grady 
Wilson, Cliff Barrows, and George Beverly Shea. They made him better than he ever would have 
been alone. You could say the same thing of two-term President Ronald Reagan. He was 
successful because he surrounded himself with good people. 

THE BEST DON’T ALWAYS DO THE BEST 

AT A CONFERENCE WHERE I WAS TEACHING THE LAW OF THE INNER CIRCLE, A 
MAN NAMED ASHLEY RANDALL OF WOODBINE, GEORGIA, CAME UP TO ME 
DURING A BREAK AND SAID, “JOHN, YOU’RE RIGHT ABOUT THE POWER OF 
ASSOCIATION WITH GOOD PEOPLE. I BICYCLE A LOT, AND I FOLLOW THE 
WORLD-CLASS RACERS. IN ENDURANCE BICYCLE RACES LIKE THE TOUR DE 
FRANCE, THE WINNER IS ALMOST ALWAYS THE PERSON WHO IS RACING WITH 
THE STRONGEST TEAM. THEY AREN’T THE FIRST TO FINISH EVERY DAY, BUT 
THEY ARE ALWAYS IN THE FIRST PACK TO FINISH EACH DAY. 

“I’ve also found that to be true myself,” he said. “I’ve competed in a couple of triathlons, and 
I can testify that I swim, bike, and run better on the day of the race than I do any other day of 
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training. It’s because I am surrounded by people who are swimming, biking, and running at a 
higher level and doing it with me.” 

You can tell when a leader has mastered the Law of the Inner Circle. For example, Jack 
Welch, chairman and CEO of General Electric, doesn’t leave to chance the formation of the top 
inner circles within his organization. Since assuming leadership of GE in 1981, he has personally 
given his okay to every general manager’s circle of executives—that’s five hundred positions in 
all. 

THE VALUE OF RAISING UP THE RIGHT 
PEOPLE IN YOUR INNER CIRCLE 

UNDER THE BEST CIRCUMSTANCES, A LEADER SHOULD TRY TO RAISE UP 
PEOPLE FOR HIS INNER CIRCLE FROM WITHIN HIS ORGANIZATION. OF COURSE, 
THAT’S NOT ALWAYS POSSIBLE, AS MY STORY FROM SKYLINE SHOWS. BUT YOU 
CAN’T BEAT THE SATISFACTION AND REWARDS OF BRINGING UP MEN AND 
WOMEN FROM THE “FARM TEAM.” 

Hewlett-Packard manager Ned Barnholt believes there are three groups of people in an 
organization when it comes to their response to leadership and its impact: (1) those who get it 
almost immediately and they’re off and running with it; (2) those who are skeptical and not sure 
what to do with it; and (2) another third who start out negative and hope it will go away. “I used 
to spend most of my time with those who were the most negative,” says Barnholt, “trying to 
convince them to change. Now I spend my time with the people in the first [group]. I’m 
investing in my best assets” That attitude pays rich dividends in the future. 

You may be wondering where you should be spending your time in your organization. You 
should try to bring five types of people into your inner circle. All of them can add tremendous 
value to you and your organization. 

1. POTENTIAL VALUE—THOSE WHO RAISE UP THEMSELVES. 

THE FIRST ABILITY THAT EVERY LEADER MUST HAVE IS THE ABILITY TO LEAD 
AND MOTIVATE HIMSELF. ALWAYS KEEP YOUR EYES OPEN FOR PEOPLE WITH 
POTENTIAL. 

2. POSITIVE VALUE—THOSE WHO RAISE MORALE IN THE 
ORGANIZATION. 

HERE IS AN OLD POEM BY ELLA WHEELER WILCOX THAT MY MOTHER USED TO 
RECITE TO ME: 

There are two kinds of people on earth today, 
Just two kinds of people, no more, I say. 
Not the good and the bad, for ’tis well understood 
That the good are half-bad and the bad are half-good. 
No! The two kinds of people on earth I mean 
Are the people who lift and the people who lean. 

People who are able to lift up others and boost the morale in an organization are invaluable, 
and they are always a tremendous asset to a leader’s inner circle. 
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3. PERSONAL VALUE—THOSE WHO RAISE UP THE LEADER 

A FRIEND ONCE TOLD ME, “IT’S LONELY AT THE TOP, SO YOU HAD BETTER 
KNOW WHY YOU’RE THERE.” IT’S TRUE THAT LEADERS CARRY A HEAVY LOAD. 
WHEN YOU’RE OUT FRONT, YOU CAN BE AN EASY TARGET. BUT YOU DON’T 
HAVE TO GO IT ALONE. THAT’S WHY I SAY, “IT’S LONELY AT THE TOP, SO YOU’D 
BETTER TAKE SOMEONE WITH YOU.” WHO COULD BE BETTER THAN SOMEONE 
WHO LIFTS YOU UP, NOT AS A YES-MAN, BUT AS A SOLID SUPPORTER AND 
FRIEND? SOLOMON OF ANCIENT ISRAEL RECOGNIZED THIS TRUTH: “AS IRON 
SHARPENS IRON, FRIENDS SHARPEN THE MINDS OF EACH OTHER.” SEEK FOR 
YOUR INNER CIRCLE PEOPLE WHO HELP YOU IMPROVE. 

4. PRODUCTION VALUE—THOSE WHO RAISE UP OTHERS 

RADIO COMEDIAN FRED ALLEN SAID ABOUT TELEVISION HOST ED SULLIVAN, 
“HE’LL BE AROUND AS LONG AS OTHER PEOPLE HAVE TALENT.” THOUGH HE 
SAID IT AS A JOKE, THERE WAS A LOT OF WISDOM IN HIS COMMENT. SULLIVAN 
HAD AN EYE FOR TALENT AND WAS A MASTER AT ATTRACTING TALENTED 
PEOPLE TO HIS SHOW. MANY STAND-UP COMICS AND MUSICAL GROUPS WHO 
BECAME FAMOUS IN THE 1960S CAN TRACE THE BEGINNING OF THEIR SUCCESS 
BACK TO AN APPEARANCE ON THE ED SULLIVAN SHOW. FOR YOUR INNER 
CIRCLE, VALUE PEOPLE CAPABLE OF RAISING UP OTHERS. 

5. PROVEN VALUE—THOSE WHO RAISE UP PEOPLE WHO RAISE UP 
OTHER PEOPLE 

THE GREATEST VALUE TO ANY LEADER IS SOMEONE WHO CAN RAISE UP OTHER 
LEADERS. THAT PRODUCES MULTIGENERATIONAL LEADERSHIP. (THE POWER OF 
THIS CAN BE SEEN IN THE LAW OF EXPLOSIVE GROWTH.) 

NEVER STOP IMPROVING YOUR INNER 
CIRCLE 

IN MY BOOK DEVELOPING THE LEADER WITHIN YOU, I WROTE ABOUT HOW I 
REVIEWED MY LIFE WHEN I TURNED FORTY. I HAD THE DESIRE TO KEEP GOING 
TO A HIGHER LEVEL AND TO MAKE A GREATER IMPACT, BUT I REALIZED THAT I 
HAD LEVERAGED MY TIME AS MUCH AS I POSSIBLY COULD, AND IT WOULD 
HAVE BEEN IMPOSSIBLE TO SHARPEN THE FOCUS ON MY PRIORITIES ANY MORE 
THAN IT ALREADY WAS. IN OTHER WORDS, I COULD NOT WORK HARDER OR 
SMARTER. THAT LEFT ME ONLY ONE CHOICE: LEARNING TO WORK THROUGH 
OTHERS. THAT’S THE DAY I TRULY UNDERSTOOD THE LAW OF THE INNER 
CIRCLE. SINCE THEN, I HAVE BEEN COMMITTED TO CONTINUALLY DEVELOPING 
MY INNER CIRCLE. I HIRE THE BEST STAFF I CAN FIND, DEVELOP THEM AS MUCH 
AS I CAN, AND HAND OFF EVERYTHING I POSSIBLY CAN. 

In 1994, I discovered one of the key members of my inner circle. At the time, INJOY 
Stewardship Services (ISS), the second company I founded, was about two years old, and it 
wasn’t doing all that well. It was succeeding in fulfilling its mission of capital campaign 
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consulting, but it wasn’t growing fast enough, and as a result, it was losing money. It needed a 
really good leader. Dick Peterson, the president of my first company, already had his hands full 
with INJOY. And I didn’t have the time to lead it myself, with my heavy speaking schedule, a 
church of 3,500 (including a staff of forty), and a family with two kids in high school. 

At that time, I decided to go to Seattle to seek advice from Dave Sutherland, an IBM 
executive with a remarkable marketing background, an intuitive leadership ability, and one of the 
finest strategic minds I’ve ever encountered. I already knew Dave casually, and he had some 
experience interacting with ISS, so he was willing to sit down and talk to me as a favor to a 
friend. Several weeks prior to the meeting, I filled him in on everything I thought he needed to 
know, and I asked him to think about what he would do if he were the one trying to take the 
company to the next level. 

As we sat down in my hotel room in Seattle, he started to lay out an incredible strategy for 
ISS. He believed in our mission because we had helped his church and pastor earlier that year. 
And he knew exactly what it would take to move the company to the next level. After about 
thirty minutes, that’s when it hit me. Dave is the guy who can do it. 

“Dave,” I said, “I want to hire you to run ISS.” Dave ignored me and kept communicating the 
plan to me. About an hour later, I told him again, “Dave, I want to hire you.” Again, he ignored 
me and kept telling Dick and me his plan. Finally, after we had been at it about four hours, I told 
him again. I said, “Dave, didn’t you hear me? I’m telling you that I want to hire you to be the 
president of ISS. Why are you ignoring me?” 

At that point, he took my request seriously. I realized that I didn’t have much to offer Dave. 
He was one of the top guys in the country for IBM in its marketing area. And all I had was a 
small company and a dream. But because of the Law of the Inner Circle, I knew that my 
potential and that of my organizations would skyrocket if Dave became a part of my team. When 
I offered to give him my ISS salary if he came on board, he finally realized how serious I was. 
And though it meant taking a big pay cut, Dave took the job. 

Today, ISS is the fastest growing company of its type and the second largest capital 
campaign consulting firm in the United States. It has gone to a whole new level, thanks to Dave 
Sutherland. And not only that, Dave brings his strategic thinking and marketing savvy to the 
table for all four of my companies. 

Dave Sutherland is only one of a dozen or so key players that I’ve added to my inner circle. 
I’ve been strategically building that group for more than ten years—ever since my fortieth 
birthday. Dave is joined by INJOY President Dick Peterson and longtime colleagues Dan 
Reiland and Tim Elmore, who feel like my right and left hands when it comes to creating 
resources for leaders. The three of them have been with me for well over a decade. Other more 
recent additions include Ron McManus and Chris Fryer, my other two company presidents. My 
assistant, Linda Eggers, does the impossible with my calendar and organizational needs every 
day, while Charlie Wetzel, my writer, makes it possible for me to keep producing books despite 
my demanding schedule. Up-and-coming leaders like young managers Dave Johnson, Kevin 
Small, and Larry Figueroa are also helping INJOY make an incredible impact. And of course, I 
can’t forget my good buddy Jim Dornan, my brother, Larry Maxwell, and my best friend in the 
whole world, Margaret, my wife. 

Lee Iacocca says that success comes not from what you know, but from who you know and 
how you present yourself to each of those people. There is a lot of truth in that. I must say that 
I’m blessed with an incredible team. But I’m not finished yet. I’ll continue building and adding 
good people for another decade and longer. You see, I know I have more potential that I haven’t 
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yet reached, and if I want someday to get there, I’ve got to surround myself with the best people 
possible. That’s the only way it will ever happen. That’s the Law of the Inner Circle. 

 

 

THE LAW OF EMPOWERMENT 

ONLY SECURE LEADERS GIVE POWER TO 
OTHERS 

Just about everybody has heard of Henry Ford. He was the revolutionary innovator in the 
automobile industry and a legend in American business history. In 1903, he cofounded the Ford 
Motor Company with the belief that the future of the automobile lay in putting it within the reach 
of the average American. Ford said, 

I will build a motorcar for the multitude. It will be large enough for the family but small enough 
for the individual to run and care for. It will be constructed of the best materials, by the best men 
to be hired, after the simplest designs that modern engineering can devise. But it will be so low in 
price that no man making a good salary will be unable to own one—and enjoy with his family the 
blessings of hours of pleasure in God’s great open spaces. 

Henry Ford carried out that vision with the Model T, and it changed the face of twentieth-
century American life. By 1914, Ford was producing nearly 50 percent of all automobiles in the 
United States. The Ford Motor Company looked like an American success story. 

A LESS-KNOWN CHAPTER OF THE STORY 

HOWEVER, ALL OF FORD’S STORY IS NOT ABOUT POSITIVE ACHIEVEMENT, AND 
ONE OF THE REASONS WAS THAT HE DIDN’T EMBRACE THE LAW OF 
EMPOWERMENT. HENRY FORD WAS SO IN LOVE WITH HIS MODEL T THAT HE 
NEVER WANTED TO CHANGE OR IMPROVE IT—NOR DID HE WANT ANYONE ELSE 
TO TINKER IT. ONE DAY WHEN A GROUP OF HIS DESIGNERS SURPRISED HIM BY 
PRESENTING HIM WITH THE PROTOTYPE OF AN IMPROVED MODEL, FORD RIPPED 
ITS DOORS OFF THE HINGES AND PROCEEDED TO DESTROY THE CAR WITH HIS 
BARE HANDS. 
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For almost twenty years, the Ford Motor Company offered only one design, the Model T, 
which Ford had personally developed. It wasn’t until 1927 that he finally—grudgingly—agreed 
to offer a new car to the public. The company produced the Model A, but it was incredibly far 
behind its competitors in technical innovations. Despite its early head start and the incredible 
lead over its competitors, the Ford Motor Company’s market share kept shrinking. By 1931, it 
was down to only 28 percent. 

Henry Ford was the antithesis of an empowering leader. He always seemed to undermine his 
leaders and look over the shoulders of his people. He even created a sociological department 
within Ford Motor Company to check up on his employees and direct their private lives. And as 
time went by, he became more and more eccentric. He once went into his accounting office and 
tossed the company’s books into the street, saying, “Just put all the money we take in in [sic] a 
big barrel and when a shipment of material comes in reach into the barrel and take out enough 
money to pay for it.” He also devoted more and more of his time and money to pet projects, such 
as growing and experimenting with hundreds of varieties of soybeans. 

Perhaps Ford’s most peculiar dealings were with his executives, especially his son Edsel. The 
younger Ford had worked at the company since he was a boy. As Henry became more eccentric, 
Edsel worked harder to keep the company going. If it weren’t for Edsel, the Ford Motor 
Company probably would have gone out of business in the 1930s. Henry eventually gave Edsel 
the presidency of the company and publicly said that Ford Motor Company’s future looked 
bright with his leadership. Yet at the same time he undermined him and backed other leaders 
within the organization. Anytime a promising leader rose up in the company, Henry tore him 
down. As a result, the company kept losing its most promising executives. The few who stayed 
did so because of Edsel. They figured that someday old Henry would die, and Edsel would 
finally take over and set things right. But that’s not what happened. In 1943, Edsel died at age 
forty-nine. 

ANOTHER HENRY FORD 

EDSEL’S OLDEST SON, THE TWENTY-SIX-YEAR-OLD HENRY FORD II, QUICKLY 
LEFT THE NAVY SO THAT HE COULD RETURN TO DEARBORN, MICHIGAN, AND 
TAKE OVER THE COMPANY. AT FIRST, HE FACED OPPOSITION FROM HIS 
GRANDFATHER’S ENTRENCHED FOLLOWERS. BUT WITHIN TWO YEARS, HE 
GATHERED THE SUPPORT OF SEVERAL KEY PEOPLE, RECEIVED THE BACKING OF 
THE BOARD OF DIRECTORS (HIS MOTHER CONTROLLED 41 PERCENT OF FORD 
MOTOR COMPANY’S STOCK), AND CONVINCED HIS GRANDFATHER TO STEP 
DOWN SO THAT HE COULD BECOME PRESIDENT IN HIS PLACE. 

Young Henry was taking over a company that hadn’t made a profit in fifteen years. At that 
time, it was losing $1 million a day! The young president knew he was in over his head, so he 
began looking for leaders. Fortunately, the first group actually approached him. It was a team of 
ten men, headed by Colonel Charles “Tex” Thornton, who had decided they wanted to work 
together following their service at the War Department during World War II. Their contribution 
to Ford Motor Company was substantial. In the years to come, the group produced six company 
vice presidents and two presidents. 

The second influx of leadership came with the entrance of Ernie Breech, an experienced 
General Motors executive and the former president of Bendix Aviation. Young Henry hired him 
to be Ford’s executive vice president. Although Breech held a position second to Henry’s, the 
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expectation was that he would take command and turn the company around. And he did. Breech 
quickly brought in more than 150 outstanding executives from General Motors, and by 1949, 
Ford Motor Company was on a roll again. In that year, the company sold more than a million 
Fords, Mercurys, and Lincolns—the best sales since the Model A. 

WHO’S THE BOSS? 

IF HENRY FORD II HAD LIVED BY THE LAW OF EMPOWERMENT, THE FORD 
MOTOR COMPANY MIGHT HAVE GROWN ENOUGH TO EVENTUALLY OVERTAKE 
GENERAL MOTORS AND BECOME THE NUMBER ONE CAR COMPANY AGAIN. BUT 
ONLY SECURE LEADERS ARE ABLE TO GIVE POWER TO OTHERS. HENRY FELT 
THREATENED. THE SUCCESS OF TEX THORNTON, ERNIE BREECH, AND LEWIS 
CRUSOE, A LEGENDARY GM EXECUTIVE BREECH HAD BROUGHT INTO THE 
COMPANY, MADE HENRY WORRY ABOUT HIS OWN PLACE AT FORD. HIS 
POSITION WAS BASED NOT ON INFLUENCE BUT ON HIS NAME AND HIS FAMILY’S 
CONTROL OF COMPANY STOCK. 

So Henry began pitting one top executive against another. He would invite Thornton to his 
office and encourage him to criticize fellow executive Crusoe. After a while, Crusoe got fed up 
with Thornton’s insubordination and demanded that Breech fire him, which he did. Then Ford 
started backing Crusoe, who worked for Breech. Ford biographers Peter Collier and David 
Horowitz described the second Henry Ford’s method this way: 

Henry’s instinct for survival manifested itself as craftiness combined with a kind of weakness. He 
had endowed Crusoe with the power to do virtually what ever he wished. By withdrawing his 
grace from Breech and bestowing it on his lieutenant, he had made antagonists of the two men 
most vital to Ford’s success. While Henry had lost confidence in Breech, however, he had left 
him officially in charge because this increased his own maneuverability. And, as Crusoe’s official 
superior, Breech could be useful if Henry wanted to keep Crusoe in check. 

This became a pattern in the leadership of Henry Ford II. Anytime an executive gained power 
and influence, Henry undercut the person’s authority by moving him to a position with less clout, 
supporting the executive’s subordinates, or publicly humiliating him. This continued all the days 
Henry II was at Ford. As one Ford president, Lee Iacocca, commented after leaving the 
company, “Henry Ford, as I would learn firsthand, had a nasty habit of getting rid of strong 
leaders.” 

IF YOU CAN’T LEAD ’EM … 

IACOCCA SAID THAT HENRY FORD II ONCE DESCRIBED HIS LEADERSHIP 
PHILOSOPHY TO HIM, YEARS BEFORE IACOCCA HIMSELF BECAME ITS TARGET. 
FORD SAID, “IF A GUY WORKS FOR YOU, DON’T LET HIM GET TOO 
COMFORTABLE. DON’T LET HIM GET COZY OR SET IN HIS WAYS. ALWAYS DO 
THE OPPOSITE OF WHAT HE EXPECTS. KEEP YOUR PEOPLE ANXIOUS AND OFF-
BALANCE.” 

Both Henry Fords failed to abide by the Law of Empowerment. Rather than finding leaders, 
building them up, giving them resources, authority, and responsibility, and then turning them 
loose to achieve, they alternately encouraged and undermined their best people because of their 

Encoded by: Dhon Reyes NOT FOR SALE!      78/135 
      tagapayo@gmail.com 



own insecurity. But if you want to be successful as a leader, you have to be an empowerer. 
Theodore Roosevelt realized that, “the best executive is the one who has sense enough to pick 
good men to do what he wants done, and the self-restraint enough to keep from meddling with 
them while they do it.” 

BARRIERS TO EMPOWERMENT 

LEADERSHIP ANALYSTS LYNNE MCFARLAND, LARRY SENN, AND JOHN 
CHILDRESS AFFIRM THAT “THE EMPOWERMENT LEADERSHIP MODEL SHIFTS 
AWAY FROM ‘POSITION POWER’ WHERE ALL PEOPLE ARE GIVEN LEADERSHIP 
ROLES SO THEY CAN CONTRIBUTE TO THEIR FULLEST CAPACITY.” ONLY 
EMPOWERED PEOPLE CAN REACH THEIR POTENTIAL. WHEN A LEADER CAN’T OR 
WON’T EMPOWER OTHERS, HE CREATES BARRIERS WITHIN THE ORGANIZATION 
THAT PEOPLE CANNOT OVERCOME. IF THE BARRIERS REMAIN LONG ENOUGH, 
THEN THE PEOPLE GIVE UP, OR THEY MOVE TO ANOTHER ORGANIZATION 
WHERE THEY CAN MAXIMIZE THEIR POTENTIAL. 

Why do some leaders violate the Law of Empowerment? Consider some common reasons: 

DESIRE FOR JOB SECURITY 

THE NUMBER ONE ENEMY OF EMPOWERMENT IS THE DESIRE FOR JOB SECURITY. 
A WEAK LEADER WORRIES THAT IF HE HELPS SUBORDINATES, HE WILL BECOME 
DISPENSABLE. BUT THE TRUTH IS THAT THE ONLY WAY TO MAKE YOURSELF 
INDISPENSABLE IS TO MAKE YOURSELF DISPENSABLE. IN OTHER WORDS, IF YOU 
ARE ABLE TO CONTINUALLY EMPOWER OTHERS AND HELP THEM DEVELOP SO 
THAT THEY BECOME CAPABLE OF TAKING OVER YOUR JOB, YOU WILL BECOME 
SO VALUABLE TO THE ORGANIZATION THAT YOU BECOME INDISPENSABLE. 
THAT’S A PARADOX OF THE LAW OF EMPOWERMENT. 

RESISTANCE TO CHANGE 

NOBEL PRIZE-WINNING AUTHOR JOHN STEINBECK ASSERTED, “IT IS THE NATURE 
OF MAN AS HE GROWS OLDER TO PROTEST AGAINST CHANGE, PARTICULARLY 
CHANGE FOR THE BETTER.” BY ITS VERY NATURE, EMPOWERMENT BRINGS 
CONSTANT CHANGE BECAUSE IT ENCOURAGES PEOPLE TO GROW AND 
INNOVATE. CHANGE IS THE PRICE OF PROGRESS. 

