


A Shared
Mission of
Excellence

everal years ago, the Marriott School invested a great deal of time, discussion, and

thoughtful consideration in drafting a mission statement for the school. We needed

to know exactly what our goals were; we needed a sense of purpose; we needed a

focus for each department and program in the school. This past year, the university

and each of its colleges has been conducting a comprehensive self-study. In this
context, the Marriott School has revisited the same questions that resulted in that original mis-
sion statement. We've asked ourselves, “What are we about? What is the school’s central pur-
pose?” Our discussions have led us to the obvious conclusion that the Marriott School exists
for, and because of. its students.

We have determined that the school’s mission must be, primarily, to help students become
effective managers and leaders—in their families, in their places of work, in their communities,
and in the Church. We will do this by educating students with the “ethical values, management
skills, and leadership abilities needed in organizations worldwide.” And we will focus on three
different time frames—short-term, long-term, and eternal.

We expect to offer students an excellent education and a worthwhile experience during their
time on campus. We also expect students to leave campus with the knowledge and skills nec-
essary to achieve long-term success in career and family. Their leadership preparation
will be enhanced by the international perspective of the Marriott School, which helps pre-
pare them for the challenges of living and working in today’s global economy; by the school’s
entrepreneurial spirit. which encourages personal industry, innovation, and imagination;
and by the school’s emphasis on ethical behavior, which establishes a strong moral founda-
tion in management and in life. Finally, we expect to help students focus on their eternal goals
by giving them a balanced, holistic experience. We will have failed in our mission if we do not
provide direction toward that end.

We do not consider our job finished when students leave campus. Our mission of preparing
leaders requires that we continue to offer opportunities for growth and development to our
alumni. In this spirit, we recently held our first annual management conference, “Managing
for Success: Business, Career, and Family,” which attracted more than 800 participants. This
conference promoted the commitment to lifelong learning that all individuals need in main-
taining their focus on long-term and eternal goals. An impressive group of presenters—from
Stephen Covey, best-selling author and consultant, to Michael Ballam, renowned opera singer
and music educator—shared their knowledge and experiences with conference attendees. The
two-day conference was such an overwhelming success that we are going to do an encore next
summer. And it should be even better than our first effort, because we learned a great deal our
first time through and will iron out a few of the unanticipated wrinkles we discovered. So mark
June 20 and 21, 1996, on your calendars.

For those of you who missed the conference—and for those of you who did attend and want
something more than the notes you took to help you remember the presentations—we have
edited and printed in this issue of Exchange transeripts from three of the most popular
sessions: Dave Checketts’ instruction on “Negotiating With Difficult People™; Steve Young’s
unique perspective on “Perception and Reality”; and the ethics panel discussion with Jake
Garn, Meg Wheatley, Mark Willes, and Kirk Hart. After reading these articles, I'm sure you'll
wonder how we could possibly top this year’s conference, but that is exactly our plan for next
summer.

The management conference fits in nicely with the Marriott School’s educational mission,
but we hope it will also serve as a reminder that each individual needs a mission in life.
Where are you going? What are your short-term, long-term, and eternal goals? What are you
going to do to reach them? Stephen Covey explains in Principle-Centered Leadership that
“a mission statement focuses your energies and lets you enjoy a sense of orientation, being,
and purpose. It prevents you from being distracted and sidetracked.” I invite you, then, to
write your own mission statement, and 1 hope that the MSM mission can enhance your own
personal mission as we share a vision of excellence and success.

K. Fred Skousen,
Dean, Marriott School of Management
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DAVID K. “KIRK” HART: Some
years ago, we al the Marriott School
selected three areas in which we wished
to become expert: t'll“'('Ill'{"ill"lll'ﬁili!).
international business. and ethies. |
have some familiarity with the way
ethics is l;lllg_}l! across lhe United
States. There is no program that is more
l‘l!l|l|l.~ii;l.~elil‘&l||_\ .-al1p|1(|i‘|l‘.l| nor as well
funded as the ethics program at
Brigham Young University.