LACK OF SELF-WORTH 

MANY PEOPLE GAIN THEIR PERSONAL VALUE AND ESTEEM FROM THEIR WORK 
OR POSITION. THREATEN TO CHANGE EITHER OF THEM, AND YOU THREATEN 
THEIR SELF-WORTH. ON THE OTHER HAND, AUTHOR BUCK ROGERS SAYS, “TO 
THOSE WHO HAVE CONFIDENCE IN THEMSELVES, CHANGE IS A STIMULUS 
BECAUSE THEY BELIEVE ONE PERSON CAN MAKE A DIFFERENCE AND 
INFLUENCE WHAT GOES ON AROUND THEM. THESE PEOPLE ARE THE DOERS AND 
MOTIVATORS.” THEY ARE ALSO THE EMPOWERERS. 
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LEADING BY LIFTING UP OTHERS 

ONLY SECURE LEADERS ARE ABLE TO GIVE THEMSELVES AWAY. MARK TWAIN 
ONCE REMARKED THAT GREAT THINGS CAN HAPPEN WHEN YOU DON’T CARE 
WHO GETS THE CREDIT. BUT YOU CAN TAKE THAT A STEP FARTHER. I BELIEVE 
THE GREATEST THINGS HAPPEN ONLY WHEN YOU GIVE OTHERS THE CREDIT. 
THAT’S THE LAW OF EMPOWERMENT IN ACTION. ONE-TIME VICE PRESIDENTIAL 
CANDIDATE ADMIRAL JAMES B. STOCKDALE DECLARED, “LEADERSHIP MUST BE 
BASED ON GOODWILL … IT MEANS OBVIOUS AND WHOLEHEARTED 
COMMITMENT TO HELPING FOLLOWERS … WHAT WE NEED FOR LEADERS ARE 
MEN OF HEART WHO ARE SO HELPFUL THAT THEY, IN EFFECT, DO AWAY WITH 
THE NEED OF THEIR JOBS. BUT LEADERS LIKE THAT ARE NEVER OUT OF A JOB, 
NEVER OUT OF FOLLOWERS. STRANGE AS IT SOUNDS, GREAT LEADERS GAIN 
AUTHORITY BY GIVING IT AWAY.” 

One of the greatest leaders of this nation was truly gifted at giving his power and authority to 
others. His name was Abraham Lincoln. The depth of Lincoln’s security as a leader can be seen 
in the selection of his cabinet. Most presidents pick like-minded allies. But not Lincoln. At a 
time of turmoil for the country when disparate voices were many, Lincoln brought together a 
group of leaders who would unify his party and bring strength through diversity and mutual 
challenge. One Lincoln biographer said this of his method: 

For a President to select a political rival for a cabinet post was not unprecedented; but deliberately 
to surround himself with all of his disappointed antagonists seemed to be courting disaster. It was 
a mark of his sincere intentions that Lincoln wanted the advice of men as strong as himself or 
stronger. That he entertained no fear of being crushed or overridden by such men revealed either 
surpassing naïveté or a tranquil confidence in his powers of leadership. 

Lincoln lived the Law of Empowerment. His security enabled him to give his power away. 

FINDING STRONG LEADERS TO EMPOWER 

LINCOLN’S ABILITY TO EMPOWER PLAYED A MAJOR ROLE IN HIS RELATIONSHIP 
WITH HIS GENERALS DURING THE CIVIL WAR. IN THE BEGINNING, HE HAD 
TROUBLE FINDING WORTHY RECIPIENTS OF HIS CONFIDENCE. WHEN THE 
SOUTHERN STATES SECEDED, THE FINEST GENERALS IN THE LAND WENT SOUTH 
TO SERVE THE CONFEDERACY. BUT LINCOLN NEVER LOST HOPE, NOR DID HE 
NEGLECT TO GIVE HIS LEADERS POWER AND FREEDOM, EVEN WHEN THAT 
STRATEGY HAD FAILED WITH PREVIOUS GENERALS. 

For example, in June of 1863, Lincoln put the command of the Army of the Potomac into the 
hands of General George G. Meade. Lincoln hoped that he would do a better job than had 
preceding generals Ambrose E. Burnside and Joseph Hooker. Within hours of Meade’s 
appointment, Lincoln sent a courier to him. The president’s message, in part, said, 

Considering the circumstances, no one ever received a more important command; and I cannot 
doubt that you will fully justify the confidence which the Government has reposed in you. You 
will not be hampered by any minute instructions from these headquarters. Your army is free to act 
as you may deem proper under the circumstances as they arise … All forces within the sphere of 
your operations will be held subject to your orders. 
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As it turned out, Meade’s first significant challenge came as he commanded the army at a 
small Pennsylvania town named Gettysburg. It was a test he passed with authority. In the end, 
though, Meade was not the general who would make full use of the power Lincoln offered. It 
took Ulysses S. Grant to turn the war around. But Meade stopped Lee’s army when it counted, 
and he prevented the Confederate general from moving on Washington. 

Lincoln’s use of the Law of Empowerment was as consistent as Henry Ford’s habit of 
breaking it. Even when his generals performed poorly, Lincoln took the blame. Lincoln expert 
Donald T. Phillips acknowledged, “Throughout the war Lincoln continued to accept public 
responsibility for battles lost or opportunities missed.” Lincoln was able to stand strongly during 
the war and continually give power to others because of his rock-solid security. 

THE POWER OF EMPOWERMENT 

A KEY TO EMPOWERING OTHERS IS HIGH BELIEF IN PEOPLE. I FEEL I’VE BEEN 
FORTUNATE BECAUSE BELIEVING IN OTHERS HAS ALWAYS BEEN VERY EASY 
FOR ME. I RECENTLY RECEIVED A NOTE FROM THE ONE PERSON, OUTSIDE MY 
FAMILY, THAT I HAVE WORKED HARDEST TO EMPOWER. HIS NAME IS DAN 
REILAND. HE WAS MY EXECUTIVE PASTOR WHEN I WAS AT SKYLINE, AND 
TODAY HE IS THE VICE PRESIDENT FOR LEADERSHIP DEVELOPMENT AT INJOY. 
DAN WROTE, 

John, 
The ultimate in mentoring has come to pass. I am being asked to teach on the topic of 
empowerment! I can do this only because you first empowered me. The day is still crystal clear in 
my mind when you took a risk and chose me as your Executive Pastor. You trusted me with 
significant responsibility, the day to day leadership of the staff and ministries of your church. You 
released me with authority … You believed in me—perhaps more than I believed in myself. You 
demonstrated your faith and confidence in me in such a way that I could tap into your belief, and 
eventually it became my own … 
I am so very grateful for your life-changing impact on my life. Saying thank you hardly touches 
it. “I love and appreciate you” is better. Perhaps the best way I can show my gratitude is to pass 
on the gift you have given me to other leaders in my life. 

Dan 

I am grateful to Dan for all he has done for me, and I believe he has returned to me much 
more than I have given to him. And I’ve genuinely enjoyed the time I’ve spent with Dan helping 
him grow. The truth is that empowerment is powerful—not only for the person being developed, 
but also for the mentor. Enlarging others makes you larger. Dan has made me better than I am, 
not just because he helped me achieve much more than I could have done on my own, but also 
because the whole process made me a better leader. That is the impact of the Law of 
Empowerment. 
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THE LAW OF REPRODUCTION 

IT TAKES A LEADER TO RAISE UP A LEADER 

This year in my leadership conferences, I’ve been taking time to conduct an informal poll to find 
out what prompted the men and women who attend to become leaders. The results of the survey 
are as follows: 

How They Became Leaders 

Natural Gifting 

10 percent 

Result of Crisis 

5 percent 

Influence of Another Leader 

85 percent 
  

If you’ve ever given much thought to the origins of leadership, then you’re probably not 
surprised by those figures. It’s true that a few people step into leadership because their 
organization experiences a crisis, and they are compelled to do something about it. Another small 
group is comprised of people with such great natural gifting and instincts that they are able to 
navigate their way into leadership on their own. But more than four out of five of all the leaders 
that you ever meet will have emerged as leaders because of the impact made on them by 
established leaders who mentored them. That happens because of the Law of Reproduction: It 
takes a leader to raise up a leader. 

MANY FOLLOW IN THEIR FOOTSTEPS 

OF THE PEOPLE I SURVEYED, ABOUT ONE-THIRD ARE LEADERS IN THE BUSINESS 
WORLD AND TWO-THIRDS ARE LEADERS IN CHURCHES. BUT THE RESPONSES 
WILL BE SIMILAR IN JUST ABOUT ANY FIELD. FOR INSTANCE, YOU WILL FIND 
THE LAW OF REPRODUCTION AT WORK IN PROFESSIONAL FOOTBALL. LET ME 
ASK YOU THIS: DID YOU KNOW THAT THE DEVELOPMENT AND MENTORING OF 
NEARLY HALF OF THE HEAD COACHES IN THE NFL (IN 1998) CAN BE TRACED TO 
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TWO OUTSTANDING FORMER PRO FOOTBALL LEADERS—BILL WALSH AND TOM 
LANDRY? TEN CURRENT NFL HEAD COACHES SPENT A YEAR OR LONGER 
WORKING FOR THREE-TIME SUPER BOWL-CHAMPION BILL WALSH OR FOR ONE 
OF THE TOP ASSISTANTS HE TRAINED. AND FIVE NFL COACHES HAVE A DIRECT 
OR INDIRECT MENTORING CONNECTION WITH TWO-TIME SUPER BOWL-WINNER 
TOM LANDRY OR ONE OF THE MEN HE TRAINED. 

Just about every successful coach in the NFL has spent time working with another strong 
leader who helped to teach and model for him. In addition to the ones with a Walsh or Landry 
connection, there are other NFL examples: Dave Wannstedt worked for two-time Super Bowl-
champion Jimmy Johnson, and head coaches Bill Cowher and Tony Dungy spent significant time 
working with Marty Schottenheimer of the Kansas City Chiefs. It takes a leader to raise up a 
leader. 

SOME DO IT, SOME DON’T 

IN THE CHAPTER ON THE LAW OF RESPECT, I EXPLAINED THAT PEOPLE 
NATURALLY FOLLOW LEADERS STRONGER THAN THEMSELVES. IN THE SAME 
WAY, ONLY LEADERS ARE CAPABLE OF DEVELOPING OTHER LEADERS. PEOPLE 
CANNOT GIVE TO OTHERS WHAT THEY THEMSELVES DO NOT POSSESS. 
FOLLOWERS SIMPLY CANNOT DEVELOP LEADERS. BUT JUST BECAUSE A PERSON 
IS A LEADER, IT DOES NOT NECESSARILY MEAN THAT HE WILL RAISE UP OTHER 
LEADERS. FOR EVERY BILL WALSH, GEORGE SEIFERT, OR TOM LANDRY, THERE 
IS A VINCE LOMBARDI—A PERSON WHO IS A GREAT COACH AND LEADER IN HIS 
OWN RIGHT, BUT WHO DOESN’T RAISE UP OTHER GREAT COACHES TO FOLLOW 
IN HIS FOOTSTEPS. 
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Why don’t all leaders develop others? There are many reasons. Sometimes they just don’t 
recognize the tremendous value of developing leaders. (I’ll talk more about that value in the 
chapter on the Law of Explosive Growth.) Others may focus so much attention on their followers 
and give them so much that they don’t have anything left for their key staff. I suspect that was 
the case with Vince Lombardi. For other leaders the real problem may be insecurity. Remember 
what the Law of Empowerment teaches: Only secure leaders give power to others. 

As a kid, did you ever play follow the leader? I know I did. Even then I wanted to be the 
leader. Do you remember what you had to do to stay in front in that game? You purposely tried 
to get your followers to make mistakes. That’s what sent them to the back of the line. The same 
thing was true when playing the game of horse on the basketball court. You made your shots so 
hard that others couldn’t possibly duplicate them. And if you were like me, you had a special 
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home-court, fail-safe shot that no other kid could make, and you used it to put the game away. 
The problem with the old follow-the-leader games is that to win, you had to make the other guy 
lose. That’s opposite of the way you raise up leaders. 

Last year as I conducted a leadership conference in Jakarta, Indonesia, I taught the Law of 
Reproduction and talked about the follow-the-leader game. I asked a volunteer to come up so 
that I could show visually what happens when a leader tries to keep others down instead of 
raising them up. I had the volunteer stand in front of me, and I put my hands on his shoulders. 
Then I began pushing him down. The lower I wanted to push him, the more I had to bend down 
to do it. The lower I wanted him to go, the lower I had to go. That’s the same way it is in 
leadership: to keep others down, you have to go down with them. 

RAISING UP GIANT KILLERS 

ONE OF MY FAVORITE STORIES THAT ILLUSTRATES THE LAW OF REPRODUCTION 
IS ABOUT DAVID OF ANCIENT ISRAEL. JUST ABOUT EVERYONE HAS HEARD THE 
STORY OF DAVID AND GOLIATH. WHEN THE ARMIES OF THE PHILISTINES FACED 
OFF AGAINST KING SAUL AND THE PEOPLE OF ISRAEL, GOLIATH, A LARGE, 
POWERFUL PROFESSIONAL WARRIOR, LAID OUT A CHALLENGE. HE SAID HE’D 
FIGHT ISRAEL’S GREATEST CHAMPION IN A WINNER-TAKE-ALL BATTLE. AND 
WHO STEPPED FORWARD TO ACCEPT THE CHALLENGE? NOT SAUL, THE MIGHTY 
KING, OR ANY OF HIS SEASONED VETERANS. DAVID, A LOWLY SHEPHERD BOY, 
STOOD TO FACE HIM, AND USING A SLING, HE HURLED A ROCK AT GOLIATH, 
KNOCKED HIM OUT, AND THEN CUT THE BIG WARRIOR’S HEAD OFF WITH 
GOLIATH’S OWN SWORD. 

We all identify with a story like that because we like to cheer for the underdog. But many 
people don’t know the rest of the story. David grew up to be a warrior and eventually became 
king. But along the way, he raised up a group of great warriors who were called his “mighty 
men.” No fewer than five of them also became giant killers, just like their leader. Had Saul, the 
previous king, done that? No. It took a person who had done it himself. And just as it takes a 
giant killer to produce other giant killers, it takes a leader to raise up other leaders. 

WE TEACH WHAT WE KNOW—WE 
REPRODUCE WHAT WE ARE 

I WAS VERY FORTUNATE GROWING UP BECAUSE I LIVED IN THE HOUSEHOLD OF 
A LEADER: MY FATHER, MELVIN MAXWELL. EVERY DAY OF MY EARLY LIFE, I 
LEARNED LESSONS ABOUT WORKING WITH PEOPLE, UNDERSTANDING 
PRIORITIES, DEVELOPING MYSELF THROUGH A PERSONAL GROWTH PLAN, AND 
PAYING THE PRICE OF LEADERSHIP. SOME OF WHAT I LEARNED CAME FROM HIS 
TEACHING. BUT EVEN MORE OF IT CAME FROM BEING AROUND HIM, WATCHING 
HIM INTERACT WITH OTHERS, AND LEARNING HOW HE THOUGHT. AS A RESULT, 
BY THE TIME I WENT TO COLLEGE, I ALREADY HAD PRETTY GOOD INTUITION 
AND UNDERSTOOD LEADERSHIP BETTER THAN MOST OF MY PEERS DID. SINCE 
THEN, I’VE CONTINUED TO LEARN ABOUT LEADERSHIP. AND I’VE SOUGHT OUT 
GREAT LEADERS TO MENTOR ME SO THAT I CAN KEEP LEARNING. 
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If you want to continue developing as a leader, you should do the same. Spend time with the 
best leaders you can find. If you’re just starting out, you may want to spend time with people in 
your field so that you can master the basics of your profession. But once you have that 
foundation, learn leadership from people in many professions. I’ve learned from businesspeople, 
pastors, politicians, generals, ballplayers, entrepreneurs—you name it. No matter what the 
profession, the principles of leadership remain the same. 

Not everyone understands that immediately. For example, several years ago when I told my 
brother, Larry, that I was going to start spending more time teaching leadership in the corporate 
world, he was a little skeptical. Larry is a natural businessman. He achieved financial 
independence in real estate by the time he was in his twenties, and he sits on several corporate 
boards and is a trustee of one university. But he wasn’t sure if businesspeople would be receptive 
to learning leadership from someone with a pastoral background. But I knew that leadership is 
leadership; the principles apply no matter where you are. And sure enough, when I started 
teaching leadership to organizations such as Sam’s Club, Wal-Mart, Mary Kay, and Baillie 
Lumber—and the people saw that the principles worked—they kept asking for more. Why would 
such big companies seek advice from someone who leads four small companies? Because they 
understand the Law of Reproduction. They know that it takes a leader to raise up other leaders—
no matter the field. 

TAKE THE NEXT STEP 

THE ONLY WAY YOU WILL BE ABLE TO DEVELOP OTHER LEADERS IS TO 
BECOME A LEADER. IF YOU’VE ALREADY TAKEN THOSE FIRST STEPS, YOU ARE 
TO BE COMMENDED. YOU’RE IN A POSITION TO BEGIN RAISING UP OTHER 
LEADERS. AS YOU GET STARTED, KEEP IN MIND THAT LEADERS WHO DEVELOP 
LEADERS … 
SEE THE BIG PICTURE 

EVERY EFFECTIVE LEADERSHIP MENTOR MAKES THE DEVELOPMENT OF 
LEADERS ONE OF HIS HIGHEST PRIORITIES IN LIFE. HE KNOWS THAT THE 
POTENTIAL OF THE ORGANIZATION DEPENDS ON THE GROWTH OF ITS 
LEADERSHIP. THE MORE LEADERS THERE ARE, THE GREATER ITS CHANCE OF 
SUCCESS. 

ATTRACT POTENTIAL LEADERS 

YOU’VE PROBABLY HEARD THE ROSS PEROT QUOTE: “LEADERS DON’T FLOCK. 
YOU HAVE TO FIND THEM ONE AT A TIME.” THAT’S TRUE. BUT AS THE LAW OF 
MAGNETISM ALSO SUGGESTS, IF YOU FIRST DEVELOP YOUR LEADERSHIP 
QUALITIES, YOU WILL BE CAPABLE OF ATTRACTING PEOPLE WITH LEADERSHIP 
POTENTIAL. WHEN YOU DO THAT AND ALSO EARN THEIR RESPECT, YOU WILL 
GET THE OPPORTUNITY TO DEVELOP THEM INTO BETTER LEADERS. 

CREATE AN EAGLE ENVIRONMENT 

AN ENVIRONMENT WHERE LEADERSHIP IS VALUED AND TAUGHT BECOMES AN 
ASSET TO A LEADERSHIP MENTOR. IT NOT ONLY ATTRACTS “EAGLES,” BUT IT 
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ALSO HELPS THEM LEARN TO FLY. AN EAGLE ENVIRONMENT IS ONE WHERE THE 
LEADER CASTS A VISION, OFFERS INCENTIVES, ENCOURAGES CREATIVITY, 
ALLOWS RISKS, AND PROVIDES ACCOUNTABILITY. DO THAT LONG ENOUGH 
WITH ENOUGH PEOPLE, AND YOU’LL DEVELOP A LEADERSHIP CULTURE WHERE 
EAGLES BEGIN TO FLOCK. 

THE IMPACT CARRIES OVER 

ONCE YOU UNDERSTAND THE LAW OF REPRODUCTION, YOU RECOGNIZE ITS 
INCREDIBLE IMPACT ON AN ORGANIZATION. IF A COMPANY HAS POOR 
LEADERS, WHAT LITTLE LEADERSHIP IT HAS WILL ONLY GET WORSE. IF A 
COMPANY HAS STRONG LEADERS—AND THEY ARE REPRODUCING 
THEMSELVES—THEN THE LEADERSHIP JUST KEEPS GETTING BETTER AND 
BETTER. 

Occasionally, a company will emerge where the leadership is so strong and the development 
process is so deliberate that the impact not only drives that organization to the highest level, but 
it also overflows into other businesses. That is the case at General Electric, led by chairman Jack 
Welch. GE has become one of the best-run companies in the world, and it keeps developing 
leader upon leader. In fact, the company has lost more leaders capable of running organizations 
than most other good companies are able to produce in their lifetimes. Scan this list of CEOs 
who once worked at GE: 

William Anders, General Dynamics 
Norman P. Blake Jr., USF & G 
Larry A. Bossidy, Allied-Signal Inc. 
Michael J. Emmi, Systems and Computer Technology 
Stanley C. Gault, Rubbermaid Inc., and later, Goodyear Tire and Rubber Corp. 
Fred Garry, late chief executive of Rohr Inc. 
Robert Goldsmith, former chief executive, Rohr Inc. 
Glen Hiner, Owens Corning Fiberglass 
Clyde Keaton, Clean Harbors 
Chuck Lillis, MeadiaOne Group (formerly U.S. West Media Group) 
Michael Lockhart, General Signal Corp. 
Daniel McClaughlin, Equifax 
Richard Miller, Wang Laboratories 
George Schofield, Zurn Industries 
Roger Shipke, Ryland Group Inc. 
Harry C. Stonecipher, Sunstrand, and later, McDonnell Douglas Corp. 
John M. Trani, Stanley Works 
Walter Williams, Rubbermaid 
Thomas Vanderslice, president of GTE, then CEO for Apollo Computer, and then CEO of M/A 
Com, which produces microwave components 
Alva O. Way, American Express Co. 

Just as in the world of pro football, the ability of many leaders can be traced to a common 
source. How was General Electric able to produce so many outstanding leaders? First, leadership 
development is one of the company’s highest priorities. It spends more than $500 million a year 
on training and develops leaders at its own institute in Crotonville, often called “the Harvard of 
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corporate America.” But even more important than that is the fact that the company is run by a 
great leader, Jack Welch. 

It all starts at the top because it takes a leader to raise up another leader. Followers can’t do 
it. Neither can institutional programs. It takes one to know one, show one, and grow one. That’s 
the Law of Reproduction. 

 
 

 

THE LAW OF BUY-IN 

PEOPLE BUY INTO THE LEADER, THEN THE 
VISION 

In the fall of 1997, a few members of my staff and I had the opportunity to travel to India and 
teach four leadership conferences. India is an amazing country, full of contradictions. It’s a place 
of beauty with warm and generous people, yet at the same time millions and millions of its 
inhabitants live in the worst poverty imaginable. It was there that I was reminded of the Law of 
Buy-In. 

I’ll never forget when our plane landed in Delhi. Exiting the airport, I felt as if we had been 
transported to another planet. There were crowds everywhere. People on bicycles, in cars, on 
camels and elephants. People on the streets, some sleeping right on the sidewalks. Animals 
roamed free, no matter where we were. And everything was in motion. As we drove along the 
main street toward our hotel, I also noticed something else. Banners. Wherever we looked, we 
could see banners celebrating India’s fifty years of liberty, along with huge pictures of one man: 
Mahatma Gandhi. 

Today, people take for granted that Gandhi was a great leader. But the story of his leadership 
is a marvelous study in the Law of Buy-In. Mohandas K. Gandhi, called Mahatma (which means 
“great soul”), was educated in London. After finishing his education in law, he traveled back to 
India and then to South Africa. There he worked for twenty years as a barrister and political 
activist. And in that time he developed as a leader, fighting for the rights of Indians and other 
minorities who were oppressed and discriminated against by South Africa’s apartheid 
government. 
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By the time he returned to India in 1914, Gandhi was very well known and highly respected 
among his countrymen. Over the next several years, as he led protests and strikes around the 
country, people rallied to him and looked to him more and more for leadership. In 1920—a mere 
six years after returning to India—he was elected president of the All India Home Rule League. 

The most remarkable thing about Gandhi isn’t that he became their leader, but that he was 
able to change the people’s vision for obtaining freedom. Before he began leading them, the 
people used violence in an effort to achieve their goals. For years riots against the British 
establishment had been common. But Gandhi’s vision for change in India was based on 
nonviolent civil disobedience. He once said, “Nonviolence is the greatest force at the disposal of 
mankind. It is mightier than the mightiest weapon of destruction devised by the ingenuity of 
man.” 

Gandhi challenged the people to meet oppression with peaceful disobedience and 
noncooperation. Even when the British military massacred more than one thousand people at 
Amritsar in 1919, Gandhi called the people to stand, but without fighting back. Rallying 
everyone to his way of thinking wasn’t easy. But because the people had come to buy into him as 
their leader, they embraced his vision. And then they followed him faithfully. He asked them not 
to fight, and eventually, they stopped fighting. When he called for everyone to burn foreign-
made clothes and start wearing nothing but home-spun material, millions of people started doing 
it. When he decided that a March to the Sea to protest the Salt Act would be their rallying point 
for civil disobedience against the British, the nation’s leaders followed him the two hundred 
miles to the city of Dandi, where they were arrested by government representatives. 

Their struggle for independence was slow and painful, but Gandhi’s leadership was strong 
enough to deliver on the promise of his vision. In 1947, India gained home rule. Because the 
people had bought into Gandhi, they accepted his vision. And once they had embraced the 
vision, they were able to carry it out. That’s how the Law of Buy-In works. The leader finds the 
dream and then the people. The people find the leader, and then the dream. 

DON’T PUT THE CART FIRST 

WHEN I TEACH LEADERSHIP SEMINARS, I FIELD A LOT OF QUESTIONS ABOUT 
VISION. INVARIABLY SOMEONE WILL COME UP TO ME DURING A BREAK, GIVE 
ME A BRIEF DESCRIPTION OF AN EVOLVING VISION, AND ASK ME, “DO YOU 
THINK MY PEOPLE WILL BUY INTO MY VISION?” MY RESPONSE IS ALWAYS THE 
SAME: “FIRST TELL ME THIS. DO YOUR PEOPLE BUY INTO YOU?” 

You see, many people who approach the area of vision in leadership have it all backward. 
They believe that if the cause is good enough, people will automatically buy into it and follow. 
But that’s not how leadership really works. People don’t follow worthy causes. They follow 
worthy leaders who promote worthwhile causes. People buy into the leader first, then the 
leader’s vision. Having an understanding of that changes your whole approach to leading people. 

For the person who attends one of my conferences and asks whether his people will follow, 
the question really becomes, “Have I given my people reasons to buy into me?” If his answer is 
yes, they will gladly buy into his vision. But if he has not built his credibility with his people, it 
really doesn’t matter how great a vision he has. 

Not long ago I was reading an article in Business Week that profiled entrepreneurs who 
partner with venture capitalists in the computer industry. Silicon Valley in California is evidently 
full of people who work in the computer industry for a while and then try to start their own 
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companies. Every day hundreds of them are buzzing around trying to find investors so that they 
can get their ideas and enterprises off the ground. Many are unsuccessful. But if an entrepreneur 
succeeds once, then he finds it pretty easy to find money the next time around. Many times, the 
investors aren’t even interested in finding out what the entrepreneur’s vision is. If they’ve bought 
into the person, then they readily accept the ideas. 

For example, software entrepreneur Judy Estrim and her partner have founded two 
companies over the years. She said that funding her first company took six months and countless 
presentations, even though she had a viable idea and believed in it 100 percent. But the start-up 
of her second company happened almost overnight. It took only two phone calls that lasted mere 
minutes for her to land $5 million in backing. When the word got out that she was starting her 
second company, people were dying to give her even more money. She said, “We had venture 
capitalists calling us and begging us to take their money.” Why had everything changed so 
drastically for her? Because of the Law of Buy-In. People had bought into her, so they were 
ready to buy into whatever vision she offered, sight unseen. 

YOU ARE THE MESSAGE 

EVERY MESSAGE THAT PEOPLE RECEIVE IS FILTERED THROUGH THE 
MESSENGER WHO DELIVERS IT. IF YOU CONSIDER THE MESSENGER TO BE 
CREDIBLE, THEN YOU BELIEVE THE MESSAGE HAS VALUE. THAT’S ONE OF THE 
REASONS ACTORS AND ATHLETES ARE HIRED AS PROMOTERS OF PRODUCTS. 
PEOPLE BUY NIKE SHOES BECAUSE THEY HAVE BOUGHT INTO MICHAEL 
JORDAN, NOT NECESSARILY BECAUSE OF THE QUALITY OF THE SHOES. THE 
SAME IS TRUE WHEN ACTORS PROMOTE CAUSES. HAVE THE ACTORS BEING 
EMPLOYED SUDDENLY BECOME EXPERTS IN THE CAUSE THEY’RE PROMOTING? 
USUALLY NOT. BUT THAT DOESN’T MATTER. PEOPLE WANT TO LISTEN TO 
CHARLTON HESTON AS HE SPEAKS FOR THE NRA, NOT BECAUSE THEY BELIEVE 
HE IS AN EXPERT IN THE FIELD OF HUNTING OR GUNS, BUT BECAUSE THEY 
BELIEVE IN HIM AS A PERSON AND BECAUSE HE HAS CREDIBILITY AS AN ACTOR. 
ONCE PEOPLE HAVE BOUGHT INTO SOMEONE, THEY ARE WILLING TO GIVE HIS 
VISION A CHANCE. PEOPLE WANT TO GO ALONG WITH PEOPLE THEY GET ALONG 
WITH. 

IT’S NOT AN EITHER/OR PROPOSITION 

YOU CANNOT SEPARATE THE LEADER FROM THE CAUSE HE PROMOTES. IT 
CANNOT BE DONE, NO MATTER HOW HARD YOU TRY. IT’S NOT AN EITHER/OR 
PROPOSITION. THE TWO ALWAYS GO TOGETHER. TAKE A LOOK AT THE 
FOLLOWING TABLE. IT SHOWS HOW PEOPLE REACT TO A LEADER AND HIS 
VISION UNDER DIFFERENT CIRCUMSTANCES: 
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WHEN FOLLOWERS DON’T LIKE THE LEADER OR THE VISION, THEY 
LOOK FOR ANOTHER LEADER 

IT’S EASY TO UNDERSTAND THE REACTION OF PEOPLE WHEN THEY DON’T LIKE 
THE LEADER OR THE VISION. THEY DON’T FOLLOW. BUT THEY ALSO DO 
SOMETHING ELSE: THEY START LOOKING FOR ANOTHER LEADER. IT’S A NO-WIN 
SITUATION. 

WHEN FOLLOWERS DON’T LIKE THE LEADER BUT THEY DO LIKE THE 
VISION, THEY STILL LOOK FOR ANOTHER LEADER 

YOU MAY BE SURPRISED BY THIS. EVEN THOUGH PEOPLE MAY THINK A CAUSE 
IS GOOD, IF THEY DON’T LIKE THE LEADER, THEY WILL GO OUT AND FIND 
ANOTHER ONE. THAT’S ONE REASON THAT COACHES CHANGE TEAMS SO OFTEN 
IN PROFESSIONAL SPORTS. THE VISION FOR ANY TEAM ALWAYS STAYS THE 
SAME: EVERYONE WANTS TO WIN A CHAMPIONSHIP. BUT THE PLAYERS DON’T 
ALWAYS BELIEVE IN THEIR LEADER. AND WHEN THEY DON’T, WHAT HAPPENS? 
THE OWNERS DON’T FIRE ALL OF THE PLAYERS. THEY FIRE THE LEADER AND 
BRING IN SOMEONE THEY HOPE THE PLAYERS WILL BUY INTO. 

WHEN FOLLOWERS LIKE THE LEADER BUT NOT THE VISION, THEY 
CHANGE THE VISION 

EVEN WHEN PEOPLE DON’T LIKE A LEADER’S VISION, IF THEY’VE ALREADY 
BOUGHT INTO HIM, THEY WILL KEEP FOLLOWING HIM. YOU OFTEN SEE THIS 
RESPONSE IN POLITICS. FOR EXAMPLE, IN THE PAST, THE NATIONAL 
ORGANIZATION OF WOMEN (NOW) HAS SPOKEN OUT STRONGLY AGAINST 
SEXUAL HARASSMENT. BUT RECENTLY WHEN PAULA JONES ACCUSED 
PRESIDENT CLINTON OF SEXUALLY HARASSING HER, NOW CONTINUED TO 
SUPPORT HIM. WHY? IT’S NOT BECAUSE THE MEMBERS SUDDENLY THINK 
SEXUAL HARASSMENT IS ACCEPTABLE. THEY HAVE CHOSEN TO PUT THEIR 
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AGENDA ON HOLD IN ORDER TO KEEP SUPPORTING THE LEADER THEY’VE 
ALREADY BOUGHT INTO. 

When followers don’t agree with their leader’s vision, they react in many ways. Sometimes 
they work to convince their leader to change his vision. Sometimes they abandon their point of 
view and adopt his. Other times they find a compromise. But as long as they still buy into the 
leader, they won’t out-and-out reject him. They will keep following. 

WHEN FOLLOWERS LIKE THE LEADER AND THE VISION, THEY WILL 
GET BEHIND BOTH 

THEY WILL FOLLOW THEIR LEADER NO MATTER HOW BAD CONDITIONS GET OR 
HOW MUCH THE ODDS ARE STACKED AGAINST THEM. THAT’S WHY THE INDIAN 
PEOPLE IN GANDHI’S DAY REFUSED TO FIGHT BACK AS SOLDIERS MOWED THEM 
DOWN. THAT’S WHAT INSPIRED THE U.S. SPACE PROGRAM TO FULFILL JOHN F. 
KENNEDY’S VISION AND PUT A MAN ON THE MOON. THAT’S THE REASON 
PEOPLE CONTINUED TO HAVE HOPE AND KEEP ALIVE THE DREAM OF MARTIN 
LUTHER KING JR., EVEN AFTER HE WAS GUNNED DOWN. THAT’S WHAT 
CONTINUES TO INSPIRE FOLLOWERS TO KEEP RUNNING THE RACE, EVEN WHEN 
THEY FEEL THEY’VE HIT THE WALL AND GIVEN EVERYTHING THEY’VE GOT. 

As a leader, having a great vision and a worthy cause is not enough to get people to follow 
you. First you have to become a better leader; you must get your people to buy into you. That is 
the price you have to pay if you want your vision to have a chance of becoming a reality. 

BUYING TIME FOR PEOPLE TO BUY IN 

IF IN THE PAST YOU TRIED TO GET YOUR PEOPLE TO ACT ON YOUR VISION BUT 
WERE UNABLE TO MAKE IT HAPPEN, YOU PROBABLY CAME UP AGAINST THE 
LAW OF BUY-IN, MAYBE WITHOUT EVEN KNOWING IT. I FIRST RECOGNIZED THE 
IMPORTANCE OF THE LAW OF BUY-IN IN 1972 WHEN I ACCEPTED MY SECOND 
LEADERSHIP POSITION. IN THE CHAPTER ON THE LAW OF NAVIGATION, I 
MENTIONED THAT AFTER I HAD BEEN AT THAT CHURCH SEVERAL YEARS, I 
TOOK THEM THROUGH A MULTIMILLION-DOLLAR CONSTRUCTION PROGRAM IN 
WHICH WE BUILT A NEW AUDITORIUM. BUT WHEN I FIRST GOT THERE, THAT 
WAS NOT THE DIRECTION THAT THE CONGREGATION HAD WANTED TO GO. 

The week before I arrived at my new church, more than 65 percent of the members had voted 
in favor of building a new activity center. Now, I had done some homework on that church, and I 
knew coming in that its future growth and success depended not on a new activity center, but on 
a new auditorium. My vision for the years ahead was absolutely clear to me. But I couldn’t walk 
in and say, “Forget the decision you just made and all the agonizing you did to make it. Follow 
me instead.” I needed to buy some time to build my credibility with the people. 

I arranged for a committee to make a thorough study of all the issues involved with the 
activity center project. I told the members, “If we’re going to invest this kind of time and money, 
we have to be sure about it. I must have information on every possible issue related to it.” That 
seemed fair enough to everyone, and off the committee went to work. For the next year, the 
group would come back to me every month or so and report on the information gathered. And 
each time I’d praise their work and ask several questions that would prompt them to do more 
research. 
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In the meantime, I worked hard to build my credibility with the people. I forged relationships 
with the leaders in the church. I answered everybody’s questions so that they could understand 
me and how I thought as a leader. I shared my ideas, hopes, and dreams for the work we were 
doing. And I started to produce growth in the organization. That, more than anything else, gave 
the people confidence in me and my ability. 

After about six months, the people started to see that the church was changing and beginning 
to move in a new direction. In a year, the building committee decided that the activity center was 
not in the church’s best interest, and they recommended that we not build it. In another year, the 
people had reached consensus: The key to the future was the building of a new auditorium. And 
when the time came, 98 percent of the people voted yes on the issue, and off we went. 

When I arrived at that church, I could have tried to push my vision and agenda on the people. 
I was just as sure that it was the right thing to do in 1972 as I was two years later when we 
implemented it. But if I had approached it in that way, I wouldn’t have succeeded in helping 
those people get where they needed to go. And in the process I would have undermined my 
ability to lead them. 

As a leader, you don’t earn any points for failing in a noble cause. You don’t get credit for 
being “right.” Your success is measured by your ability to actually take the people where they 
need to go. But you can do that only if the people first buy into you as a leader. That’s the reality 
of the Law of Buy-In. 

 
 

 

THE LAW OF VICTORY 

LEADERS FIND A WAY FOR THE TEAM TO 
WIN 

Have you ever thought about what separates the leaders who achieve victory from those who 
suffer defeat? What does it take to be a winner? It’s hard to put a finger on the quality that 
separates a winner from a loser. Every leadership situation is different. Every crisis has its own 
challenges. But I think that victorious leaders share an inability to accept defeat. The alternative 
to winning seems totally unacceptable to them, so they figure out what must be done to achieve 
victory, and then they go after it with everything at their disposal. 
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I’m a Civil War buff, and I was reading an old book that reminded me of the importance of 
the Law of Victory. It discussed the differences between the presidents of the Union and the 
Confederacy: Abraham Lincoln and Jefferson Davis. I’ve talked quite a bit about Lincoln 
throughout The 21 Irrefutable Laws of Leadership because he was such a remarkable leader. 
Lincoln never forgot that the nation’s victory was his highest priority, ahead of his pride, 
reputation, and personal comfort. He surrounded himself with the best leaders possible, 
empowered his generals, and was never afraid to give others the credit for the victories the Union 
gained. For example, following General Grant’s victory at Vicksburg, Lincoln sent a letter to 
him saying, “I never had any faith, except the general hope that you knew better than I … I now 
wish to make the personal acknowledgment that you were right and I was wrong.” 

Jefferson Davis, on the other hand, never seemed to make victory his priority. When he 
should have been thinking like a revolutionary, he worked like a bureaucrat. When he should 
have been delegating authority and decision making to his generals—the best in the land—he 
spent his time micromanaging them. And worst of all, he was more concerned with being right 
than with winning the war. Historian David M. Potter says of Davis, “He used an excessive share 
of his energy in contentious and even litigious argument to prove he was right. He seemed to feel 
that if he were right that was enough; that it was more important to vindicate his own rectitude 
than to get results.” Davis violated the Law of Victory, and as a consequence, his people suffered 
a devastating defeat. 

THESE LEADERS PURSUED VICTORY 

CRISIS SEEMS TO BRING OUT THE BEST—AND THE WORST—IN LEADERS. 
DURING WORLD WAR II, TWO OUTSTANDING LEADERS WHO PRACTICED THE 
LAW OF VICTORY EMERGED FOR THE ALLIES: BRITISH PRIME MINISTER 
WINSTON CHURCHILL AND U.S. PRESIDENT FRANKLIN ROOSEVELT. THEY 
PREVENTED ADOLF HITLER FROM CRUSHING EUROPE AND REMAKING IT 
ACCORDING TO HIS OWN VISION. 

On his side of the Atlantic Ocean, Winston Churchill inspired the British people to resist 
Hitler. Long before he became prime minister in 1940, Churchill spoke out against the Nazis. He 
seemed like the lone critic in 1932 when he warned, “Do not delude yourselves … Do not 
believe that all Germany is asking for is equal status … They are looking for weapons and when 
they have them believe me they will ask for the return of lost territories or colonies.” 

Churchill continued to speak out against the Nazis. And when Hitler annexed Austria in 
1938, Churchill said to members of the House of Commons: 

For five years I have talked to the House on these matters—not with very great success. I have 
watched this famous island descending incontinently, fecklessly, the stairway which leads to a 
dark gulf … Now is the time at last to rouse the nation. Perhaps it is the last time it can be roused 
with a chance of preventing war, or with a chance of coming through with victory should our 
effort to prevent war fail. 

Unfortunately, Prime Minister Neville Chamberlain and the other leaders of Great Britain did not 
make a stand against Hitler. And more of Europe fell to the Nazis. 

By mid-1940, most of Europe was under Germany’s thumb. But then something happened 
that might have changed the history of the free world. The leadership of England fell to Winston 
Churchill. He refused to buckle under the Nazis’ threats. For more than a year, Great Britain 
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stood alone facing the threat of German invasion. When Hitler indicated that he wanted to make 
a deal with England, Churchill defied him. When Germany began bombing England, the British 
stood strong. And all the while, Churchill looked for a way to gain victory. 

CHURCHILL WOULD ACCEPT NOTHING 
LESS 

TIME AFTER TIME, CHURCHILL RALLIED THE BRITISH PEOPLE. IT BEGAN WITH 
HIS FIRST SPEECH AFTER BECOMING PRIME MINISTER: 

We have before us an ordeal of the most grievous kind. We have before us many, many long 
months of struggle and of suffering. You ask what is our policy? I will say: It is to wage war, by 
sea, land and air, with all our might and with all the strength that God can give us; to wage war 
against a monstrous tyranny, never surpassed in the dark, lamentable catalogue of human crime. 
That is our policy. You ask, What is our aim? I answer in one word: Victory—victory at all costs, 
victory in spite of all terror, victory, however long and hard the road may be; for without victory, 
there is no survival. 

Meanwhile, Churchill did everything in his power to prevail. He deployed troops in the 
Mediterranean against Mussolini’s forces. Although he hated communism, he allied himself with 
Stalin and the Soviets, sending them aid even when Great Britain’s supplies were threatened and 
its survival hung in the balance. And he developed his personal relationship with Franklin 
Roosevelt. Though the president of the United States was reluctant to enter the war, Churchill 
worked to build his relationship with him, hoping to change it from one of friendship and mutual 
respect to a full-fledged war alliance. In time his efforts paid off. On the day the Japanese 
bombed Pearl Harbor, ushering the United States into the war, Churchill said to himself, “So we 
have won after all.” 

ANOTHER LEADER DEDICATED TO 
VICTORY 

PRIOR TO DECEMBER 1941, FRANKLIN ROOSEVELT HAD ALREADY BEEN 
PRACTICING THE LAW OF VICTORY FOR DECADES. IN FACT, IT IS A HALLMARK 
OF HIS ENTIRE LIFE. HE HAD FOUND A WAY TO ACHIEVE POLITICAL VICTORY 
WHILE WINNING OVER POLIO. WHEN HE WAS ELECTED PRESIDENT AND BECAME 
RESPONSIBLE FOR PULLING THE AMERICAN PEOPLE OUT OF THE GREAT 
DEPRESSION, IT WAS JUST ANOTHER IMPOSSIBLE SITUATION THAT HE LEARNED 
HOW TO FIGHT THROUGH. AND FIGHT HE DID. THROUGH THE 1930S, THE 
COUNTRY WAS SLOWLY RECOVERING. 

By the time the Nazis were battling in Europe, the stakes were high. Pulitzer Prize-winning 
historian Arthur Schlesinger Jr., noted, “The Second World War found democracy fighting for its 
life. By 1941, there were only a dozen or so democratic states left on earth. But great leadership 
emerged in time to rally the democratic cause.” The team of Roosevelt and Churchill provided 
that leadership like a one-two punch. Just as the prime minister had rallied England, the president 
brought together the American people and united them in a common cause as no one ever had 
before or has since. 
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To those two leaders, victory was the only option. If they had accepted anything less, the 
world would be a very different place today. Schlesinger says, “Take a look at our present world. 
It is manifestly not Adolf Hitler’s world. His Thousand-Year Reich turned out to have a brief and 
bloody run of a dozen years. It is manifestly not Joseph Stalin’s world. That ghastly world self-
destructed before our eyes. Nor is it Winston Churchill’s world … The world we live in is 
Franklin Roosevelt’s world.” Without Churchill and England, all of Europe would have fallen. 
Without Roosevelt and the United States, it might never have been reclaimed for freedom. But 
not even an Adolf Hitler and the army of the Third Reich could stand against two leaders 
dedicated to the Law of Victory. 

GREAT LEADERS FIND A WAY TO WIN 

WHEN THE PRESSURE IS ON, GREAT LEADERS ARE AT THEIR BEST. WHATEVER IS 
INSIDE THEM COMES TO THE SURFACE AND WORKS FOR OR AGAINST THEM. 
JUST A FEW YEARS AGO, NELSON MANDELA WAS ELECTED PRESIDENT OF 
SOUTH AFRICA. IT WAS A HUGE VICTORY FOR THE PEOPLE OF THAT COUNTRY, 
BUT IT WAS A LONG TIME COMING. THE ROAD TO THAT VICTORY WAS PAVED 
WITH TWENTY-SEVEN YEARS OF MANDELA’S OWN LIFE SPENT IN PRISON. 
ALONG THE WAY, HE DID WHATEVER IT TOOK TO BRING VICTORY ONE STEP 
CLOSER. HE JOINED THE AFRICAN NATIONAL CONGRESS, WHICH BECAME AN 
OUTLAWED ORGANIZATION. HE STAGED PEACEFUL PROTESTS. HE WENT 
UNDERGROUND AND TRAVELED OVERSEAS TO TRY TO ENLIST SUPPORT. WHEN 
HE NEEDED TO, HE STOOD TRIAL AND ACCEPTED A PRISON SENTENCE, WITH 
DIGNITY AND COURAGE. AND WHEN THE TIME WAS RIGHT, HE NEGOTIATED 
CHANGES IN THE GOVERNMENT WITH F. W. DE KLERK. TODAY HE IS WORKING 
TO BRING LASTING VICTORY BY TRYING TO BRING HEALING TO THE COUNTRY. 
MANDELA DESCRIBES HIMSELF AS “AN ORDINARY MAN WHO HAD BECOME A 
LEADER BECAUSE OF EXTRAORDINARY CIRCUMSTANCES.” I SAY HE IS A 
LEADER MADE EXTRAORDINARY BECAUSE OF THE STRENGTH OF HIS 
CHARACTER AND HIS DEDICATION TO THE LAW OF VICTORY. 