E\'r-}'l\ ||li|1;_r we do ll)(lii_\' will be in
alphabetical order. So let me start to my
left—not politically—with the
Honorable E. J. “Jake”

United States senator from Utah and

Garn, formerly

now vice-chairman of Huntsman
Chemical Corporation. After graduating
from the University of Utah in finance
and banking and serving as a pilot in
the United States Navy, Jake came back
to Utah, where he
served in the Utah
National Guard
and was an insurance executive until
elected mayor of Salt Lake City. From
there he was elected to the United
States Senate in 1974 and served for
three terms. He retired from the Senate
on January 3, 1993,

Now. if vou will forgive me a pun,
probably the highlight of his career
came with his selection by NASA as a
pavload specialist on Discovery Flight
51 Delta
space for seven (i:l):-é in -'\}}l'“ 1985 alIHI

in other words, he wenlt into

orbited the earth 109 times. 1 would
sSwap my 1‘_\-‘1‘1(3(-?“‘( and my :ll'g_\lv socks 1o
have had that experience. For his contri-
butions to {light in its many forms, in
December of 1992 he was awarded the
prestigious Wright Brothers Memorial
Trophy. So it is my pleasure to welcome
to this group E. J. “Jake™ Garn.

To my immediate right is Margaret J.
“Meg™ Whealley, president of the
Berkana Institute and a
principal of Kellner-
Rogers and Wheatley, a
prestigious consulting firm. She
received her bachelor’s degree in his-
tory from the University of Rochesler,
followed that with a master’s degree in
communications and systems thinking
from NYU, and topped it all off in 1979
with her doctorate from the Harvard
Graduate School of Education.

Meg has had a varied career, serving

in the Peace Corps in Korea and as a
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high school English teacher in Yonkers,
New York. She has served on the

ties of several universities. including

facul-

Brigham Young University, where it
was my greal privilege to be one of her
colleagues in the Institute of Public
Management. Meg is a superb teacher,
but she is also the author of a \\'jllt’l)‘
acclaimed book. Leadership and the

New Science: Learning About
(}:gf.tmzr;.'mn From an Orderly Universe.
This book created l|||i|l' a stir, and
tracking Meg down is nearly impossi-
ble, so we are especially pleased to wel-
come .\[l';{ "‘.‘\"llt>zll|(‘}_' to the }:alm-l.

Finally, and still alphabetically, Mark
H. Willes. Mark is the new president
and CEO of the Times Mirror Company

in Los Angeles and a member of its
hoard of directors. He will assume the
additional position of chairman of the
1996, Mark

received his bachelor’s degree from

board on January 1,

Columbia University and his PhD from
the Columbia Graduate School of
Business. He began his teaching career
al the University of Pennsylvania’s

Wharton School, then joined the
Federal Reserve System in 1969, serv-
ing as first vice-president of the Federal
Reserve Bank of ]Jh”ill'l‘lpl]iil from
1971 1o 1977, and then as president of
the Federal Reserve Bank of
Minneapolis from 1977 to 1980.
Knowing talent when they saw i,
General Mills brought him on board as
executive vice-president and CFO from

1980 10 1985. He moved up 1o presi-
dent and chief operaling officer and in
1992 was appointed vice-chairman. He
now pl'l’riilll‘:-i over one of the most influ-
ential media and publishing organiza-
tions in the United States. We welcome
Mark Willes to the panel.

The purpose ol our session l:::lal} is
Lo try Lo gel a fix on some of the p(l.-ili\l-'

aspects of business ethics. That means

we are going to talk about moral char-
m'll'l‘—;i{ml| character

We want to present some ideas today
that we consider most important in the
character of those who would lead. who
sel the mogal tone of the organization. |
asked each of the ||zil!t('||:aml.-' Lo answer
the following question: What single
thing would you recommend in order 1o
create a moral
and ethical
organizalion?