YOU CAN SEE IT EVERY DAY 

YOU CAN READILY SEE THE LAW OF VICTORY IN ACTION AT SPORTING EVENTS. 
IN OTHER AREAS OF LIFE, LEADERS DO MOST OF THEIR WORK BEHIND THE 
SCENES, AND YOU NEVER GET TO SEE IT. BUT AT A BALL GAME, YOU CAN 
ACTUALLY WATCH A LEADER AS HE WORKS TO ACHIEVE VICTORY. AND WHEN 
THE FINAL BUZZER SOUNDS OR THE LAST OUT IS RECORDED, YOU KNOW 
EXACTLY WHO WON AND WHY. GAMES HAVE IMMEDIATE AND MEASURABLE 
OUTCOMES. 

When I want to see the Law of Victory in action, I go to a game and watch someone such as 
basketball’s Michael Jordan. He is an awesome athlete, but he is also an exceptional leader. He 
lives and breathes the Law of Victory every day. When the game is on the line, Jordan finds a 
way for the team to win. His biographer, Mitchell Krugel, says that Jordan’s tenacity and passion 
for victory are evident in every part of his life. He even shows it in practice when the Bulls 
scrimmage. Krugel explains, 

Encoded by: Dhon Reyes NOT FOR SALE!      96/135 
      tagapayo@gmail.com 



At Bulls’ practices, the starters were known as the white team. The second five wore red. [Former 
Bulls’ coach] Loughery had Jordan playing with the white team from his first day. With Jordan 
and [teammate] Woolridge, the white team easily rolled up leads of 8-1 or 7-4 in games to 11. 
The loser of these games always had to run extra wind sprints after practice. It was about that 
time of the scrimmage that Loughery would switch Jordan to the red team. And the red team 
would wind up winning more often than not.” 

Early in his career, Jordan relied heavily on his personal talent and efforts to win games. But 
as he has matured, he has turned his attention more to bring a leader and making the whole team 
play better. Jordan thinks that many people have overlooked that. He once said, “That’s what 
everybody looks at when I miss a game. Can they win without me? … Why doesn’t anybody ask 
why or what it is I contribute that makes a difference? I bet nobody would ever say they miss my 
leadership or my ability to make my teammates better.” Yet that is exactly what he provides. 
Leaders always find a way for the team to win. 

Not long ago Michael Jordan did a commercial for Nike in which he recounted some of his 
failures: “I’ve missed over 9,000 shots in my career, lost over 300 games. Twenty-six times I 
took the game-winning shot and missed.” I read an interview with Jordan soon after the 
commercial first aired where a reporter asked Jordan whether he had really missed that many 
shots. Jordan’s response was revealing: “I have no idea.” People may be disappointed by that 
comment, but it offers insight into his personality. Michael Jordan is not dwelling on his past 
mistakes. What’s important to him is what he can do right now to lead his team to victory. 

IT DOESN’T MATTER WHAT “GAME” 
THEY’RE IN 

THERE ARE A LOT OF GREAT ATHLETES IN THE GAME OF BASKETBALL TODAY. 
BUT FLASHY INDIVIDUAL PLAY DOESN’T ALWAYS BRING VICTORY. WHAT’S 
NEEDED MORE THAN ANYTHING ELSE IS LEADERSHIP. THE GREATEST PLAYERS 
OF THE PAST HAD MORE THAN INDIVIDUAL TALENT, THOUGH THAT WAS 
DEFINITELY PRESENT. A PLAYER SUCH AS BOSTON CENTER BILL RUSSELL, FOR 
EXAMPLE, MEASURED HIS PLAY BY WHETHER IT HELPED THE WHOLE TEAM 
PLAY BETTER. AND THE RESULT WAS A REMARKABLE ELEVEN NBA TITLES. 
LAKERS GUARD MAGIC JOHNSON, WHO WAS NAMED NBA MOST VALUABLE 
PLAYER (MVP) THREE TIMES AND WON FIVE CHAMPIONSHIPS, WAS AN 
OUTSTANDING SCORER, BUT HIS GREATEST CONTRIBUTION WAS HIS ABILITY TO 
RUN THE TEAM AND GET THE BALL INTO THE HANDS OF HIS TEAMMATES. 
LARRY BIRD, WHO MADE THINGS HAPPEN FOR THE CELTICS IN THE 1980S, IS 
REMARKABLE BECAUSE HE EXEMPLIFIED THE LAW OF VICTORY NOT ONLY AS A 
PLAYER, BUT ALSO LATER AS THE HEAD COACH OF THE INDIANA PACERS. WHEN 
HE WAS PLAYING IN BOSTON, HE WAS NAMED ROOKIE OF THE YEAR, BECAME 
THE MVP THREE TIMES, AND LED HIS TEAM TO THREE NBA CHAMPIONSHIPS. IN 
HIS FIRST YEAR WITH THE PACERS, HE WAS NAMED NBA COACH OF THE YEAR 
AFTER LEADING HIS TEAM TO ITS BEST-WINNING PERCENTAGE IN THE 
FRANCHISE’S HISTORY. 

Good leaders find a way for their teams to win. That’s the Law of Victory. Their particular 
sport is irrelevant. Michael Jordan, Magic Johnson, and Larry Bird did it in the NBA. John 
Elway did it in football, leading his team to more fourth-quarter victories than any other 
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quarterback in NFL history. Pelé did it in soccer, winning an unprecedented three World Cups 
for Brazil. Leaders find a way for the team to succeed. 

THREE COMPONENTS OF VICTORY 

WHETHER YOU’RE LOOKING AT A SPORTS TEAM, AN ARMY, A BUSINESS, OR A 
NONPROFIT ORGANIZATION, VICTORY IS POSSIBLE AS LONG AS YOU HAVE 
THREE COMPONENTS: 
1. UNITY OF VISION 

TEAMS SUCCEED ONLY WHEN THE PLAYERS HAVE A UNIFIED VISION, NO 
MATTER HOW MUCH TALENT OR POTENTIAL THERE IS. A TEAM DOESN’T WIN 
THE CHAMPIONSHIP IF ITS PLAYERS HAVE DIFFERENT AGENDAS. THAT’S TRUE 
IN PROFESSIONAL SPORTS. IT’S TRUE IN BUSINESS. IT’S TRUE IN CHURCHES. 

I learned this lesson in high school when I was a junior on the varsity basketball team. We 
had a very talented group of kids, and we had been picked to win the state championship. But we 
had a problem. The juniors and seniors on the team refused to work together. It got so bad that 
the coach eventually gave up trying to get us to play together and divided us into two different 
squads for our games. In the end the team had miserable results. Why? We didn’t share a 
common vision. 

2. DIVERSITY OF SKILLS 

IT ALMOST GOES WITHOUT SAYING THAT THE TEAM NEEDS DIVERSITY OF 
SKILLS. CAN YOU IMAGINE A WHOLE HOCKEY TEAM OF GOALIES? OR A 
FOOTBALL TEAM OF QUARTERBACKS? IT DOESN’T MAKE SENSE. IN THE SAME 
WAY, ORGANIZATIONS REQUIRE DIVERSE TALENTS TO SUCCEED, EACH PLAYER 
TAKING HIS PART. 

3. A LEADER DEDICATED TO VICTORY AND RAISING PLAYERS TO 
THEIR POTENTIAL 

IT’S TRUE THAT HAVING GOOD PLAYERS WITH DIVERSE SKILLS IS IMPORTANT. 
AS FORMER NOTRE DAME HEAD FOOTBALL COACH LOU HOLTZ SAYS, “YOU’VE 
GOT TO HAVE GREAT ATHLETES TO WIN, I DON’T CARE WHO THE COACH IS. YOU 
CAN’T WIN WITHOUT GOOD ATHLETES, BUT YOU CAN LOSE WITH THEM. THIS IS 
WHERE COACHING MAKES THE DIFFERENCE.” IN OTHER WORDS, YOU ALSO 
REQUIRE LEADERSHIP TO ACHIEVE VICTORY. UNITY OF VISION DOESN’T 
HAPPEN SPONTANEOUSLY. THE RIGHT PLAYERS WITH THE PROPER DIVERSITY 
OF TALENT DON’T COME TOGETHER ON THEIR OWN. IT TAKES A LEADER TO 
MAKE THOSE THINGS HAPPEN, AND IT TAKES A LEADER TO PROVIDE THE 
MOTIVATION, EMPOWERMENT, AND DIRECTION REQUIRED TO WIN. 

THE LAW OF VICTORY IS HIS BUSINESS 
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ONE OF THE MOST NOTEWORTHY SUCCESS STORIES I’VE COME ACROSS 
RECENTLY IS THAT OF SOUTHWEST AIRLINES AND HERB KELLEHER, WHOM I 
MENTIONED IN THE CHAPTER ON THE LAW OF CONNECTION. THEIR STORY IS AN 
ADMIRABLE EXAMPLE OF THE LAW OF VICTORY IN ACTION. TODAY 
SOUTHWEST LOOKS LIKE A POWERHOUSE THAT HAS EVERYTHING GOING FOR 
IT. IN THE ROUTES WHERE IT FLIES, IT DOMINATES THE MARKET. THE COMPANY 
IS ON A STEADY GROWTH CURVE, AND ITS STOCK PERFORMS EXTREMELY 
WELL. IN FACT, IT IS THE ONLY U.S. AIRLINE THAT HAS EARNED A PROFIT EVERY 
YEAR SINCE 1973. EMPLOYEES LOVE WORKING THERE. TURNOVER IS 
EXTREMELY LOW, AND THE COMPANY IS CONSIDERED TO HAVE THE MOST 
PRODUCTIVE WORKFORCE IN THE INDUSTRY. AND IT’S EXTREMELY POPULAR 
WITH CUSTOMERS; SOUTHWEST GETS CONSISTENTLY SUPERIOR CUSTOMER 
SERVICE RATINGS. 

Given Southwest’s position today, you wouldn’t suspect that its start-up was anything but 
smooth. It’s a testament to the Law of Victory that the company even exists today. The airline 
was begun in 1967 by Rollin King, owner of a small commuter air service in Texas; John Parker, 
a banker; and Herb Kelleher, an attorney. But it took them four years to get their first plane off 
the ground. As soon as the company incorporated, Braniff, Trans Texas, and Continental Airlines 
all tried to put it out of business. And they almost succeeded. One court battle followed another, 
and one man, more than any other, made the fight his own: Herb Kelleher. When their start-up 
capital was gone, and they seemed to be defeated, the board wanted to give up. However, 
Kelleher said, “Let’s go one more round with them. I will continue to represent the company in 
court, and I’ll postpone any legal fees and pay every cent of the court costs out of my own 
pocket.” Finally when their case made it to the Texas Supreme Court, they won, and they were at 
last able to put their planes in the air. 

Once it got going, Southwest hired experienced airline leader Lamar Muse as it’s new CEO. 
He, in turn, hired the best executives available. And as other airlines kept trying to put them out 
of business, Kelleher and Muse kept fighting—in court and in the marketplace. When they had 
trouble filling their planes going to and from Houston, Southwest began flying into Houston’s 
Hobby Airport, which was more accessible to commuters because of its proximity to downtown. 
When all the major carriers moved to the newly created Dallas-Fort Worth Airport, Southwest 
kept flying into convenient Love Field. When the airline had to sell one of its four planes to 
survive, the executives figured out a way for their planes to remain on the ground no longer than 
an amazingly short ten minutes between flights. That way Southwest could maintain routes and 
schedules. And when they couldn’t figure out any other way to fill their planes, they pioneered 
peak and off-peak pricing, giving leisure travelers a huge break in the cost of fares. 

Through it all, Kelleher kept fighting and helped keep Southwest alive. In 1978, seven years 
after he helped put the company’s first small fleet of planes into the air, he became chairman of 
the company. In 1982, he was made president and CEO. Today he continues to fight and find 
ways for the company to win. And look at the success: 

Southwest Airlines Yesterday and Today 
  
1971 
1997 
Size of Fleet 
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4 
262 
Employees at year-end 
195 
23,974 
Customers carried 
108,000 
50,399,960 
Cities served 
3 
51 
Trips flown 
6,051 
786,288 
Stockholders’ equity 
$3.3 million 
$2.0 billion 
Total assets 
$22 million 
$4.2 billion 
  
Southwest’s Vice President of Administration Colleen Barrett sums it up: “The warrior 
mentality, the very fight to survive is truly what created our culture.” What Kelleher and 
Southwest have is not just a will to survive, but a will to win. Leaders who practice the Law of 
Victory believe that anything less than success is unacceptable. And they have no Plan B. That 
keeps them fighting. 

What is your level of expectation when it comes to succeeding for your organization? How 
dedicated are you to winning your “game”? Are you going to have the Law of Victory in your 
corner as you fight, or when times get difficult, are you going to throw in the towel? Your 
answer to that question may determine whether you fail or succeed as a leader. 

 
 

 

THE LAW OF THE BIG MO 
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MOMENTUM IS A LEADER’S BEST FRIEND 

All leaders face the challenge of creating change in an organization. The key is momentum—
what I call the Big Mo. Just as every sailor knows that you can’t steer a ship that isn’t moving 
forward, strong leaders understand that to change direction, you first have to create forward 
progress—and that takes the Law of the Big Mo. 

I saw a movie several years ago called Stand and Deliver. Maybe you’ve seen it too. It’s 
about a real-life teacher named Jaime Escalante who worked at Garfield High School in East Los 
Angeles, California. The movie focused on Escalante’s ability to teach, but the real story is 
actually a study in the Law of the Big Mo. 

Teaching, motivating, and leading were in Jaime Escalante’s blood, even from the time of his 
youth in his native Bolivia. He started tutoring kids when he was in elementary school, and he 
began his career as a physics teacher before he finished his college degree. He quickly became 
known as his city’s finest teacher. When he was in his thirties, Escalante and his family 
immigrated to the United States. He worked several years in a restaurant, and then at Russell 
Electronics. Though he could have pursued a promising career at Russell, he went back to school 
and earned a second bachelor’s degree so that he could teach in the United States. Escalante’s 
burning desire was to make a difference in people’s lives. 

At age forty-three, he was hired by Garfield High School to teach computer science. But 
when he arrived at Garfield on the first day of class, he found that there was no funding for 
computers. And because his degree was in mathematics, he would be teaching basic math. 
Disappointed, he went in search of his first class, hoping that his dream of making a difference 
wasn’t slipping through his fingers. 

FIGHTING A TIDAL WAVE OF NEGATIVE 
MOMENTUM 

THE CHANGE FROM COMPUTERS TO MATH TURNED OUT TO BE THE LEAST OF 
ESCALANTE’S PROBLEMS. THE SCHOOL, WHICH HAD BEEN QUIET DURING HIS 
SUMMERTIME INTERVIEW, WAS NOW IN CHAOS. DISCIPLINE WAS NONEXISTENT. 
FIGHTS SEEMED TO BREAK OUT CONTINUALLY. TRASH AND GRAFFITI WERE 
EVERYWHERE. STUDENTS—AND EVEN OUTSIDERS FROM THE NEIGHBORHOOD—
ROAMED ALL OVER THE CAMPUS THROUGHOUT THE DAY. ESCALANTE 
DISCOVERED THAT ALEX AVILEZ, THE SCHOOL’S LIBERAL PRINCIPAL, WAS 
ACTUALLY ENCOURAGING GANG RECOGNITION ON CAMPUS. AVILEZ HAD 
DECIDED THAT STUDENT GANG MEMBERS NEEDED VALIDATION AND MORE 
OPPORTUNITIES TO IDENTIFY WITH THE SCHOOL. SO HE ENCOURAGED 
EIGHTEEN DIFFERENT GANGS TO PUT UP THEIR PLACAS (SIGNS WITH THE 
GANG’S SYMBOL) IN VARIOUS PLACES ON CAMPUS TO SERVE AS MEETING 
AREAS FOR THEM. IT WAS A TEACHER’S WORST NIGHTMARE. HOW IN THE 
WORLD WAS ESCALANTE GOING TO MAKE A DIFFERENCE UNDER THOSE 
CONDITIONS LIKE THESE? 

Almost daily he thought of quitting. But his passion for teaching and his dedication to 
improving the lives of his students wouldn’t allow him to give up. Yet at the same time Escalante 
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knew that the students were doomed if the school didn’t change. They were all sliding backward 
fast, and they needed something to move them forward. 

The break came as a result of what looked like a major setback: When administrators were 
informed that the school was in danger of losing its accreditation, the district removed Principal 
Avilez and replaced him with a better leader, Paul Possemato. He immediately cleaned up the 
school, discouraged gang activity, and chased outsiders from the campus. Though he was at the 
school only two years, the principal saved Garfield from losing its accreditation, and he stopped 
the negative momentum the school had experienced. 

IT TAKES A LEADER TO GET THINGS 
STARTED 

THE MOVIE STAND AND DELIVER MADE IT LOOK AS THOUGH ESCALANTE WAS 
THE ONE WHO CAME UP WITH THE IDEA OF PREPARING STUDENTS TO TAKE AN 
ADVANCED PLACEMENT (AP) EXAM. THE REALITY WAS THAT A FEW AP TESTS 
WERE ALREADY BEING GIVEN ON CAMPUS. EACH YEAR SEVERAL STUDENTS 
TOOK TESTS FOR SPANISH. AND OCCASIONALLY, ONE OR TWO WOULD ATTEMPT 
A TEST IN PHYSICS OR HISTORY. BUT THE PROBLEM WAS THAT THE SCHOOL 
DIDN’T HAVE A LEADER WITH VISION TO TAKE UP THE CAUSE. THAT’S WHERE 
ESCALANTE CAME INTO PLAY. HE BELIEVED THAT HE AND THE SCHOOL COULD 
MAKE A POSITIVE IMPACT ON HIS STUDENTS’ LIVES, AND THE WAY TO START 
THE BALL ROLLING WAS TO CHALLENGE THE SCHOOL’S BEST AND BRIGHTEST 
WITH AN AP CALCULUS TEST. 

SMALL BEGINNINGS 

IN THE FALL OF 1978, ESCALANTE ORGANIZED THE FIRST CALCULUS CLASS. 
ROUNDING UP EVERY POSSIBLE CANDIDATE WHO MIGHT BE ABLE TO HANDLE 
THE COURSE FROM GARFIELD’S 3,500 STUDENT POPULATION, HE WAS ABLE TO 
FIND ONLY FOURTEEN STUDENTS. IN THE FIRST FEW CLASSES, HE LAID OUT THE 
WORK IT WOULD TAKE FOR THEM TO PREPARE FOR THE AP CALCULUS TEST AT 
THE END OF THE YEAR. 

By the end of the second week of school, he had lost seven students—half the class. Even the 
ones who stayed were not well prepared for calculus. And by late spring, he was down to only 
five students. All of them took the AP test in May, but only two passed. 

Escalante was disappointed, but he refused to give up, especially since he had made some 
progress. He knew that if he could give some of the students a few wins, build their confidence, 
and give them hope, he could move them forward. If he could just build some momentum, things 
at the school could turn around. 

TWO KEYS: PREPARATION AND 
MOTIVATION 

ESCALANTE RECOGNIZED THAT HE COULD SUCCEED ONLY IF HIS STUDENTS 
WERE EFFECTIVELY INSPIRED AND PROPERLY PREPARED. MOTIVATION WOULD 
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NOT BE A PROBLEM BECAUSE THE CALCULUS TEACHER WAS GIFTED IN THAT 
AREA. HE READ HIS STUDENTS MASTERFULLY AND ALWAYS KNEW EXACTLY 
WHAT TO DO WITH THEM. IF THEY NEEDED MOTIVATION, HE’D GIVE THEM 
EXTRA HOMEWORK OR CHALLENGE ONE OF THE SCHOOL’S ATHLETES TO A 
HANDBALL MATCH. (ESCALANTE NEVER LOST!) IF THEY NEEDED 
ENCOURAGEMENT, HE’D TAKE THEM OUT TO MCDONALD’S AS A REWARD. IF 
THEY GOT LAZY, HE’D INSPIRE, AMAZE, AMUSE, AND EVEN INTIMIDATE THEM. 
AND ALL ALONG THE WAY, HE MODELED HARD WORK, DEDICATION TO 
EXCELLENCE, AND WHAT HE CALLED GANAS—DESIRE. 

Getting his students prepared was more difficult. He introduced more algebra and 
trigonometry to students in the lower-level classes, and he got some of his colleagues to do the 
same. He also started to rally support for a summer program to teach advanced math. And in 
time, the students improved. 

IT STARTS WITH A LITTLE PROGRESS 

IN THE FALL, ESCALANTE PUT TOGETHER ANOTHER CALCULUS CLASS, THIS 
TIME WITH NINE STUDENTS. AT THE END OF THE YEAR, EIGHT TOOK THE TEST 
AND SIX PASSED. HE WAS MAKING PROGRESS. WORD OF HIS SUCCESS SPREAD, 
AND IN THE FALL OF 1980, HIS CALCULUS CLASS NUMBERED FIFTEEN. WHEN 
THEY ALL TOOK THE TEST AT THE END OF THE YEAR, FOURTEEN STUDENTS 
PASSED. THE STEPS FORWARD WEREN’T HUGE, BUT ESCALANTE COULD SEE 
THAT THE PROGRAM WAS BUILDING MOMENTUM. 

The next group of students, numbering eighteen, was the subject of the movie Stand and 
Deliver. Like their predecessors, they worked very hard to learn calculus, many coming to school 
at 7:00 A.M. every day—a full hour and a half before school started. And often they stayed until 
5:00, 6:00 or 7:00 P.M. When they took the test in May, they felt that they had done well. 

MOMENTUM BREAKER? 

BUT THEN THERE WAS A PROBLEM, ONE THAT THREATENED TO DESTROY THE 
FLEDGLING PROGRAM AND STOP COLD THE MOMENTUM ESCALANTE HAD BEEN 
WORKING HARD TO BUILD OVER THE PAST SEVERAL YEARS. A GRADER FOR THE 
EDUCATIONAL TESTING SERVICE (ETS), WHICH ADMINISTERED THE AP EXAMS, 
FOUND SOME SIMILARITIES ON SEVERAL OF THE TESTS THE STUDENTS HAD 
TAKEN. THAT LED TO AN INVESTIGATION OF FOURTEEN OF THE EIGHTEEN 
GARFIELD STUDENTS WHO TOOK THE TEST. THE TESTERS ACCUSED 
ESCALANTE’S STUDENTS OF CHEATING. 