Let me start by making reference to
Thomas Jefferson. Jefferson had
designed his tombstone before he died.
Al the Llop he wanted it to read:

Here was buried

Thomas Jefferson

Author of the Declaration of

American Independence
Of the Statute of Virginia for
religious freedom
& Father of the University of
Virginia

Of course he was president of the
United States, vice-president, and secre-
tary of state, bul it is this last one, Father
of the University of Virginia. that | would
like to look at for a moment. He got into a
ferocious battle as he started the univer-
sity. because what he saw as the most
important mission of the university was to
inculcate within the students qualities of
good character.

;\:U\\'.

a phenomenal scholar.

Jelferson was

He studied and read, but he believed.
alter all was said and done, that knowl-
edge was useless unless il was embod-
ied within an individual of greal, good
character. His battle was with the
orthodox religionists, who said, “No,
we are the nlll)‘ ones who are allowed to
define character,” and also with those
I)l"{l}lll’ \\'hn fancied themselves scien-
tists al that time, who said, “No, you
shouldn’t bring this into a university.”
Jefferson’s correspondence is very
interesting about that battle. I agree
with Jefferson. I think it is true for a
university, and I think it is true for any
kind of organization.

All my studies about the origins of
capitalism and free enterprise indicate
that this is essential to the conduet of
the [ree enterprise system, that individ-
uals who participate in it must be men
and women of greal, good character.

In that context. let me simply state



what I believe to be the most funda-
mental quality of character to make for
the ethical organization. I have come to
the conclusion that it is love—the
capacity to love others.

Now, some will throw up their hands
in disgust and say, “Oh. come on! It's
a hard world out there.” But the other
day in The Wall Street Journal, an invited
columnist, a successful consultant, said,
“After all is said and done. the most
important thing in leadership is the *C
word—Ilove.” The capacity to love others.

Let me conclude this point with a
quotation from Nigel Elan, one of the
founders of the Israeli army, pound for
pound probably the best army in the
world. He wrote an essay, “Profile of a
Commander,” which is the finest trea-
tise on the principles of leadership 1
have ever seen. He talks about the com-
mander in male terms here. [t was writ-
ten some lime ago.

“The commander is the father of the
unit. That is to say, he
nurtures the unit as a
family of soldiers . . ..
He sees himself
responsible for those
men in the same way
as a father would
regard himself respon-
sible for his family.
The great, tragic crisis of practical com-
mand oceurs at the moment the com-
mander sends his men, his family, into
battle. Only the commander whose atti-
tude toward his men is that of a father
to his children has the right to send
them into action. The men, who know
that their commander values their lives
as his own and will not lightly expose
them to mortal danger, will compre-
hendingly and willingly accept any task
he may propose upon them, be it the
most difficult and hazardous.™

That is probably the truest statement
[ have ever read. So I would state as my
precondition for the ethical organization
the capacity to love the personnel
within that organization.

JAKE GARN: | am pleased to be with
vou today, particularly with this distin-

[ guished panel. I would note though,
Kirk, that I was on the right side of the
audience, so everything was just fine.
When Kirk asked me to talk about one
thing that would be most important in

crealing ethical organizations, it was
difficult to narrow it down to one. In my
opinion, honesty and candor are both
very important, and, although they are
related, they are somewhat different.

I have often been accused in my own
career of being too candid. | have been
told by many people, particularly my
stalf, *Couldn’t you just soften some of
vour comments, Jake, sometimes?” Bul
| have never accepted that criticism.
Candor has served me well in my life. |
would like to illustrate the two princi-
ples with some personal examples.

My father never thought there were
any gray areas whatsoever as far as
honesty was concerned. You were either
honest or dishonest. There were no
margins. There was nothing in between.
Two plus two equaled four. It didn’t
equal anything else. | hate 1o admil
this—I don’t know that I have ever
done so publicly—but when I was

aboul eight years old, I visited my

grandparents in Fairview, Utah, where
there was one drugstore. 1 had a dime,
and I wanted to buy two comic books,
but they were 10 cents apiece. So |
slipped one inside the other and gol two
for the price of one.