Resolving the investigation was a bureaucratic nightmare. The only way for the students to 
receive the college credit they wanted so desperately was to retake the test, but the students were 
indignant and felt retesting was an admission of guilt. Escalante tried to intervene, but the 
bureaucrats at ETS refused to talk with him. Henry Gradillas, who was then the principal, also 
tried to get the testing service to reverse its decision but was unsuccessful. They were at an 
impasse. 
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Finally, the students agreed to retake the test—even though they had been out of school and 
hadn’t studied for three months. What were the results? Every single student passed. Escalante’s 
pass rate for the year was 100 percent. 

NO—MOMENTUM MAKER 

WHAT COULD HAVE KILLED THE MOMENTUM ESCALANTE HAD BUILT AT 
GARFIELD TURNED INTO A REAL MOMENTUM BUILDER. STUDENTS AT THE 
SCHOOL BECAME MORE CONFIDENT, AND PEOPLE WITHIN THE COMMUNITY 
RALLIED AROUND ESCALANTE AND HIS PROGRAM. AND THE PUBLICITY 
SURROUNDING THE TEST GAVE A PUSH OF MOMENTUM THAT MADE IT POSSIBLE 
FOR EAST LOS ANGELES COLLEGE TO START A SUMMER PROGRAM THAT 
ESCALANTE WANTED FOR HIS STUDENTS. 

After that, the math program exploded. In 1983, the number of students passing the AP 
calculus exam almost doubled, from 18 to 31. The next year it doubled again, the number 
reaching 63. And it continued growing. In 1987, 129 students took the test, with 85 of them 
receiving college credit. Garfield High School in East Los Angeles, once considered the sinkhole 
of the district, produced 27 percent of all passing AP calculus test scores by Mexican-Americans 
in the entire United States. 

THE MOMENTUM EXPLOSION 

THE BENEFITS OF THE LAW OF THE BIG MO WERE FELT BY ALL OF GARFIELD 
HIGH SCHOOL’S STUDENTS. THE SCHOOL STARTED OFFERING CLASSES TO 
PREPARE STUDENTS FOR OTHER AP EXAMS. IN TIME, GARFIELD HELD REGULAR 
AP CLASSES IN SPANISH, CALCULUS, HISTORY, EUROPEAN HISTORY, BIOLOGY, 
PHYSICS, FRENCH, GOVERNMENT, AND COMPUTER SCIENCE. 

In 1987, nine years after Escalante spearheaded the program, Garfield students took more 
than 325 AP examinations. Most incredibly, Garfield had a waiting list of more than four 
hundred students from areas outside its boundaries wanting to enroll. The school that was once 
the laughingstock of the district and that had almost lost its accreditation had become one of the 
top three inner-city schools in the entire nation! That’s the power of the Law of the Big Mo. 

ONLY A LEADER CAN CREATE 
MOMENTUM 

IT TAKES A LEADER TO CREATE MOMENTUM. FOLLOWERS CATCH IT. AND 
MANAGERS ARE ABLE TO CONTINUE IT ONCE IT HAS BEGUN. BUT CREATING IT 
REQUIRES SOMEONE WHO CAN MOTIVATE OTHERS, NOT WHO NEEDS TO BE 
MOTIVATED. HARRY TRUMAN ONCE SAID, “IF YOU CAN’T STAND THE HEAT, GET 
OUT OF THE KITCHEN.” BUT FOR LEADERS, THAT STATEMENT SHOULD BE 
CHANGED TO READ, “IF YOU CAN’T MAKE SOME HEAT, GET OUT OF THE 
KITCHEN.” 

TRUTHS ABOUT MOMENTUM 
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MOMENTUM REALLY IS A LEADER’S BEST FRIEND. SOMETIMES IT’S THE ONLY 
DIFFERENCE BETWEEN LOSING AND WINNING. THAT’S WHY IN BASKETBALL 
GAMES, FOR INSTANCE, WHEN THE OPPOSING TEAM SCORES A LOT OF 
UNANSWERED POINTS AND STARTS TO DEVELOP TOO MUCH MOMENTUM, A 
GOOD COACH WILL CALL A TIME-OUT. HE KNOWS THAT IF THE OTHER TEAM’S 
MOMENTUM GETS TOO STRONG, HIS TEAM IS LIKELY TO LOSE THE GAME. 

Momentum also makes a huge difference in organizations. When you have no momentum, 
even the simplest tasks can seem to be insurmountable problems. But when you have momentum 
on your side, the future looks bright, obstacles appear small, and trouble seems temporary. 

MOMENTUM MAKES LEADERS LOOK BETTER THAN THEY ARE 

WHEN LEADERS HAVE MOMENTUM ON THEIR SIDE, PEOPLE THINK THEY’RE 
GENIUSES. THEY LOOK PAST SHORTCOMINGS. THEY FORGET ABOUT THE 
MISTAKES THE LEADERS HAVE MADE. MOMENTUM CHANGES PEOPLE’S 
PERSPECTIVE OF LEADERS. 

MOMENTUM HELPS FOLLOWERS PERFORM BETTER THAN THEY ARE 

WHEN LEADERSHIP IS STRONG AND THERE IS MOMENTUM IN AN 
ORGANIZATION, PEOPLE ARE MOTIVATED AND INSPIRED TO PERFORM AT 
HIGHER LEVELS. THEY BECOME EFFECTIVE BEYOND THEIR HOPES AND 
EXPECTATIONS. 

If you remember the 1980 U.S. Olympic hockey team, you know what I’m talking about. The 
team was good, but not good enough to win the gold medal. Yet that’s what the Americans did. 
Why? Because leading up to the championship game, they won game after game against very 
tough teams. They gained so much momentum that they performed beyond their capabilities. 
And after they beat the Russians, nothing could stop them from coming home with the gold 
medal. 

MOMENTUM IS EASIER TO STEER THAN TO START 

HAVE YOU EVER BEEN WATERSKIING? IF YOU HAVE, YOU KNOW THAT IT’S 
HARDER TO GET UP ON THE WATER THAN IT IS TO STEER ONCE YOU’RE UP 
THERE. THINK ABOUT THE FIRST TIME YOU SKIED. BEFORE YOU GOT UP, THE 
BOAT WAS DRAGGING YOU ALONG, AND YOU PROBABLY THOUGHT YOUR ARMS 
WERE GOING TO GIVE WAY AS THE WATER FLOODED AGAINST YOUR CHEST 
AND INTO YOUR FACE. FOR A MOMENT, YOU MIGHT HAVE BELIEVED YOU 
COULDN’T HOLD ON TO THE TOW ROPE ANY LONGER. BUT THEN THE FORCE OF 
THE WATER DROVE YOUR SKIS UP ONTO THE SURFACE, AND OFF YOU WENT. AT 
THAT POINT, YOU WERE ABLE TO MAKE A TURN WITH ONLY A SUBTLE SHIFT OF 
WEIGHT FROM ONE FOOT TO ANOTHER. THAT’S THE WAY THE MOMENTUM OF 
LEADERSHIP WORKS. GETTING STARTED IS A STRUGGLE, BUT ONCE YOU’RE 
MOVING FORWARD, YOU CAN REALLY START TO DO SOME AMAZING THINGS. 

MOMENTUM IS THE MOST POWERFUL CHANGE AGENT 

WITH ENOUGH MOMENTUM, NEARLY ANY KIND OF CHANGE IS POSSIBLE. THAT 
WAS TRUE FOR GARFIELD HIGH SCHOOL, CONSIDERED BY MANY PEOPLE TO BE 
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A PLACE WITH NO HOPE, AND IT’S TRUE FOR ANY OTHER ORGANIZATION. 
MOMENTUM PUTS VICTORY WITHIN REACH. 

MY GREATEST MOMENTUM CHALLENGE 

AS A LEADER, MY GREATEST FIGHT FOR MOMENTUM OCCURRED AT SKYLINE, 
MY THIRD CHURCH. I ARRIVED THERE AS THE SENIOR PASTOR IN 1981, AND AS 
THE CHURCH STARTED GROWING, IT DIDN’T TAKE ME LONG TO RECOGNIZE 
THAT WE WOULD NEED TO RELOCATE TO SUSTAIN OUR GROWTH. 

At first, I thought that wouldn’t be a problem. A relocation that size isn’t easy, but we were 
in a good position for the move. We had started to develop momentum, having doubled in size 
from one thousand to more than two thousand in attendance. Through my application of the Law 
of the Inner Circle, we had an exceptional staff in place. Morale among the people was very 
high. And I also had the advantage of having led both of my previous churches through building 
projects. But I failed to take into account the depth of San Diego’s bureaucracy and California’s 
environmental protection laws. 

When I was the pastor at my first church in Indiana, we had gone through a rapid period of 
growth and decided to relocate. After the decision was made to construct a new building, a 
member of the church donated a plot of land, and we started building within a few weeks. In less 
than nine months, we had built a new facility and moved in. 

Things couldn’t have been more different in California. We started the relocation process in 
1984. Because of local politics, neighborhood concerns, and environmental red tape, what 
appeared to be a three-year project dragged out for more than three times that long. As it turned 
out, it took us eleven years just to get the zoning and building permits approved. I wasn’t the 
leader anymore when the project finally received approval. Jim Garlow, who followed me as the 
senior pastor at the church, accomplished that along with a fine team of laypeople. 

The greatest challenge of my life as a leader was sustaining momentum during those last five 
years at Skyline. The people at most churches facing similar circumstances would have given up, 
and before long, their churches would have shrunk in size. But not Skyline. What saved us? The 
answer can be found in the Law of the Big Mo. I did everything possible during those years to 
build momentum. I continually kept the vision for the relocation in front of the people. We made 
it a habit to focus on what we could do rather than on what we couldn’t, and we often celebrated 
our victories, no matter how small. Meanwhile, we made progress in areas where we could. We 
improved our small groups, making them very strong, and we continually focused on developing 
leaders. It kept us going. The momentum we built was so strong that even that eleven-year 
obstacle couldn’t stop us. 

If your desire is to do great things with your organization, never overlook the power of 
momentum. It truly is the leader’s best friend. If you can develop it, you can do almost anything. 
That’s the power of the Big Mo. 

 
 

Encoded by: Dhon Reyes NOT FOR SALE!      106/135 
      tagapayo@gmail.com 



 

THE LAW OF PRIORITIES 

LEADERS UNDERSTAND THAT ACTIVITY IS 
NOT NECESSARILY ACCOMPLISHMENT 

Leaders never grow to a point where they no longer need to prioritize. It’s something that good 
leaders keep doing, whether they’re leading a small group, pastoring a church, running a small 
business, or leading a billion-dollar corporation. I was reminded of that last year when I moved 
my companies from San Diego, California, to Atlanta, Georgia. 

I used to think that I would live the rest of my life in San Diego. It’s a gorgeous city with one 
of the best climates in the world. It’s ten minutes from the beach and two hours from the ski 
slopes. It has culture, professional sporting teams, and fine restaurants. And I could play golf 
there year-round. Why would I ever want to leave a place like that? 

But then one day I sat down and started to reevaluate my priorities. I fly a tremendous 
amount because of my speaking engagements and consulting work. I realized that because I lived 
in San Diego, I was spending too much time traveling just to various airline hubs in order to 
make connections. So I asked Linda, my assistant, to figure out exactly how much time I was 
doing that. What I discovered shocked even me. In 1996, I had spent twenty-seven days traveling 
back and forth just between San Diego and Dallas to make flight connections. That’s when I 
decided to look into moving INJOY and my other companies to an airline hub. Stephen Covey 
remarked, “A leader is the one who climbs the tallest tree, surveys the entire situation, and yells, 
‘Wrong jungle!’ ” I felt a little like that when I realized what we were about to do. 

We finally settled on Atlanta as the ideal location. First, it was a major airline hub. From 
there I would be able to reach 80 percent of the United States with a two-hour flight. That would 
give me a lot of extra time in the coming years. Second, the area is beautiful, and it offers 
excellent cultural, recreational, and entertainment opportunities. Finally, my people moving from 
California would be able to enjoy a good standard of living. The move was quite an undertaking, 
but it went smoothly thanks to the hard work and strong leadership of the people who work for 
me. 

THE THREE RS 

IMMEDIATELY AFTER OUR MOVE TO ATLANTA, I ALSO SET ASIDE SOME TIME TO 
REEVALUATE MY PERSONAL PRIORITIES. FOR THE LAST SEVERAL YEARS, MY 
SCHEDULE HAS GOTTEN HEAVIER AND HEAVIER. AND THE SIZE OF OUR 
ORGANIZATIONS HAS GROWN. FOUR YEARS AGO, WE HAD FEWER THAN 
TWENTY EMPLOYEES. NOW WE HAVE MORE THAN ONE HUNDRED. BUT JUST 
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BECAUSE WE’RE DOING MORE DOESN’T MEAN THAT WE’RE BEING SUCCESSFUL 
AND ACCOMPLISHING OUR MISSION. FOR THAT, YOU HAVE TO LOOK TO THE 
LAW OF PRIORITIES. 

For the last ten years, I’ve used two guidelines to help me measure my activity and determine 
my priorities. The first is the Pareto Principle. I’ve often taught it to people at leadership 
conferences over the years, and I also explain it in my book Developing the Leader Within You. 
The idea is this: If you focus your attention on the activities that rank in the top 20 percent in 
terms of importance, you will have an 80 percent return on your effort. For example, if you have 
ten employees, you should give 80 percent of your time and attention to your best two people. If 
you have one hundred customers, the top twenty will provide you with 80 percent of your 
business. If your to-do list has ten items on it, the two most important ones will give you an 80 
percent return on your time. If you haven’t already observed this phenomenon, test it and you’ll 
see that it really works out. 

The second guideline is the three Rs. No, they’re not reading, writing, and ’rithmetic. My 
three Rs are requirement, return, and reward. To be effective, leaders must order their lives 
according to these three questions: 

1. WHAT IS REQUIRED? 

WE’RE ALL ACCOUNTABLE TO SOMEBODY—AN EMPLOYER, A BOARD OF 
DIRECTORS, OUR STOCKHOLDERS, OR SOMEONE ELSE. FOR THAT REASON, YOUR 
LIST OF PRIORITIES MUST ALWAYS BEGIN WITH WHAT IS REQUIRED OF YOU. IF 
IT’S NOT NECESSARY FOR YOU TO DO SOMETHING PERSONALLY, THEN 
DELEGATE IT OR ELIMINATE IT. 

2. WHAT GIVES THE GREATEST RETURN? 

AS A LEADER, YOU SHOULD SPEND MOST OF YOUR TIME WORKING IN YOUR 
AREAS OF GREATEST STRENGTH. IF SOMETHING CAN BE DONE 80 PERCENT AS 
WELL BY SOMEONE ELSE IN YOUR ORGANIZATION, DELEGATE IT. IF A 
RESPONSIBILITY COULD POTENTIALLY MEET THAT STANDARD, THEN DEVELOP A 
PERSON TO HANDLE IT. 

3. WHAT BRINGS THE GREATEST REWARD? 

TIM REDMOND ADMITTED, “THERE ARE MANY THINGS THAT WILL CATCH MY 
EYE, BUT THERE ARE ONLY A FEW THINGS THAT WILL CATCH MY HEART.” THE 
THINGS THAT BRING THE GREATEST PERSONAL REWARD ARE THE FIRE 
LIGHTERS IN A LEADER’S LIFE. NOTHING ENERGIZES A PERSON THE WAY 
PASSION DOES. 

REORDERING PRIORITIES 

MY MOST IMPORTANT PRIORITY AFTER THE MOVE TO ATLANTA WAS TO CARVE 
OUT MORE TIME FOR MY FAMILY. SO I DISCUSSED THOSE ISSUES WITH MY WIFE, 
MARGARET, AND WE CAME TO AN AGREEMENT CONCERNING WHAT THAT 
WOULD LOOK LIKE. THEN I BROUGHT TOGETHER THE FOUR PRESIDENTS OF MY 
ORGANIZATIONS AND SEVERAL OTHER KEY PLAYERS TO HELP ME REVIEW MY 

Encoded by: Dhon Reyes NOT FOR SALE!      108/135 
      tagapayo@gmail.com 



OTHER PRIORITIES AND DETERMINE HOW I WOULD SPEND MY TIME IN THE 
COMING YEAR. AS WE TALKED THROUGH THE ISSUES, THEY SHARED THEIR 
NEEDS WITH ME, AND I SHARED MY VISION WITH THEM. TOGETHER, WE 
CONFIRMED THE AMOUNT OF TIME I WOULD GIVE EACH OF MY FOUR KEY 
PRIORITY AREAS. HERE’S WHAT WE CAME UP WITH: 

AREA 
TIME ALLOTTED 

1. Leadership 
19 percent 

2. Communicating 
38 percent 
3. Creating 
31 percent 

4. Networking 
12 percent 

  
I am passionate about each of these four areas. All of them are absolutely necessary for the 

growth and health of the organizations, and they bring the highest return for my time. So far 
these guidelines seem to be serving the companies and me well. But every year we will revisit 
them and take a hard look at how effective we’re being. Activity is not necessarily 
accomplishment. If we want to continue to be effective, we have to work according to the Law of 
Priorities. 

PRIORITIES WERE THE NAME OF HIS 
GAME 

EXAMINE THE LIFE OF ANY GREAT LEADER, AND YOU WILL SEE HIM PUTTING 
PRIORITIES INTO ACTION. EVERY TIME NORMAN SCHWARZKOPF ASSUMED A 
NEW COMMAND, HE DIDN’T JUST RELY ON HIS LEADERSHIP INTUITION; HE ALSO 
REEXAMINED THE UNIT’S PRIORITIES. WHEN LEE IACOCCA TOOK OVER 
CHRYSLER, THE FIRST THING HE DID WAS TO REORDER ITS PRIORITIES. WHEN 
EXPLORER ROALD AMUNDSEN SUCCEEDED IN TAKING HIS TEAM TO THE SOUTH 
POLE AND BACK, IT WAS DUE, IN PART, TO HIS ABILITY TO SET RIGHT 
PRIORITIES. 

Successful leaders live according to the Law of Priorities. They recognize that activity is not 
necessarily accomplishment. But the best leaders seem to be able to get the Law of Priorities to 
work for them by satisfying multiple priorities with each activity. This actually enables them to 
increase their focus while reducing their number of actions. 

A leader who was a master at that was one of my idols: John Wooden, the former head 
basketball coach of the UCLA Bruins. He is called the Wizard of Westwood because the 
amazing feats he accomplished in the world of college sports were so incredible that they seemed 
to be magical. 

Evidence of Wooden’s ability to make the Law of Priorities work for him could be seen in 
the way he approached basketball practice. Wooden claimed that he learned some of his methods 
from watching Frank Leahy, the great former Notre Dame football head coach. He said, “I often 

Encoded by: Dhon Reyes NOT FOR SALE!      109/135 
      tagapayo@gmail.com 



went to his [Leahy’s] practices and observed how he broke them up into periods. Then I would 
go home and analyze why he did things certain ways. As a player, I realized there was a great 
deal of time wasted. Leahy’s concepts reinforced my ideas and helped in the ultimate 
development of what I do now.” 

EVERYTHING HAD A PURPOSE BASED ON 
PRIORITIES 

FRIENDS WHO HAVE BEEN IN THE MILITARY TELL ME THAT THEY OFTEN HAD 
TO HURRY UP AND WAIT. THAT SEEMS TO BE THE WAY SOME COACHES WORK 
TOO. THEIR PLAYERS ARE ASKED TO WORK THEIR HEARTS OUT ONE MINUTE 
AND THEN TO STAND AROUND DOING NOTHING THE NEXT. BUT THAT’S NOT THE 
WAY WOODEN WORKED. HE ORCHESTRATED EVERY MOMENT OF PRACTICE AND 
PLANNED EACH ACTIVITY WITH SPECIFIC PURPOSES IN MIND. 

Every year, Wooden determined a list of overall priorities for the team, based on 
observations from the previous season. Those items might include objectives such as, “Build 
confidence in Drollinger and Irgovich,” or “Use 3 on 2 continuity drill at least three times a 
week.” Usually, he had about a dozen or so items that he wanted to work on throughout the 
season. But Wooden also reviewed his agenda for his teams every day. Each morning, he and an 
assistant would meticulously plan the day’s practice. They usually spent two hours strategizing 
for a practice that might not even last that long. He drew ideas from notes jotted on three-by-five 
cards that he always carried with him. He planned every drill, minute by minute, and recorded 
the information in a notebook prior to practice. Wooden once boasted that if you asked what his 
team was doing on a specific date at three o’clock in 1963, he could tell you precisely what drill 
his team was running. 

Wooden always maintained his focus, and he found ways for his players to do the same 
thing. His special talent was for addressing several priority areas at once. For example, to help 
players work on their free throws—something that many of them found tedious—Wooden 
instituted a free-throw shooting policy during scrimmages that would encourage them to 
concentrate and improve instead of just marking time. The sooner a sidelined player made a set 
number of shots, the sooner he could get back into action. And Wooden continually changed the 
number of shots required by the guards, forwards, and centers so that team members rotated in 
and out at different rates. That way everyone, regardless of position or starting status, got 
experience playing, a critical priority for Wooden’s development of total teamwork. 

The most remarkable aspect about John Wooden—and the most telling about his ability to 
focus on his priorities—is that he never scouted opposing teams. Instead, he focused on getting 
his players to reach their potential. And he addressed those things through practice and personal 
interaction with the players. It was never his goal to win championships or even to beat the other 
team. His desire was to get each person to play to his potential and to put the best possible team 
on the floor. And of course, Wooden’s results were incredible. In more than forty years of 
coaching, he had only one losing season—his first. And he led his UCLA teams to four 
undefeated seasons and a record ten NCAA championships. No other college team has ever 
come close. Wooden is a great leader. He just might be the finest man to coach in any sport. 
Why? Because every day he lived by the Law of Priorities. 
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REFOCUSING ON A WORLDWIDE SCALE 

ONE OF THE MOST EFFECTIVE LEADERS TODAY WHEN IT COMES TO THE LAW OF 
PRIORITIES IS JACK WELCH, CHAIRMAN AND CEO OF GENERAL ELECTRIC, WHOM 
I MENTIONED IN DISCUSSING THE LAW OF REPRODUCTION. WHEN WELCH 
ASSUMED LEADERSHIP OF GE IN 1981, IT WAS A GOOD COMPANY. IT HAD A 
NINETY-YEAR HISTORY, THE COMPANY STOCK TRADED AT $4 PER SHARE, AND 
THE COMPANY WAS WORTH ABOUT $12 BILLION, ELEVENTH BEST ON THE 
STOCK MARKET. IT WAS A HUGE, DIVERSE COMPANY WHICH INCLUDED 350 
STRATEGIC BUSINESSES. BUT WELCH BELIEVED THE COMPANY COULD BECOME 
BETTER. WHAT WAS HIS STRATEGY? HE USED THE LAW OF PRIORITIES. 