My father discovered this, and to this
day I do not know how. He marched me
back to Floyd’s Drugstore, and all
Floyd wanted to do was make me pay
for it, but my father had quite a differ-
ent idea. | spent an entire week in the
drugstore, mopping [loors, cleaning up,
emplying wastebaskets. A week—about
40 hours—to pay for that 10-cent comic
book. I have never forgotten that. Any
time [ would even think of maybe doing
something that was not totally honest, |
knew my father would come back and
make me work in a drugstore someplace
cleaning up for a week.

My father taught me another lesson
about honesty. He was a civil engineer
and also a pilot in World War 1. but he
worked almost his entire career for the

state highway department and was

Utah's first director of aeronautics, so
he did not make a lot of money. Shortly
alter World War 11, he decided that
somehow he just had to break out of
this salary problem, so he bought 10
building lots in the south end of Salt
Lake County. He subrogated those lots
to a builder, who built 10 houses on
them and, after selling two of them,
went bankrupt. My father got eight
completed houses back. He could have
said, “Well, I'll just allow these to be
repossessed. [t wasn't my fault, and 1
just can’t handle this.” But he didn’t.
He tried to sell them.

For three or four years while [ was in
high school and college. once in a while
he would sell one of these homes. |
remember what a dramatic impact il
had on the family finances, how much
difference it made in what we could do,
and I was aware of the struggle my
father was having to make the payments
on those houses out of his salary and
not have them repos-
sessed.

On a Saturday
morning, | was oul
cutting the lawn. Dad
came oul of the house,
and I hadn’t seen such
a big smile on his face
for a long, long time.
He said, “I sold the last house. It is
over. We are out of it. We will be able to
take vacations and do many of the
things we used to do.” I said, “How did
you do?” He said. “Oh. not very well,
but that is not the point. We are out of
it. I don’t have any more payments.”

About half an hour later a young man
came up and said, “Is yvour father
home?” | said, “Yes, I'll go get him.” So
he came out, and | went back to trim-
ming the lawn. I heard the level of the
voices go up. so | walked over and
asked. “Is there a problem?” The voung
man said, “Yes, your father said he sold
that house. He just talked to someone
on the phone this morning. I have a
wrilten offer here with one thousand
dollars of earnest money guaranteed, no
problems. The man has cash to pay for
it. It will go through.™ My father looked
al him and said, “Bul young man, you
don’t understand. I gave my word.” He
replied, “But il is six thousand dollars
more.” | think my father made about
ten thousand dollars a year at the time,
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s0 six thousand dollars was 60 percent
of an annual income. Again he told him,
“I"'m going to ask you to leave my prop-
erty if vou don’t listen to me. | gave my
word! The fellow who called me this
morning is supposed to be at my house
al ten o’clock Monday morning. You
call me at eleven. If he doesn’t show up,
I'll be happy to sell you the house. I'd
love to have six thousand dollars
more.” Well, unfortunately the guy on
the phone showed up. But it didnt
bother my father at all. So I grew up in
that kind of atmosphere.

The things I am talking about apply
generally to our behavior. not just to
business. not just to politics. but in all
our relationships with people. This has
made my life so much easier. Many
|||-'|>p|t‘ !lil\'r' El.-ikt-tl me \v|l_\_ | went to
work at Huntsman Chemical Corporation
when I left the Senate. | had a lot of
choices, but it was easy for me to make
that decision, because I had spent 25
years protecting my
backside from people
who didn’t have the
same standards that
my father had. I didnt
want to have to do that
the rest of my life.

[ saw in Jon
Huntsman the
absolute honesty and integrity that 1
found in my father. I knew that I could
go to work for Jon Huntsman and repre-
sent him and Huntsman Chemical
Corporation and never have to worry
about anything he said or did or any of
his business dealings whatsoever, never
have lo give it a thought. Even the pos-
sibility of any embarrassment just does
nol exist with Jon Huntsman.