Within a few months of taking over the company, he began what he called the hardware 
revolution. It changed the entire profile and focus of the company. Welch said, 

To the hundreds of businesses and product lines that made up the company we applied a single 
criterion: can they be number 1 or number 2 at whatever they do in the world marketplace? Of the 
348 businesses or product lines that could not, we closed some and divested others. Their sale 
brought in almost $10 billion. We invested $18 billion in the ones that remained and further 
strengthened them with $17 billion worth of acquisitions. 
What remained [in 1989], aside from a few relatively small supporting operations, are 14 world-
class businesses … all well positioned for the ’90s … each one either first or second in the world 
market in which it participates. 

Welch’s strong leadership and ability to focus have paid incredible dividends. Since he took 
over, GE’s stock has experienced a 2 to 1 split four times. And it trades at more than $80 per 
share as I write this. The company is currently ranked as the nation’s most admired company 
according to Fortune, and it has recently become the most valuable company in the world, with a 
market capitalization of more than $250 billion. 

What has made GE one of the best companies in the world? Jack Welch’s ability to use the 
Law of Priorities in his leadership. He never mistook activity for accomplishment. He knew that 
the greatest success comes only when you focus your people on what really matters. 

Take some time to reassess your leadership priorities. Like GE in the early ’80s, are you 
spread out all over the place? Or are you focused on the few things that bring the highest reward? 
If you aren’t living by the Law of Priorities, you might be spinning your wheels. 
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THE LAW OF SACRIFICE 

A LEADER MUST GIVE UP TO GO UP 

One of the most incredible turnarounds in American business history dramatically demonstrates 
the Law of Sacrifice. It happened at the Chrysler Corporation in the early 1980s. Chrysler was in 
a mess, despite a prior history of success. The company has been around since the mid-1920s, 
when Walter Chrysler reorganized the Maxwell and Chalmers Motor Car Companies and gave 
the business his name. In 1928, he bought out Dodge and Plymouth, and by 1940, the year he 
died, he had the second largest auto company in the world, ahead of Ford, the pioneer of the 
industry, and behind only General Motors. It was a tremendous success story. At one point, 
Chrysler had captured 25 percent of the entire domestic automobile market. 

The company remained fairly strong through the 1960s. A hallmark of its cars was 
innovative engineering. For example, Chrysler engineers designed the first electronic ignition for 
cars, the first hydraulic brakes, and the first under-the-hood computer. And in the 1960s, its cars 
were also known for high performance, with models such as the Barracuda, the Dodge Daytona, 
and the Plymouth Road Runner—called by some the ultimate street racer. 

A DEVASTATING DOWNTURN 

BUT BY THE 1970S, THE COMPANY WAS DECLINING RAPIDLY. IN 1978, ITS 
MARKET SHARE WAS DOWN FROM 25 PERCENT TO A PUNY 11 PERCENT. AND 
THINGS WERE GETTING WORSE. THE ORGANIZATION WAS HEADED FOR 
BANKRUPTCY. THEN IN NOVEMBER 1978, CHRYSLER BROUGHT ABOARD A NEW 
LEADER. HIS NAME WAS LEE IACOCCA. HE WAS A SEASONED CAR MAN WHO 
HAD WORKED HIS WAY UP THROUGH THE RANKS AT FORD. THOUGH EDUCATED 
AS AN ENGINEER, HE HAD VOLUNTARILY STARTED HIS CAREER IN SALES FOR 
FORD IN PENNSYLVANIA IN THE 1940S AND EVENTUALLY EARNED HIS WAY TO 
HEADQUARTERS IN DEARBORN, MICHIGAN. WHILE THERE, HE LED TEAMS WHO 
CREATED GROUNDBREAKING AUTOMOBILES SUCH AS THE LINCOLN 
CONTINENTAL MARK III AND THE LEGENDARY MUSTANG, ONE OF THE MOST 
POPULAR CARS IN HISTORY. 

In 1970, Iacocca became the president of the Ford Motor Company, the highest leadership 
position possible under Chairman Henry Ford II. In all, Iacocca worked for Ford for thirty-two 
years. And when he left in 1978, the company was earning record profits, having made $1.8 
billion in each of his last two years running the business. Though the separation wasn’t pleasant, 
between the severance package he received and the stock he had acquired while at Ford, Iacocca 
was in a position where he would never have to work again. But he was only fifty-four years old 
when he left Ford, and he knew he still had a lot to offer an organization. 

LEADER TO THE RESCUE 

CHRYSLER’S INVITATION FOR HIM TO COME ON BOARD PRESENTED HIM WITH 
THE OPPORTUNITY—AND THE CHALLENGE—OF A LIFETIME. JOHN RICCARDO, 
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THEN CHAIRMAN OF THE BOARD FOR CHRYSLER, RECOGNIZED THAT THE 
COMPANY NEEDED STRONG LEADERSHIP TO SURVIVE, SOMETHING HE COULD 
NOT ADEQUATELY PROVIDE. ACCORDING TO IACOCCA, RICCARDO KNEW THAT 
HE WAS IN OVER HIS HEAD, SO HE WANTED TO BRING IN THE FORMER FORD 
MAN AS PRESIDENT OF CHRYSLER. IN TURN, RICCARDO WOULD STEP ASIDE IN 
LESS THAN TWO YEARS SO THAT IACOCCA COULD BECOME CHAIRMAN AND 
CEO. JOHN RICCARDO WAS WILLING TO SACRIFICE HIMSELF FOR THE GOOD OF 
THE COMPANY. AS A RESULT, IACOCCA WOULD HAVE THE CHANCE TO REALIZE 
A LIFELONG DREAM: BECOMING THE TOP MAN AT ONE OF THE BIG THREE. 

IACOCCA GAVE UP TO GO UP 

IACOCCA ACCEPTED THE JOB, BUT IT ALSO STARTED HIM DOWN HIS OWN ROAD 
OF PERSONAL SACRIFICE. THE FIRST CAME IN HIS FINANCES. THE SALARY HE 
ACCEPTED AT CHRYSLER WAS A LITTLE OVER HALF WHAT HE HAD EARNED AS 
THE PRESIDENT OF FORD. THE NEXT SACRIFICE CAME IN HIS FAMILY LIFE. AT 
FORD, IACOCCA HAD ALWAYS PRIDED HIMSELF ON THE FACT THAT HE WORKED 
HARD FROM MONDAY TO FRIDAY, BUT HE ALWAYS SET ASIDE SATURDAY, 
SUNDAY, AND MOST FRIDAY NIGHTS FOR HIS FAMILY. AND WHEN HE CAME 
HOME FROM WORK AT THE END OF THE DAY, HE LEFT HIS TROUBLES AT THE 
OFFICE. 

But to lead Chrysler, he had to work almost around the clock. On top of that, when he got 
home, he couldn’t sleep. Iacocca later described the company as having been run like a small 
grocery store, despite its size. There were no viable financial systems or controls in place, 
production and supply methods were a mess, products were poorly built, and nearly all of the 
divisions were run by turf-minded vice presidents who refused to work as a team. Morale was 
abysmal throughout the company, customer loyalty was the worst in the business, and the 
company continued to lose money. 

WHEN ALL ELSE FAILS, MAKE ANOTHER 
SACRIFICE 

IACOCCA UNDERSTOOD THAT SUCCESSFUL LEADERS HAVE TO MAINTAIN AN 
ATTITUDE OF SACRIFICE IN ORDER TO TURN AROUND AN ORGANIZATION. THEY 
HAVE TO BE WILLING TO DO WHAT IT TAKES TO GO TO THE NEXT LEVEL. 
IACOCCA FIRED THIRTY-THREE OF THE THIRTY-FIVE VICE PRESIDENTS DURING 
A THREE-YEAR PERIOD. YET THINGS CONTINUED TO WORSEN. THE COUNTRY 
WAS EXPERIENCING A TERRIBLE RECESSION, AND INTEREST RATES WERE THE 
HIGHEST THEY HAD EVER BEEN. THEN OIL PRICES SKYROCKETED WHEN THE 
SHAH OF IRAN WAS DEPOSED IN EARLY 1979. CHRYSLER’S MARKET SHARE FELL 
TO A WEAK 8 PERCENT. DESPITE ALL IACOCCA’S WORK, IT SEEMED AS IF THE 
LAW OF SACRIFICE WASN’T WORKING. 

Iacocca worked harder to rebuild the company by bringing in the very best leaders in the 
business, many of whom had retired from Ford. He cut every expense he could and built on the 
company’s strengths, but those measures weren’t enough to lift up the company. Chrysler was 
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headed for bankruptcy. Iacocca had to face the greatest personal sacrifice of all: He would go to 
the American government with his proverbial hat in his hand for loan guarantees. 

At Ford, Iacocca had developed a reputation for being highly critical of any government 
involvement in business. So when he approached Congress for help, no one spoke very kindly 
about him. Iacocca later discussed that episode: 

In the minds of Congress and the media, we had sinned. We had missed the market, and we 
deserved to be punished. 
And punished we were. During the congressional hearings, we were held up before the entire 
world as living examples of everything that was wrong with American industry. We were 
humiliated on the editorial pages for not having the decency to give up and die gracefully … Our 
wives and kids were the butt of jokes in shopping malls and schools. It was a far higher price to 
pay than just closing the doors and walking away. It was personal. It was pointed. And it was 
painful. 

Swallowing his pride was a heroic sacrifice for Iacocca, one that many top corporate executives 
never would have made. But it was a price he had to pay to save the company. 

At least one sacrifice he made at that time received positive press: Iacocca reduced his own 
salary to one dollar a year. At the time he said, “Leadership means setting an example. When you 
find yourself in a position of leadership, people follow your every move.” He followed that 
action with requests for others to make sacrifices. He asked Chrysler’s top executives to take a 
10 percent pay cut. Then he asked for—and received—concessions from the unions and the 
banks that were working with the auto maker. For Chrysler to succeed, they would all make 
sacrifices together. And succeed they did. By 1982, Chrysler generated an operating profit of 
$925 million, the best in its history. And in 1983, the company was able to repay its loans. 

Chrysler has continued to succeed and grow. The company has fought its way back, and 
today it has a combined U.S. and Canadian market share of more than 16 percent—double what 
it was in the early years when Iacocca took over. He has since retired, but his leadership put 
Chrysler back on the map. Why? Because he modeled the Law of Sacrifice. 

THE HEART OF LEADERSHIP 

WHAT WAS TRUE FOR LEE IACOCCA IS TRUE FOR ANY LEADER. YOU HAVE TO 
GIVE UP TO GO UP. MANY PEOPLE TODAY WANT TO CLIMB UP THE CORPORATE 
LADDER BECAUSE THEY BELIEVE THAT FREEDOM AND POWER ARE THE PRIZES 
WAITING AT THE TOP. THEY DON’T REALIZE THAT THE TRUE NATURE OF 
LEADERSHIP IS REALLY SACRIFICE. 

Most people will acknowledge that sacrifices are necessary fairly early in a leadership career. 
People give up many things in order to gain potential opportunities. For example, Tom Murphy 
began working for General Motors in 1937. But he almost refused the first position he was 
offered with the company because the one hundred dollars a month salary barely covered his 
expenses. Despite his misgivings, he took the job anyway, thinking the opportunity was worth 
the sacrifice. He was right. Murphy eventually became General Motors’ chairman of the board. 

COUNTING THE COST OF LEADERSHIP 
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SACRIFICE IS A CONSTANT IN LEADERSHIP. IT IS AN ONGOING PROCESS, NOT A 
ONE-TIME PAYMENT. WHEN I LOOK BACK AT MY CAREER, I RECOGNIZE THAT 
THERE HAS ALWAYS BEEN A COST INVOLVED IN MOVING FORWARD. THAT’S 
BEEN TRUE FOR ME IN THE AREA OF FINANCES WITH EVERY CAREER CHANGE 
I’VE MADE EXCEPT ONE. WHEN I ACCEPTED MY FIRST JOB, OUR FAMILY INCOME 
DECREASED SINCE MY POSITION PAID LITTLE AND MY WIFE, MARGARET, HAD 
TO GIVE UP HER JOB AS A SCHOOLTEACHER FOR ME TO TAKE IT. WHEN I 
ACCEPTED A DIRECTOR’S JOB AT DENOMINATIONAL HEADQUARTERS IN 
MARION, INDIANA, I ONCE AGAIN TOOK A PAY CUT. AFTER I INTERVIEWED FOR 
MY THIRD PASTORAL POSITION, I ACCEPTED THE POSITION FROM THE BOARD 
WITHOUT KNOWING WHAT THE SALARY WOULD BE. (IT WAS LOWER.) WHEN 
SOME BOARD MEMBERS EXPRESSED THEIR SURPRISE, I TOLD THEM THAT IF I 
DID THE JOB WELL, THE SALARY WOULD TAKE CARE OF ITSELF. AND IN 1995 
WHEN I FINALLY LEFT THE CHURCH AFTER A TWENTY-SIX-YEAR CAREER SO 
THAT I COULD TEACH LEADERSHIP FULL-TIME, I GAVE UP A SALARY 
ALTOGETHER. ANYTIME YOU KNOW THAT THE STEP IS RIGHT, DON’T HESITATE 
TO MAKE A SACRIFICE. 

YOU’VE GOT TO GIVE UP TO GO UP 

LEADERS WHO WANT TO RISE HAVE TO DO MORE THAN TAKE AN OCCASIONAL 
CUT IN PAY. THEY HAVE TO GIVE UP THEIR RIGHTS. AS MY FRIEND GERALD 
BROOKS SAYS, “WHEN YOU BECOME A LEADER, YOU LOSE THE RIGHT TO THINK 
ABOUT YOURSELF.” FOR EVERY PERSON, THE NATURE OF THE SACRIFICE MAY 
BE DIFFERENT. FOR EXAMPLE, IACOCCA’S GREATEST SACRIFICES CAME LATE IN 
HIS CAREER. IN THE CASE OF SOMEONE LIKE FORMER SOUTH AFRICAN 
PRESIDENT F. W. DE KLERK, WHO WORKED TO DISMANTLE APARTHEID IN HIS 
COUNTRY, THE COST WAS HIS CAREER ITSELF. THE CIRCUMSTANCES MAY 
CHANGE FROM PERSON TO PERSON, BUT THE PRINCIPLE DOESN’T. LEADERSHIP 
MEANS SACRIFICE. 

 

Leaders give up to go up. That’s true of every leader regardless of profession. Talk to any 
leader, and you will find that he has made repeated sacrifices. Usually, the higher that leader has 
climbed, the greater the sacrifices he has made. Effective leaders sacrifice much that is good in 
order to dedicate themselves to what is best. That’s the way the Law of Sacrifice works. Digital 
Chairman and Chief Executive Robert Palmer said in an interview, “In my model of 
management, there’s very little wiggle room. If you want a management job, then you have to 
accept the responsibility and accountability that goes with it.” He is really talking about the cost 
of leadership. 

If leaders have to give up to go up, then they have to give up even more to stay up. Have you 
ever considered how infrequently teams have back-to-back championship seasons? The reason is 
simple: If a leader can take a team to the championship game and win it, he often assumes he can 
duplicate the results the next year without making changes. He becomes reluctant to make 
additional sacrifices in the off-season. But what gets a team to the top isn’t what keeps it there. 
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The only way to stay up is to give up even more. Leadership success requires continual change, 
improvement, and sacrifice. {philosopher-poet Ralph Waldo Emerson offered this option: “For 
everything you have missed, you have gained something else; and for everything you gain, you 
lose something.” 

THE HIGHER YOU GO, THE MORE YOU 
GIVE UP 

WHO IS THE MOST POWERFUL LEADER IN THE WORLD? I’D SAY IT’S THE 
PRESIDENT OF THE UNITES STATES. MORE THAN ANY OTHER SINGLE PERSON, 
HIS ACTIONS AND WORDS MAKE AN IMPACT ON PEOPLE, NOT JUST IN OUR 
COUNTRY, BUT AROUND THE GLOBE. THINK ABOUT WHAT HE MUST GIVE UP TO 
REACH THE OFFICE OF PRESIDENT AND THEN TO HOLD THAT OFFICE. HIS TIME IS 
NO LONGER HIS OWN. HE IS SCRUTINIZED CONSTANTLY. HIS FAMILY IS UNDER 
TREMENDOUS PRESSURE. AND AS A MATTER OF COURSE, HE MUST MAKE 
DECISIONS THAT CAN COST THOUSANDS OF PEOPLE THEIR LIVES. EVEN AFTER 
HE LEAVES OFFICE, HE WILL SPEND THE REST OF HIS LIFE IN THE COMPANY OF 
SECRET SERVICE AGENTS WHO PROTECT HIM FROM BODILY HARM. 

The Law of Sacrifice demands that the greater the leader, the more he must give up. Think 
about someone like Martin Luther King Jr. His wife, Coretta Scott King, remarked in My Life 
with Martin Luther King, Jr., “Day and night our phone would ring, and someone would pour 
out a string of obscene epithets … Frequently the calls ended with a threat to kill us if we didn’t 
get out of town. But in spite of all the danger, the chaos of our private lives, I felt inspired, 
almost elate___ 

While pursuing his course of leadership during the civil rights movement, King was arrested 
and jailed on many occasions. He was stoned, stabbed, and physically attacked. His house was 
bombed. Yet his vision—and his influence—continued to increase. Ultimately, he sacrificed 
everything he had. But what he gave up he parted with willingly. In his last speech, delivered the 
night before his assassination in Memphis, he said, 

I don’t know what will happen to me now. We’ve got some difficult days ahead. But it doesn’t 
matter to me now. Because I’ve been to the mountaintop. I won’t mind. Like anybody else, I 
would like to live a long life. Longevity has its place. But I’m not concerned about that now. I 
just want to do God’s will. And He’s allowed me to go up to the mountain. And I’ve looked over 
and I’ve seen the Promised Land. I may not get there with you, but I want you to know tonight 
that we, as a people, will get to the Promised Land. So I’m happy tonight … I’m not fearing any 
man. “Mine eyes have seen the glory of the coming of the Lord.” 

The next day he paid the ultimate price of sacrifice. King’s impact was profound. He 
influenced millions of people to peacefully stand up against a system and society that fought to 
exclude them. 

What successful people find to be true becomes even clearer to them when they become 
leaders. There is no success without sacrifice. The higher the level of leadership you want to 
reach, the greater the sacrifices you will have to make. To go up, you have to give up. That is the 
true nature of leadership. That is the Law of Sacrifice. 
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THE LAW OF TIMING 

WHEN TO LEAD IS AS IMPORTANT AS WHAT 
TO DO AND WHERE TO GO 

The Law of Timing gave him the chance to become president of the United States. It was a 
volatile time in the nation’s history. Everyone was worn out from the war in Vietnam and the 
disgrace of Watergate. The people were discouraged and demoralized. And they were especially 
skeptical of anyone who had any connection with Washington government. While campaigning 
for office, this future president, who had never served in Washington, said about himself, “I have 
been accused of being an outsider. I plead guilty. Unfortunately, the vast majority of Americans 
… are also outsiders.” That person was Jimmy Carter. 

THE TIMING WAS RIGHT FOR AN 
OUTSIDER 

WHEN YOU UNDERSTAND THE LAW OF TIMING, YOU SEE WHY JIMMY CARTER 
WAS ELECTED PRESIDENT OF THE UNITED STATES IN 1976. IN FACT, CARTER’S 
LIFE AND CAREER ARE CHARACTERIZED BY ONE WELL-TIMED MOVE AFTER 
ANOTHER. A GRADUATE OF ANNAPOLIS, CARTER HAD INTENDED TO SPEND HIS 
CAREER IN THE U.S. NAVY, BUT WHEN HIS FATHER UNEXPECTEDLY DIED IN 1953, 
HE RETURNED TO PLAINS, GEORGIA, TO TAKE OVER THE FAMILY BUSINESS. IN 
ONLY A FEW YEARS, HE BECAME A STRONG, RESPECTED BUSINESSMAN AND A 
LEADER IN THE COMMUNITY. 

In 1962, times were changing, and Carter decided to run for the Georgia senate. The old 
political machine in Georgia with its corrupt methods of electing officials was beginning to 
crumble. Carter recognized that for the first time in history, a person who was not part of the old 
system had a chance of being elected to office. But he faced a huge battle. The entrenched 
political bosses were still fighting to maintain control of their turf. One corrupt leader openly 
intimidated voters in his district and falsified voting records. As a result, Carter lost the primary. 
But he refused to quit without a battle. He fought the results of the primary and appealed to a 
superior court judge to have the voting process reviewed. When the results were overturned, 
Carter was able to stay on the ticket, and he went on to win the election. Then in 1970, he 
successfully ran for governor. Once again, he recognized that the timing was right for a relative 
newcomer to challenge the established political machine. 
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NONLEADERS CAN’T ALWAYS SEE IT 

WHAT CARTER DID NEXT WAS ALMOST UNTHINKABLE. HE DECIDED TO RUN FOR 
PRESIDENT OF THE UNITED STATES. HERE WAS A MAN WHOSE ENTIRE CAREER 
AS AN ELECTED POLITICIAN CONSISTED OF ONE TERM IN THE GEORGIA SENATE 
AND ONE TERM AS THE STATE’S GOVERNOR. HIS EXPERIENCE WAS MINIMAL, 
AND HE HAD NO PRESENCE ON THE NATIONAL SCENE. CARTER WAS SUCH AN 
UNKNOWN THAT WHEN HE APPEARED ON THE TELEVISION SHOW WHAT’S MY 
LINE IN 1973 WHILE GOVERNOR, THE PANELISTS DIDN’T KNOW HIM AND 
COULDN’T THEY GUESS HIS PROFESSION. 

When Carter first threw his hat into the ring for the presidency, people in the media ignored 
him. They figured that a little-known ex-governor from the South with no Washington 
experience had no kind of chance to obtain the Democratic nomination, much less achieve the 
presidency. But Carter was undaunted. He and a few key associates had recognized that the 
timing would be right for him in 1976, and they met to talk about it. Carter biographer Peter G. 
Bourne, who attended the meeting, said that he saw “a unique, open opportunity for an outsider 
to run for the presidency.” Carter saw it, too; he knew that it was a now-or-never proposition. 

Carter made his candidacy for president official in December of 1975, a year after finishing 
his term as governor. The reaction of people across the nation was painfully indifferent. Bourne 
reported, 

Most journalists seemed not to grasp the profound social and political currents affecting the 
country. The impact of Vietnam, Watergate, the change in race relations in the South, and 
especially the profound opening up of the political process seemed largely ignored, and 
candidates were examined only within the context of the old political paradigm. 

The Law of Timing showed that it was the right time for an outsider to run, and Carter was 
everything that recent presidents had not been: He held no public office while campaigning, 
having finished his term as governor in 1974. He was not a lawyer by profession. He was a vocal 
proponent of his Christian faith. And unlike the people who had previously held the nation’s 
highest office, he had not been a part of Washington politics as a congressman, senator, vice 
president, or cabinet member. His was a fresh face with a different approach to government, 
something the American people desperately wanted. I believe that at no other time—either 
before or since—would Jimmy Carter have been elected. Remarkably, on January 20, 1977, 
James Earl Carter was inaugurated as thirty-ninth president of the United States. 