To be absolutely honest and always
stand by your principles is so valuable
and so inculcated in me that when |
first ran for public office, | was very dis-
turbed with the nliljnl'ii_\ of lltjfiti-
cians—mnol thal they were dishonest in
the sense that they would steal or take
bribes. but they never quite said
exactly what they felt. The candor was
not there. You ecould listen to them and
say, “He is intelligent, articulate, well
informed—Dbut what did he say?” When
it was all over, did you understand half
an hour later whether he answered your
question or not? So | made a simple

decision that I would say and do exactly
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what I believe. The worst possible thing
that could happen to me is that I would
lose and get 1o come home and ski more
and make more money and honor my
wife more.

What honesty and candor will do for
you with the press is absolutely remark-
able. They have a difficult time han-
dling the truth. It almost always spoils
their stories, To illustrate, when it was
announced that 1 was going to (ly in
space, | was on one of the national news
programs, and the reporter said,
“Senator, isn't it true that the only rea-
son you are going inlo space is that vou
are chairman of NASA's appropriation
subcommittee?™ I said, *Of course!”
There was absolute silence. Ruined all
the follow-up questions. So | said, *You
wouldn’t send the chairman of the agri-
culture committee would you?” He was
still thrown off the seript, so | said,
“*Would you go to vour dentist for legal
advice? The point is. | have more than

10,000 hours of pilot time. | am an
experienced aviator. | have responsibil-

ity for 7.5 billion dollars a year of
NASA's funding. and I make no apology
for going.”

Being totally honest and candid
without shaving the answers has served
me well, even when in the short run 11
might cause some pain, but in the long
run it has always solved my problems in
polities and in business.

[ feel we have shifted the definition
of honesty and candor to where if you
are not stealing or lying. then you are
honest. Well, I think it involves much

more than that—not just things you
could be accused of or arrested and
punished for. The standard of honesty
and candor must go much further than
that in your relationships, within your
family, with your business associates.
As Kirk suggests, if you love those

vou work with, can you be anything less
than honest and candid with them? Can
you deceive them, if not directly. then

by not telling them certain things and

ando

misleading them in that way? I don't
think so. Maybe I'm too strong on this
point, but no one will ever convince me
of that. I believe that honesty, candor,
and directness will solve more prob-
lems in vour personal and business

lives than vou can possibly imagine.

MEG WHEATLEY: | have been work-
ing with some beliefs lately about people
and organizations, that most people want
their lives to make a difference. And
most people, therefore, want to do good
work. I even believe that most people
(strange as it may seem) want to love the
organizalions they are a part of. In fact, a
bizarre observation I've made for 15
years or so is that it doesn’t seem to mat-
ter what you are producing, there is a
greal desire to want the organization to
be meaningful, even if you are making
vour fiftieth variation on elite dog food—
it doesn’t matter. They want to love that
organization, | think one of the ways
leaders have short-
changed themselves is
that they have been
afraid of this wonder-
ful capacity of love
that is part of being
human in organiza-
tions.

Most people want
their work lives to mean something.
They want to contribute, They want be
in an environment where love can be
expressed, even if il cannot be spoken
about. As leaders, our task is not to
train people to have high moral charac-
ter, but rather to elicit this natural,
innate, God-given human striving from
the people we affiliate with. How do we
elicit their desirve to lead a life that has
character, that has deep morality, that
means something?

If we could create moral organiza-
tions by training individuals to be
moral, then I think we would have
already done it. We have failed at the
dominant approach in our culture,
which is to lake individuals from orga-
nizalions, pul them through training
programs, and then put them back in
the organizations and expect them to be
the agents of change. This is a com-
pelling piece of experiential evidence
we now have, We do nol create moral
organizations by training all members
of the organization in values and ethies.,




I do not have an answer to that obser-
vation. [ think it raises questions for all
of us about how organizations change.
But I do want to contribute to this ques-
tion by saying that when I am in an
organization that has integrity and
coherence and clarity about what it
stands for, | know it. [ feel it. And 1 see
the results.

I believe that our task, wherever we
are in our organizations, is to think about
how we create coherence, so that people
know what the organization is aboul.

And in that clarity of knowing what the
organization stands for, they can express
their desire to be moral, their desire 1o
contribute.