However, timing was not always Jimmy Carter’s friend. When the 1980 election rolled 
around, it killed his chances for reelection. The country experienced as many problems as it ever 
had. The economy was a mess: Americans faced double-digit inflation, record-high oil prices, 
and skyrocketing mortgage rates. There were also numerous foreign policy problems, including 
the Soviet invasion of Afghanistan and, of course, the long captivity of the American hostages in 
Iran. A botched rescue attempt to free the captives further worked against Carter. After the 
returns came in on the night of the election, Carter found that he had won only an abysmal forty-
nine electoral votes to Ronald Reagan’s 489. It was a devastating defeat. The Law of Timing is a 
double-edged sword. Just as it served to elect Carter president in 1976, it worked against him 
four years later. 

TIMING IS EVERYTHING 
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GREAT LEADERS RECOGNIZE THAT WHEN TO LEAD IS AS IMPORTANT AS WHAT 
TO DO AND WHERE TO GO. EVERY TIME A LEADER MAKES A MOVE, THERE ARE 
REALLY ONLY FOUR OUTCOMES THAT CAN RESULT: 
1. THE WRONG ACTION AT THE WRONG TIME LEADS TO DISASTER 

A LEADER WHO TAKES THE WRONG ACTION AT THE WRONG TIME IS SURE TO 
SUFFER NEGATIVE REPERCUSSIONS. WHEN U.S. FORCES ATTEMPTED TO RESCUE 
THE IRANIAN-HELD HOSTAGES DURING THE CARTER ADMINISTRATION, IT WAS 
AN EXAMPLE OF THE WRONG ACTION AT THE WRONG TIME. PRIOR TO THE 
DECISION TO TRY THE RESCUE, SECRETARY OF STATE CYRUS VANCE HAD 
ARGUED THAT THE PLAN WAS FLAWED. HE BELIEVED SOMETHING WOULD GO 
WRONG. UNFORTUNATELY, HE WAS RIGHT. SEVERAL HELICOPTERS 
EXPERIENCED MECHANICAL PROBLEMS, ONE GOT LOST IN A SANDSTORM, AND 
ANOTHER CRASHED INTO A TRANSPORT PLANE, KILLING EIGHT SERVICEMEN. 
PETER BOURNE DESCRIBED IT AS “A COMBINATION OF BAD LUCK AND 
MILITARY INEPTITUDE.” IT COULD BE DESCRIBED ONLY AS A DISASTER. IT WAS 
AN EXERCISE IN BAD TIMING, AND AS MUCH AS ANYTHING ELSE, IT SIGNALED 
THE END OF CARTER’S CHANCES TO BE REELECTED. 

2. THE RIGHT ACTION AT THE WRONG TIME BRINGS RESISTANCE 

IT’S ONE THING TO FIGURE OUT WHAT NEEDS TO BE DONE; IT’S ANOTHER TO 
UNDERSTAND WHEN TO MAKE A MOVE. I REMEMBER AN EXAMPLE OF THIS KIND 
OF BAD TIMING FROM MY LEADERSHIP EXPERIENCE. N THE EARLY 1980S, I TRIED 
TO START A SMALL GROUP PROGRAM AT SKYLINE, MY CHURCH IN SAN DIEGO. 
IT WAS THE RIGHT THING TO DO, BUT IT FAILED MISERABLY. WHY? THE TIMING 
WAS WRONG. WE HADN’T RECOGNIZED THAT WE HAD DEVELOPED TOO FEW 
LEADERS TO SUPPORT THE LAUNCH. BUT SIX YEARS LATER, WHEN WE TRIED 
AGAIN, THE PROGRAM WAS VERY SUCCESSFUL. IT WAS ALL A MATTER OF 
TIMING. 

3. THE WRONG ACTION AT THE RIGHT TIME IS A MISTAKE 

FOR ABOUT A DECADE, VARIOUS COLLEAGUES OF MINE TRIED TO TALK ME 
INTO DOING A RADIO PROGRAM. FOR A LONG TIME I RESISTED THE IDEA. BUT A 
COUPLE OF YEARS AGO, I RECOGNIZED THAT THE TIME WAS RIGHT. SO WE 
CREATED A PROGRAM CALLED GROWING TODAY. HOWEVER, THERE WAS ONE 
PROBLEM: THE FORMAT. I WANTED TO GET MATERIALS INTO THE HANDS OF 
PEOPLE TO HELP THEM, BUT I WAS DETERMINED NOT TO ACCEPT DONATIONS 
FROM THE PUBLIC. THE SOLUTION, I THOUGHT, WAS TO AIR A GROWTH-
ORIENTED PROGRAM AND DEPEND ON PRODUCT SALES TO SUPPORT IT. WE 
FOUND OUT THAT IT WAS A MISTAKE. THAT TYPE OF SHOW COULD NOT BREAK 
EVEN. RADIO WAS RIGHT, BUT THE TYPE OF SHOW WAS WRONG. THE LAW OF 
TIMING HAD SPOKEN AGAIN. 

4. THE RIGHT ACTION AT THE RIGHT TIME RESULTS IN SUCCESS 
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WHEN LEADERS DO THE RIGHT THINGS AT THE RIGHT TIME, SUCCESS IS ALMOST 
INEVITABLE. PEOPLE, PRINCIPLES, AND PROCESSES CONVERGE TO MAKE AN 
INCREDIBLE IMPACT. AND THE RESULTS TOUCH NOT ONLY THE LEADER BUT 
ALSO THE FOLLOWERS AND THE WHOLE ORGANIZATION. 

 

When the right leader and the right timing come together, incredible things happen. Think 
about the life of Winston Churchill. It wasn’t until he was in his sixties that he became prime 
minister of England. A soldier, writer, and statesman, he had spent his life leading others, but 
only during the Second World War was the timing right for him to emerge as a great leader. And 
once the war was over, the people who had rallied around him dismissed him. 

During his eightieth birthday address to Parliament on November 30, 1954, Churchill 
reflected on his role in Greta Britain’s leadership: “I have never accepted what many people have 
kindly said—namely that I inspired the nation. Their will was resolute and remorseless, and as it 
proved, unconquerable. It fell to me to express it. It was the nation and the race dwelling all 
round the globe that had the lion’s heart. I had the luck to be called upon to give the roar.” 

Churchill’s contribution really had nothing to do with luck, but it had a lot to do with timing. 
He understood the impact that timing can have on a person’s life. Another time he described it 
like this: “There comes a special moment in everyone’s life, a moment for which that person was 
born. That special opportunity, when he seizes it, will fulfill his mission—a mission for which he 
is uniquely qualified. In that moment, he finds greatness. It is his finest hour.” 
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THE CRUCIBLE OF WAR DISPLAYS THE 
LAW OF TIMING 

CHURCHILL’S EXPERIENCE SHOWS THAT THE LAW OF TIMING BECOMES 
ESPECIALLY OBVIOUS DURING TIMES OF WAR. YOU COULD SEE IT AT WORK IN 
THE 1991 GULF WAR WITH IRAQ. IN THE EARLY STAGES OF DESERT SHIELD, THE 
BIG CONCERN WAS TO GET ENOUGH TROOPS AND EQUIPMENT INTO PLACE TO 
EFFECTIVELY DEFEND SAUDI ARABIA. IF IRAQ ATTACKED BEFORE THE 
DEFENDERS ARRIVED, ANOTHER COUNTRY WOULD BE LOST TO SADDAM 
HUSSEIN’S AGGRESSION. 

Then the goal was to deploy enough forces to win decisively against the Iraqis. The coalition 
forces bided their time and waged a successful air campaign before launching Desert Storm to 
push Iraq out of Kuwait. And the proof of their good timing can be seen in the results: While Iraq 
suffered tens of thousands of casualties and had more than sixty thousand soldiers captured, the 
United States and its allies lost fewer than 150 troops and had only forty-one prisoners taken by 
Iraqi forces. 

One of the reasons war shows the Law of Timing so clearly is that the consequences are so 
dramatic and immediate. If you look back at any major battle, you’ll be able to see the critical 
importance of timing. The Battle of Gettysburg during the American Civil War is a prime 
example. 

The stage was set for the conflict when Confederate General Robert E. Lee took the Army of 
Northern Virginia into Pennsylvania in late June of 1863. It was the third year of the war, and 
both nations were growing weary of the conflict. Lee’s actions had three goals: (1) draw the 
Union army out of Virginia, (2) resupply his troops using Pennsylvania’s resources, and (3) bring 
the fighting to the heart of enemy territory, hoping to thereby precipitate an end to the conflict. 

The general’s strategy was to move on Harrisburg, Pennsylvania, in an attempt to prod the 
Union army—last known to be in Virginia—into a hasty and unwanted action. Several days prior 
to the battle, Lee told General Trimble, 

Our army is in good spirits, not overfatigued, and can be concentrated on any one point in twenty-
four hours or less. I have not yet heard that the enemy have crossed the Potomac, and am waiting 
to hear from General Stuart. When they hear where we are, they will make forced marches … 
They will come up … broken down from hunger and hard marching, strung out on a long line and 
much demoralized, when they come into Pennsylvania. I shall throw an overwhelming force on 
their advance, crush it, follow up the success, drive one corps back on another, and by successive 
repulses and surprises, before they can concentrate, create a panic and virtually destroy the army. 

Lee was trying to seize the opportunity for overwhelming victory. He didn’t know until the 
morning of July 1 that the Union army had already moved north. By then some of its forces were 
already engaging Confederate troops on the Chambersburg Road west of Gettysburg. That 
development disrupted Lee’s strategy and ruined his timing. 

Lee’s first instinct was to hold back and wait for his army’s full strength to assemble before 
forcing a major engagement. But always conscious of the Law of Timing, he recognized when 
his troops had a sudden advantage. As Lee watched from a nearby ridge, he saw that Federal 
troops were being routed and retreating. Confederate forces had an opportunity to seize the high 
ground of Cemetery Hill, defended only by a few Union infantry reserves and artillery. If they 
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could capture and control that position, Lee reasoned, they would control the whole area. It 
would be the key to a Confederate victory and possibly bring an end to the war. 

TIMING MISSED, OPPORTUNITY GONE 

BUT THE SOUTH DID NOT SECURE THAT HILL. THOUGH IT WAS STILL EARLY IN 
THE DAY AND THE TIME WAS RIPE TO EXECUTE AN EFFECTIVE ATTACK, 
CONFEDERATE GENERAL R. S. EWELL, WHO WAS IN POSITION TO TAKE THE HILL, 
SIMPLY WATCHED INSTEAD OF ENGAGING THE ENEMY. AND THE OPPORTUNITY 
SLIPPED AWAY. BY THE NEXT MORNING, UNION TROOPS HAD REINFORCED 
THEIR PREVIOUS POSITIONS, AND THE SOUTH’S CHANCE WAS GONE. THE 
NORTHERN AND SOUTHERN ARMIES FOUGHT FOR TWO MORE DAYS, BUT IN THE 
END, LEE’S FORCES SUFFERED DEFEAT, HAVING LOST ABOUT 33,000 OF HIS 76,300 
MEN TO INJURY OR DEATH. THEIR ONLY CHOICE WAS TO RETREAT AND MAKE 
THEIR WAY BACK TO VIRGINIA. 

ANOTHER OPPORTUNITY LOST 

AFTER THE SOUTH’S DEFEAT, LEE EXPECTED THE UNION FORCES UNDER THE 
LEADERSHIP OF GENERAL MEADE TO IMMEDIATELY PURSUE A 
COUNTERATTACK AND UTTERLY DESTROY HIS REELING ARMY. THAT WAS ALSO 
THE EXPECTATION OF ABRAHAM LINCOLN AFTER HE RECEIVED THE NEWS OF 
THE UNION’S VICTORY. ANXIOUS TO MAKE THE MOST OF THE LAW OF TIMING, 
LINCOLN SENT A COMMUNICATION FROM WASHINGTON, D.C., TO MEADE VIA 
GENERAL HALLECK ON JULY 7, 1863. IN IT, HALLECK SAID, 

I have received from the President the following note, which I respectfully communicate. 
“We have certain information that Vicksburg surrendered to General Grant on the 4th of July. 
Now, if General Meade can complete his work so gloriously prosecuted thus far by the literal or 
substantial destruction of Lee’s army, the rebellion will be over.” 

Lincoln recognized that the timing was right for an action that could end the war. But just as 
the Southern forces did not seize the moment for victory when it was available, neither did their 
Northern counterparts. Meade took his time following up his victory at Gettysburg, and he didn’t 
pursue Lee aggressively enough. When he announced his goal, saying he would “drive from our 
soil every vestige of the presence of the invader,” Lincoln’s response was, “My God, is that all?” 
Lincoln knew he was seeing the Union’s chance slip away. 

The Law of Timing had been violated. On July 14, what remained of the Army of Northern 
Virginia crossed over the Potomac, escaping destruction. Lincoln was appalled that the Union 
had missed a chance to end the war. Later he said that Meade’s efforts had reminded him of “an 
old woman trying to shoo her geese across a creek.” 

In the end, both armies had missed their best opportunity to achieve victory. Instead, the 
fighting continued for almost two more years, and hundreds of thousands more troops died. 
Leaders from both sides had known what to do to achieve victory, but they failed to follow 
through at the critical moment. 
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Reading a situation and knowing what to do are not enough to make you succeed in 
leadership. Only the right action at the right time will bring success. Anything else exacts a high 
price. That’s the Law of Timing. 

 

 

THE LAW OF EXPLOSIVE GROWTH 

TO ADD GROWTH, LEAD FOLLOWERS—TO 
MULTIPLY, LEAD LEADERS 

In 1984 at age twenty-two, John Schnatter started his own business. He began by selling pizzas 
out of a converted broom closet at Mick’s Tavern, a lounge that was co-owned by his father. 
Although he was just a kid, he had a tremendous amount of vision, drive, and energy—enough to 
make his tiny pizza stand into a success. The next year, he opened his first store next door to 
Mick’s in Jeffersonville, Indiana. He named the place Papa John’s. For the next several years, 
Schnatter worked hard to build the company. In time, he opened additional stores, and later he 
began selling franchises. By the beginning of 1991, he had 46 stores. That in itself is a success 
story. But what happened during the next couple of years is even better. 

In 1991 and 1992, Papa John’s turned a huge corner. By the end of 1991, the number of 
stores more than doubled to 110 units. By the end of 1992, they had doubled again to 220. And 
the growth has continued dramatically. In early 1998, that number surpassed 1,600. What made 
the company suddenly experience such an incredible period of rapid expansion? The answer can 
be found in the Law of Explosive Growth. 

Encoded by: Dhon Reyes NOT FOR SALE!      123/135 
      tagapayo@gmail.com 



 

Schnatter had always hired good people for his staff, but in the early years he was really the 
sole leader and primary driving force behind the business’s success. Back in the 1980s, he didn’t 
dedicate much time to developing other strong leaders. “It’s taking a lot of growing on my part,” 
says Schnatter of Papa John’s success. “Between 26 and 32 [years old], the hardest thing was I 
had a lot of John Schnatters around me [people with great potential who needed to be mentored]. 
They needed a lot of coaching, and I was so busy developing myself, trying to get myself to the 
next level, I didn’t develop those people. As a result, I lost them. It’s my job to build the people 
who are going to build the company. That’s going to be much harder for me than the first 1,200 
stores.” 

THE KEY TO GROWTH IS LEADERSHIP 

IN THE EARLY 1990S, SCHNATTER BEGAN THINKING ABOUT WHAT IT WOULD 
TAKE TO REALLY GROW THE COMPANY. THE KEY WAS LEADERSHIP. HE HAD 
ALREADY BEGUN TO GROW AS A LEADER PERSONALLY. HIS HAVING MADE 
SIGNIFICANT PROGRESS IN HIS LEADERSHIP DEVELOPMENT WAS OPENING THE 
DOOR FOR HIM TO ATTRACT BETTER LEADERS TO THE COMPANY AND TO GIVE 
THEM THE TIME THEY NEEDED. THAT’S WHEN HE STARTED RECRUITING SOME 
OF THE PEOPLE WHO CURRENTLY LEAD THE COMPANY, INCLUDING WADE 
ONEY, NOW THE COMPANY’S CHIEF OPERATING OFFICER. WADE HAD WORKED 
FOR DOMINO’S PIZZA FOR FOURTEEN YEARS, AND JOHN BELIEVED HE WAS ONE 
OF THE REASONS THAT COMPANY HAD BEEN SO SUCCESSFUL. WHEN WADE 
LEFT DOMINO’S, JOHN IMMEDIATELY ASKED HIM TO BE A PART OF THE PAPA 
JOHN’S PIZZA TEAM. 
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Schnatter had already built a company capable of creating a taste-tempting pizza—and 
earning a healthy profit in the process. (Their per store sales average is higher than that of Pizza 
Hut, Domino’s, or Little Caesar’s.) Their goal was to build a bigger company. Together, they 
started talking about what it would take to be capable of opening four hundred to five hundred 
new restaurants a year. And that’s when they focused their attention on developing leaders so 
that they could take the company to the next level. Says Oney, “The reason we’re successful in 
the marketplace is our focus on quality and our desire to keep things simple. The reason we’re 
successful as a company is our good people.” 

Since the early 1990s, Schnatter and Oney have developed a top-rate team of leaders who are 
helping the company experience explosive growth, people such as Blaine Hurst, Papa John’s 
president and vice chairman; Drucilla “Dru” Milby, the CFO; Robert Waddell, president of Papa 
John’s Food Service; and Hart Boesel, who heads up franchise operations. 

Papa John’s growth has been phenomenal in an industry that was thought to be glutted with 
competitors a decade ago. In 1997, they opened more than 350 new restaurants. In 1998, they 
expect the number to be more than 400. And they are also implementing plans to launch Papa 
John’s internationally. They don’t plan to stop growing until they are the largest seller of pizza in 
the world. 

“The challenge now,” explains Oney, “is developing the next leaders. The company’s in 
great shape financially. [Acquiring] real estate is always a battle, but we can succeed there. And 
the economy is never a deterrent when you offer customers a good value. The key is to develop 
leaders. You do that by building up people.” 

LEADER’S MATH BRINGS EXPLOSIVE 
GROWTH 

JOHN SCHNATTER AND WADE ONEY HAVE SUCCEEDED BECAUSE THEY HAVE 
PRACTICED THE LAW OF EXPLOSIVE GROWTH. ANY LEADER WHO DOES THAT 
MAKES THE SHIFT FROM FOLLOWER’S MATH TO WHAT I CALL LEADER’S MATH. 
HERE’S HOW IT WORKS. LEADERS WHO DEVELOP FOLLOWERS GROW THEIR 
ORGANIZATION ONLY ONE PERSON AT A TIME. BUT LEADERS WHO DEVELOP 
LEADERS MULTIPLY THEIR GROWTH, BECAUSE FOR EVERY LEADER THEY 
DEVELOP, THEY ALSO RECEIVE ALL OF THAT LEADER’S FOLLOWERS. ADD TEN 
FOLLOWERS TO YOUR ORGANIZATION, AND YOU HAVE THE POWER OF TEN 
PEOPLE. ADD TEN LEADERS TO YOUR ORGANIZATION, AND YOU HAVE THE 
POWER OF TEN LEADERS TIMES ALL THE FOLLOWERS AND LEADERS THEY 
INFLUENCE. THAT’S THE DIFFERENCE BETWEEN ADDITION AND 
MULTIPLICATION. IT’S LIKE GROWING YOUR ORGANIZATION BY TEAMS 
INSTEAD OF BY INDIVIDUALS. THE BETTER THE LEADERS YOU DEVELOP, THE 
GREATER THE QUALITY AND QUANTITY OF FOLLOWERS. 
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To go to the highest level, you have to develop leaders of leaders. My friend Dale Galloway 
asserts that “some leaders want to make followers. I want to make leaders. Not only do I want to 
make leaders, but I want to make leaders of leaders. And then leaders of leaders of leaders.” 
Once you are able to follow that pattern, there is almost no limit to the growth of your 
organization. That’s why I say to add growth, lead followers, but to muliply growth, lead leaders. 
That’s the Law of Explosive Growth. 

A DIFFERENT FOCUS 

BECOMING A LEADER WHO DEVELOPS LEADERS REQUIRES AN ENTIRELY 
DIFFERENT FOCUS AND ATTITUDE FROM THOSE OF A DEVELOPER OF 
FOLLOWERS. CONSIDER SOME OF THE DIFFERENCES: 

LEADERS WHO DEVELOP FOLLOWERS 

LEADERS WHO DEVELOP LEADERS 

Need to be needed 

Want to be succeeded 

Focus on weaknesses 

Encoded by: Dhon Reyes NOT FOR SALE!      126/135 
      tagapayo@gmail.com 



Focus on strengths 

Develop the bottom 20 percent 

Develop the top 20 percent 

Treat their people the same for “fairness” 

Treat their leaders as individuals for impact 

Hoard power 

Give power away 

Spend time with others 

Invest time in others 

Grow by addition 

Grow by multiplication 

Impact only people they touch personally 

Impact people far beyond their own reach 
  

Developing leaders is difficult because potential leaders are harder to find and attract. 
They’re also harder to hold on to once you find them because unlike followers, they are energetic 
and entrepreneurial, and they tend to want to go their own way. Developing leaders is also hard 
work. Leadership development isn’t an add-water-and-stir proposition. It takes time, energy, and 
resources. 

A LEADER DEVELOPED FROM AFAR 

I’VE MADE THE DEVELOPMENT OF LEADERS MY FOCUS IN LIFE FOR THE LAST 
TWENTY YEARS. THE IMPACT ON MY ORGANIZATIONS HAS ALWAYS BEEN VERY 
REWARDING. BUT IN THE LAST TEN YEARS, I’VE ALSO HAD THE INCREDIBLE 
PRIVILEGE OF SEEING IT IMPACT OTHER LEADERS AND THEIR ORGANIZATIONS. 
THAT’S HAPPENED BECAUSE MANY OF THE LEADERS I’VE HELPED DEVELOP 
OVER THE LAST DECADE WORK IN ORGANIZATIONS OTHER THAN MY OWN. AS A 
RESULT, I’M OCCASIONALLY SURPRISED TO FIND SOMEONE I’VE DEVELOPED 
WITHOUT EVEN KNOWING IT. THAT’S WHAT HAPPENED WHEN I HELD A 
CONFERENCE OVERSEAS LAST FALL. 

As I mentioned in previous chapters, I sometimes teach leadership outside the United States. 
Over the years, I’ve held conferences in Australia, Brazil, Canada, India, Indonesia, Korea, New 
Zealand, Nigeria, and South Africa. In addition, my books have been translated into more than 
twenty languages, and my tapes are distributed to countries all over the globe. So I know my 
leadership principles have traveled far. But I was still pleasantly surprised when I traveled to 
India last fall, met David Mohan for the first time in the city of Madras, and heard his remarkable 
story. 
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Pastor Mohan leads the largest Christian church in all of India. I traveled there to teach 
leadership to a group of about two thousand pastors. When I arrived, he greeted me like a long-
lost friend. I was running late that morning, our plane having been delayed five hours prior to our 
arrival, so he and I didn’t have much time to talk before the conference began. As I taught 
leadership, he sat on the front row soaking up everything I said. When I taught the Law of 
Priorities and the Pareto Principle, I saw that he gathered his top leaders around him to make sure 
they understood all that I was communicating. And occasionally, as I introduced another 
principle that is part of my foundational teachings on leadership, he seemed to anticipate what I 
was about to say. 

When we finished the conference, he warmly thanked me and insisted on driving me to the 
airport. As we made the long drive, he told me his story. He said that he was originally scheduled 
to be in Pittsburgh, Pennsylvania, during this conference, but when he heard that I was coming, 
he changed his plans because he wanted to meet me. Seven years earlier, his church had been 
comprised of about seven hundred people. That is a good-sized church, especially in India. But 
he wanted to reach more people and make a greater impact on his city. And he recognized that to 
do it, he needed to start developing leaders among his people. 

Around that time, someone told him about my books and tapes on leadership. For the next 
seven years, he was like a sponge, reading my books, listening to my tapes, and soaking up 
everything he could learn about leadership. And he was also developing people into strong 
leaders. As he grew, so did his team of leaders. As they grew, so did his church. By the time I 
visited in the fall of 1997, fourteen thousand people were attending the church’s services every 
weekend. Not only that, but one out of every ten people in his church has been trained and 
developed to serve as a leader. And he was thanking me for help I’d unknowingly given him. 

I felt humbled by what he told me; I also felt incredibly encouraged. I started wondering how 
many other men and women were out there that I had never met who had learned about 
leadership and were making a greater impact on people as a result. Meeting him and hearing his 
story underlined my commitment to continue teaching leadership. 

I don’t know where you are in your journey of leadership development. You may be working 
on your leadership growth, or you may already be a highly developed leader. No matter where 
you are, I know one thing: You will go to the highest level only if you begin developing leaders 
instead of followers. Leaders who develop leaders experience an incredible multiplication effect 
in their organizations that can be achieved in no other way—not by increasing resources, 
reducing costs, increasing profit margins, analyzing systems, implementing quality management 
procedures, or doing anything else. The only way to experience an explosive level of growth is to 
do the math—leader’s math. That’s the incredible power of the Law of Explosive Growth. 
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THE LAW OF LEGACY 

A LEADER’S LASTING VALUE IS MEASURED 
BY SUCCESSION 

In 1997, one of the finest business leaders in the world died. His name was Roberto Goizueta, 
and he was the chairman and chief executive of the Coca-Cola Company. In a speech he gave to 
the Executives’ Club of Chicago a few months before he died, Goizueta made this statement: “A 
billion hours ago, human life appeared on Earth. A billion minutes ago, Christianity emerged. A 
billion seconds ago, the Beatles performed on ‘The Ed Sullivan Show.’ A billion Coca-Colas ago 
… was yesterday morning. And the question we are asking ourselves now is, ‘What must we do 
to make a billion Coca-Colas ago this morning?’ ” 

Making Coca-Cola the best company in the world was Goizueta’s lifelong quest, one he was 
still pursuing diligently when he suddenly, unexpectedly died. Companies that lose a CEO often 
go into turmoil, especially if his departure is due to an unexpected death, such as Goizueta’s. 
Shortly before his death, Goizueta said in an interview with the Atlanta Journal-Constitution that 
retirement was “not on my radar screen. As long as I’m having the fun I’m having, as long as I 
have the energy necessary, as long as I’m not keeping people from their day in the sun, and as 
long as the board wants me to stay on, I will stay on.” Just months after the interview, he was 
diagnosed with cancer. Six weeks later, he was dead. 

Upon Goizueta’s death, former president Jimmy Carter observed, “Perhaps no other 
corporate leader in modern times has so beautifully exemplified the American dream. He 
believed that in America, all things are possible. He lived that dream. And because of his 
extraordinary leadership skills, he helped thousands of others realize their dreams as well.” 

GOIZUETA’S LEGACY 

THE LEGACY LEFT TO THE COMPANY BY GOIZUETA IS INCREDIBLE. WHEN HE 
TOOK OVER COCA-COLA IN 1981, THE COMPANY’S VALUE WAS $4 BILLION. 
UNDER GOIZUETA’S LEADERSHIP, IT ROSE TO $150 BILLION. THAT’S AN 
INCREASE IN VALUE OF MORE THAN 3,500 PERCENT! COCA-COLA BECAME THE 
SECOND MOST VALUABLE CORPORATION IN AMERICA, AHEAD OF THE CAR 
MAKERS, THE OIL COMPANIES, MICROSOFT, WAL-MART, AND ALL THE REST. THE 
ONLY COMPANY MORE VALUABLE WAS GENERAL ELECTRIC. MANY OF COKE’S 
STOCKHOLDERS BECAME MILLIONAIRES MANY TIMES OVER. EMORY 
UNIVERSITY IN ATLANTA, WHOSE PORTFOLIO CONTAINS A LARGE BLOCK OF 
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COCA-COLA STOCK, NOW HAS AN ENDOWMENT COMPARABLE TO THAT OF 
HARVARD. 

But high stock value wasn’t the most significant thing Goizueta gave to the Coca-Cola 
company. Instead it was the way he lived the Law of Legacy. When the CEO’s death was 
announced, there was no panic among Coca-Cola stockholders. Paine Webber analyst Emanuel 
Goldman said that Goizueta “prepared the company for his not being there as well as any 
executive I’ve ever seen.” 

How did he do it? First, by making the company as strong as he possibly could. Second, by 
preparing a successor for the top position named Douglas Ivester. Mickey H. Gramig, writer for 
the Atlanta Constitution, reported, “Unlike some companies, which face a crisis when the top 
executive leaves or dies, Coca-Cola is expected to retain its status as one of the world’s most 
admired corporations. Goizueta had groomed Ivester to follow his footsteps since the Georgia 
native’s 1994 appointment to the company’s No. 2 post. And as an indication of how strongly 
Wall Street felt about Coca-Cola’s footings, the company’s stock barely rippled six weeks ago 
when Goizueta was diagnosed with lung cancer.” 

Doug Ivester, an accountant by training, started his career with Coca-Cola in 1979 as the 
assistant controller. Four years later, he was named chief financial officer. He was known for his 
exceptional financial creativity, and he was a major force in Goizueta’s ability to revolutionize 
the company’s approach to investment and the handling of debt. By 1989, Goizueta must have 
decided that Ivester had untapped potential, because he moved him out of his strictly financial 
role and sent him to Europe to obtain operating and international experience. A year later, 
Goizueta brought him back and named him president of Coca-Cola USA, where he oversaw 
expenditures and marketing. From there he continued to groom Ivester, and in 1994, there could 
be no doubt that Ivester would follow Goizueta into the top position. Goizueta made him 
president and chief operating officer. 

What Roberto Goizueta did was very unusual. Few chief executives of companies today 
develop strong leaders and groom them to take over the organization. John S. Wood, a consultant 
at Egon Zehnder International Inc., has noted that “companies have not in the recent past been 
investing as heavily in bringing people up. If they’re not able to grow them, they have to go get 
them.” So why was Roberto Goizueta different? He was a product of the Law of Legacy. 

Roberto Goizueta was born in Cuba and educated at Yale, where he earned a degree in 
chemical engineering. When he returned to Havana in 1954, he answered a newspaper ad for a 
bilingual chemist. The company hiring turned out to be Coca-Cola. By 1966, he had become vice 
president of technical research and development at the company’s headquarters in Atlanta. He 
was the youngest man ever to hold such a position in the company. But in the early 1970s, 
something important happened. Robert W. Woodruff, the patriarch of Coca-Cola, took Goizueta 
under his wing and began developing him. In 1975, Goizueta became the executive vice 
president of the company’s technical division and took on other corporate responsibilities, such 
as overseeing legal affairs. And in 1980, with Woodruff’s blessing, Goizueta became president 
and chief operating officer. One year later he was the chairman and chief executive. The reason 
Goizueta so confidently selected, developed, and groomed a successor is that he was building on 
the legacy that he had received. 

LEADERS WHO LEAVE A LEGACY OF 
SUCCESSION … 
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GOIZUETA ONCE SAID, “LEADERSHIP IS ONE OF THE THINGS YOU CANNOT 
DELEGATE. YOU EITHER EXERCISE IT, OR YOU ABDICATE IT.” THERE IS A THIRD 
CHOICE: YOU PASS IT ON TO YOUR SUCCESSOR. THAT’S A CHOICE GOIZUETA 
EXERCISED. LEADERS WHO PRACTICE THE LAW OF LEGACY ARE RARE. BUT THE 
ONES WHO DO, LEAVE A LEGACY OF SUCCESSION FOR THEIR ORGANIZATION BY 
DOING THE FOLLOWING: 
LEAD THE ORGANIZATION WITH A “LONG VIEW” 

JUST ABOUT ANYBODY CAN MAKE AN ORGANIZATION LOOK GOOD FOR A 
MOMENT—BY LAUNCHING A FLASHY NEW PROGRAM OR PRODUCT, DRAWING 
CROWDS TO A BIG EVENT, OR SLASHING THE BUDGET TO BOOST THE BOTTOM 
LINE. BUT LEADERS WHO LEAVE A LEGACY TAKE A DIFFERENT APPROACH. 
THEY LEAD WITH TOMORROW AS WELL AS TODAY IN MIND. THAT’S WHAT 
GOIZUETA DID. HE PLANNED TO KEEP LEADING AS LONG AS HE WAS EFFECTIVE, 
YET HE PREPARED HIS SUCCESSOR ANYWAY. HE ALWAYS LOOKED OUT FOR THE 
BEST INTERESTS OF THE ORGANIZATION AND ITS STOCKHOLDERS. 

CREATE A LEADERSHIP CULTURE 

THE MOST STABLE COMPANIES HAVE STRONG LEADERS AT EVERY LEVEL OF 
THE ORGANIZATION. THE ONLY WAY TO DEVELOP SUCH WIDESPREAD 
LEADERSHIP IS TO MAKE DEVELOPING LEADERS A PART OF YOUR CULTURE. 
THAT IS A STRONG PART OF COCA-COLA’S LEGACY. HOW MANY OTHER 
SUCCESSFUL COMPANIES DO YOU KNOW ABOUT THAT HAVE HAD A 
SUCCESSION OF LEADERS COME UP WITHIN THE RANKS OF THEIR OWN 
ORGANIZATION? 

PAY THE PRICE TODAY TO ASSURE SUCCESS TOMORROW 

THERE IS NO SUCCESS WITHOUT SACRIFICE. EACH ORGANIZATION IS UNIQUE, 
AND THAT DICTATES WHAT THE PRICE WILL BE. BUT ANY LEADER WHO WANTS 
TO HELP HIS ORGANIZATION MUST BE WILLING TO PAY THAT PRICE TO ENSURE 
LASTING SUCCESS. 

VALUE TEAM LEADERSHIP ABOVE INDIVIDUAL LEADERSHIP 

NO MATTER HOW GOOD HE IS, NO LEADER CAN DO IT ALL ALONE. JUST AS IN 
SPORTS A COACH NEEDS A TEAM OF GOOD PLAYERS TO WIN, AN ORGANIZATION 
NEEDS A TEAM OF GOOD LEADERS TO SUCCEED. THE LARGER THE 
ORGANIZATION, THE STRONGER, LARGER, AND DEEPER THE TEAM OF LEADERS 
NEEDS TO BE. 

WALK AWAY FROM THE ORGANIZATION WITH INTEGRITY 

IN THE CASE OF COCA-COLA, THE LEADER DIDN’T GET THE OPPORTUNITY TO 
WALK AWAY BECAUSE HE DIED AN UNTIMELY DEATH. BUT IF HE HAD LIVED, I 
BELIEVE GOIZUETA WOULD HAVE DONE JUST THAT. WHEN IT’S A LEADER’S 
TIME TO LEAVE THE ORGANIZATION, HE HAS GOT TO BE WILLING TO WALK 
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AWAY AND LET HIS SUCCESSOR DO HIS OWN THING. MEDDLING ONLY HURTS 
HIM AND THE ORGANIZATION. 

A LEGACY OF SUCCESSION 

I MENTIONED IN THE CHAPTER ON THE LAW OF BUY-IN THAT IN THE FALL OF 
1997, I WENT TO INDIA WITH A HANDFUL OF LEADERS FROM MY NONPROFIT 
ORGANIZATION EQUIP. WHILE WE WERE THERE, I WANTED TO VISIT THE 
HEADQUARTERS OF MOTHER TERESA. IT’S A PLAIN CONCRETE BLOCK BUILDING 
LOCATED IN CALCUTTA, WHICH THE PEOPLE THERE CALL THE MOTHER HOUSE. 

As I stood outside the doors preparing to go in, I thought about how no one could tell by 
looking at it that this modest place had been the home base of such an effective leader. We 
walked through a foyer and into a central patio that was open to the sky. Our goal was to visit 
Mother Teresa’s tomb, which is located in the facility’s dining room. But when we got there, we 
found out that the room was in use and no one would be allowed to go in until the ceremony that 
was being performed was over. 

We could see a group of about forty to fifty nuns seated, all dressed in the familiar habit that 
Mother Teresa had worn. 

“What’s going on in there?” I asked a nun passing by. 
She smiled. “Today we are taking forty-five new members into our order,” she said and then 

hurried away into another part of the building. 
Since we were already running late and soon had to catch a plane, we couldn’t stay. We 

looked around briefly and then left. As I walked out of the compound, through an alley, and out 
among the throngs of people, I thought to myself, Mother Teresa would have been proud. She 
was gone, but her legacy was continuing. She had made an impact on the world, and she had 
developed leaders who were carrying on her vision. And it looks as though they will continue 
influencing people for generations to come. Mother Teresa’s life is a great example of the Law 
of Legacy. 

FEW LEADERS PASS IT ON 

MAX DUPREE, AUTHOR OF LEADERSHIP IS AN ART, DECLARED, “SUCCESSION IS 
ONE OF THE KEY RESPONSIBILITIES OF LEADERSHIP.” YET OF ALL THE LAWS OF 
LEADERSHIP, THE LAW OF LEGACY IS THE ONE THAT THE FEWEST LEADERS 
SEEM TO LEARN. ACHIEVEMENT COMES TO SOMEONE WHEN HE IS ABLE TO DO 
GREAT THINGS FOR HIMSELF. SUCCESS COMES WHEN HE EMPOWERS 
FOLLOWERS TO DO GREAT THINGS WITH HIM. SIGNIFICANCE COMES WHEN HE 
DEVELOPS LEADERS TO DO GREAT THINGS FOR HIM. BUT A LEGACY IS CREATED 
ONLY WHEN A PERSON PUTS HIS ORGANIZATION INTO THE POSITION TO DO 
GREAT THINGS WITHOUT HIM. 

I learned the Law of Legacy the hard way. Because the church grew so much while I was in 
my first leadership position in Hillham, Indiana, I thought I was a success. When I began there, 
we had only three people in attendance. For three years, I built up that church, reached out to the 
community, and influenced many people’s lives. When I left, our average attendance was in the 
high two hundreds, and our record was more than three hundred people. I had programs in place, 
and everything looked rosy to me. I thought I had really done something significant. 
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When I had been at my second church for about eighteen months, I had lunch with a friend I 
hadn’t seen in a while, and he had just spent some time in Hillham. I asked him about how things 
were going back there, and I was surprised to hear his answer. 

“Not too good,” he answered. 
“Really?” I said. “Why? Things were going great when I left. What’s wrong?” 
“Well,” he said, “it’s kind of fallen off. Some of the programs you got started kind of petered 

out. The church is running only about a hundred people. It might get even smaller before it’s all 
over.” 

That really bothered me. A leader hates to see something that he put his sweat, blood, and 
tears into starting to fail. At first, I got ticked off at the leader who followed me. But then it hit 
me. If I had done a really good job there, it wouldn’t matter what kind of leader followed me, 
good or bad. The fault was really mine. I hadn’t set up the organization to succeed after I left. It 
was the first time I realized the significance of the Law of Legacy. 

PARADIGM SHIFT 

AFTER THAT, I STARTED TO LOOK AT LEADERSHIP IN A WHOLE NEW WAY. 
EVERY LEADER EVENTUALLY LEAVES HIS ORGANIZATION—ONE WAY OR 
ANOTHER. HE MAY CHANGE JOBS, GET PROMOTED, OR RETIRE. AND EVEN IF A 
PERSON REFUSES TO RETIRE, HE IS GOING TO DIE. THAT MADE ME REALIZE 
THAT PART OF MY JOB AS A LEADER WAS TO START PREPARING MY PEOPLE 
AND ORGANIZATION FOR WHAT INEVITABLY LIES AHEAD. THAT PROMPTED ME 
TO CHANGE MY FOCUS FROM LEADING FOLLOWERS TO DEVELOPING LEADERS. 
MY LASTING VALUE, LIKE THAT OF ANY LEADER, WOULD BE MEASURED BY MY 
ABILITY TO GIVE THE ORGANIZATION A SMOOTH SUCCESSION. 

My best personal succession story concerns my departure from Skyline Church. When I first 
arrived there in 1981, I made one of my primary goals the identification and development of 
leaders because I knew that our success depended on it. Over the fourteen years I was there, my 
staff and I developed literally hundreds of outstanding leaders, both volunteers and staff. 

The development of so many leaders put the church in a good position to succeed, but that 
alone wasn’t enough. In many businesses and nonprofit organizations, the leader is in a position 
to develop and groom a successor. That wasn’t something I was able to do at Skyline. The local 
board of administration would select someone to succeed me, and I would not drive that process. 
The most I would be able to do for them was to give them any information I knew about the 
potential candidates with whom I was acquainted. But there were other things I could do, such as 
preparing the people and the organization for the arrival of their new leader. I wanted to set that 
person up to succeed as much as I could. 

THE SUCCESS CONTINUES 

ONE OF MY GREATEST JOYS IN LIFE IS KNOWING THAT SKYLINE IS STRONGER 
NOW THAN WHEN I LEFT IN 1995. JIM GARLOW, WHO SUCCEEDED ME AS THE 
SENIOR PASTOR, IS DOING A WONDERFUL JOB THERE. THE CHURCH’S 
ATTENDANCE HAS INCREASED, FINANCES HAVE IMPROVED, AND BEST OF ALL, 
THE BUILDING AND RELOCATION PROGRAM IS GOING FORWARD AFTER A 
DECADE OF DELAYS. IN THE FALL OF 1997, JIM ASKED ME TO COME BACK TO 
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SKYLINE AND SPEAK AT A FUND-RAISING BANQUET FOR THE NEXT PHASE OF 
THE BUILDING PROJECT, AND I WAS DELIGHTED TO HONOR HIS REQUEST. 

They staged the event at the San Diego Convention Center, located on the city’s beautiful 
bay. They really did a first-class job of everything, and about 4,100 people attended. The best 
part for my wife, Margaret, and me was the chance to see and talk with so many of our old 
friends. And of course, I felt privileged to be the evening’s keynote speaker. It was quite a 
celebration—and quite a success. People pledged more than $7.8 million toward the building of 
the church’s new facility. 

As soon as I finished speaking, Margaret and I slipped out of the ballroom. We wanted the 
night to belong to Jim, since he was now the leader of Skyline. Because of that, we knew it 
would be best if we made a quick exit before the program was over. Descending the stairs, I 
grabbed her hand and gave it a squeeze. 

“Margaret,” I said, “wasn’t it an awesome night?” 
“Oh, it was great,” she said. “I think Jim was really pleased.” 
“I think you’re right,” I said. “You know what was the best part for me? Knowing that what 

we started all those years ago is going to continue.” As we left the convention center behind us, I 
felt that our final chapter with Skyline was finished, and it had a very happy ending. It’s like my 
friend Chris Musgrove says, “Success is not measured by what you’re leaving to, but by what 
you are leaving behind.” 

When all is said and done, your ability as a leader will not be judged by what you achieved 
personally or even by what your team accomplished during your tenure. You will be judged by 

w well your people and your organization did after you were gone. You will be gauged 
cording to the Law of Legacy. Your lasting value will be measured by succession. 

ho
ac  

CONCLUSION 
EVERYTHING RISES AND FALLS ON 

LEADERSHIP 

Well, there you have them—the 21 Irrefutable Laws of Leadership. Learn them, take them to 
heart, and apply them to your life. If you follow them, people will follow you. 

I’ve been teaching leadership for two and a half decades now, and during those years I’ve 
told the people I’ve trained something that I’m now going to say to you: Everything rises and 
falls on leadership. Most people don’t believe me when I say that, but it’s true. The more you try 
to do in life, the more you will find that leadership makes the difference. Any endeavor you can 
undertake that involves other people will live or die depending on leadership. As you work to 
build your organization, remember this: 

• Personnel determine the potential of the organization. 
• Relationships determine the morale of the organization. 
• Structure determines the size of the organization. 
• Vision determines the direction of the organization. 
• Leadership determines the success of the organization. 
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I wish you success. Pursue your dreams. Desire excellence. Become the person you were 
created you to become. And accomplish all that you were put on this earth to do. Leadership will 
help you to do that. Learn to lead—not just for yourself, but for the people who follow behind 
you. And as you reach the highest levels, don’t forget to take others with you to be the leaders of 
tomorrow. 

ARE YOU READY TO APPLY THE LAWS? 

NOW THAT YOU’VE LEARNED THE 21 IRREFUTABLE LAWS OF LEADERSHIP, 
WOULD YOU LIKE TO KNOW HOW TO APPLY THEM TO YOUR UNIQUE 
LEADERSHIP CHALLENGES? JOIN JOHN MAXWELL AS HE TEACHES A GROUP OF 
TOP EXECUTIVES HOW TO TAKE THE 21 LAWS BACK TO THEIR ORGANIZATIONS 
AND APPLY THEM IN ORDER TO TAKE THEIR LEADERSHIP TO THE NEXT LEVEL. 
YOU CAN DO IT WITH … 

LIVING THE 21 LAWS OF LEADERSHIP 

RECEIVE MORE THAN TEN HOURS OF SPECIALIZED INSTRUCTION FROM JOHN 
MAXWELL ON VIDEO OR AUDIOCASSETTE SO THAT YOU CAN APPLY THE LAWS 
LIKE A PRO. THE PEOPLE WHO WORK WITH YOU WILL BE ASKING THEMSELVES 
HOW YOUR LEADERSHIP WENT TO THE NEXT LEVEL SO QUICKLY. 

Sharpen your leadership intuition today. To receive free information about the Living the 21 
Laws of Leadership kit, or to order your copy, contact: 

INJOY 
P.O. Box 7700 
Altanta, GA 30357-0700 
(800) 333-6506 
www.injoy.com1

                                                 
1Maxwell, John C., The 21 Irrefutable Laws of Leadership, (Nashville, TN: Thomas Nelson 
Publishers) 1999. 
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