When I am in such organizations,
where values are meaningful, where
there is no question whal they stand for,
people refer to the values, they talk
about them. It is a very casual process.
It is not because they just walked by a
poster on the wall that lists the values.
I1 is not because their boss gave
them a little laminated card 1o
carry in their wallets so they
remember the values. It is
because the values are in the
air, The values are part of the
hearts and spirits of evervone in
the organization.

I want to lalk aboul one orga-
nizalion in particular, a small company
called AES Corporation, based in
Arlington, Virginia, that erects coal-
burning power plants around the world.
They are not in a highly favored industry,
because their product raises environ-
mental issues. They work in politically
volatile countries. This company was
founded about 10 or 12 years ago by two
men who were both deeply Christian,
who believed that their work lives should
be congruent with their personal lives,
and so they thought about what they
were living for and created a company
with coherence and clarity around four
values. And these values are everywhere
in the air at this organization.

Three years ago they wenl public,
and the Wall Streel investment com-
munity came in lo write the prospec-
tus for investors. Bless their hearts.
they didn’t know what to make of
these values. The values were very
evident. and they had conversalions
with the senior leaders in which the
leaders said, “You know, if push

comes lo shove and we have lo choose
between our values and a profitable
business venture, we will choose our
values.” Wall Street responded by list-
ing their values as a risk to inveslors,
When you look at their prospectus.,
the number one risk is that they build
coal-burning power plants. The sec-
ond risk is thal they work in politi-
cally unstable countries. But about
number five is the values. 1t is stated
clearly that the senior managers of
this company have said, il they had to
choose between making money and
béing true to their values, they would
choose their values, therelore this
investment might be at risk. Now, we
laugh at that, but il is very common.
Because my work involves looking at

chaos in organizations. | have a very
wide audience these days. How do vou
prepare yourself to deal with the

unknown? How do vou prepare vourself
to deal with competitors who come oul

of nowhere? How do you prepare your-
sell to deal with absolute turbulence
that will not go away? Well, I think the

answer is quite obvious. Organizations
that have this deep integrity, that know
who they are. what their purpose is,
what their skills and values are—those
organizations feel they are solid. they
are grounded., they are rooted. Then
they can withstand the vagaries and
changes in the environment.

One last story. The place where | saw
this kind of organization shocked me.
because it was in the special forces of
the armed services. | had been asked
by a general to come down and talk to
the commanders of special forces, and 1
had seen enough movies that [ didn’t
think I had anything to say to these
men. Bul the general said, *We really
are leading by values, and you should
come and look al us. This would be
helpful for you, and helpful for us also,”

So I went and met with a joint com-
mand, where there were Navy Seals and
Airborne Rangers and Delta Foree.

What | learned there is that they had
already discovered intuitively the
secrel of organizational values. In their
work, they conduel secret missions
where they can only send one, two, or
three men oul al a time, and the com-
mander cannol be in communication.

Of course the missions are secrel, and

here you have the modern leadership
dilemma. You have pt.‘(lph:' who want to
do ;__1(1(1(1. but you have to send them
away from your presence, to make deci-
sions that could affeet the business—in
the case of 5[:(-!(‘iell Forces, it could
affect world security, certainly U.S.
securily. So what do you do?

They have come up with three things,
all of which are important, but it is the
third one that is most relevant. They
select very careflully. They train con-
stantly. And, finally, they give these
voung men a strong sense of values. They
spend time educating them about legali-
ties, moralities, ethics, history. the
Geneva Conventions, the politi-
cal history of the area. so that
these voung men can make well-
informed decisions aboul unpre-
dictable questions in the absence |
of a senior commander It is
going to lake a while for the rest
of the military to catch up, but
that is the future of leadership.

One general summed it up for me
very poignantly. He said, “When 1 send
these young men oul on secrel missions.
I know that we have selected them as
best we could. We have trained them as
best we could. We have given them the
sense of values that we think is relevant.
But, vou know, my last words to them
always are. “Go and do good.”™ When |
heard that, | was very moved. I want to
work with organizations where we can
say, “Go, [ trust you. You are an adull.
You care about us. You care aboul the
organization. You care about our future.
So go and figure it oul.”

But then [ realized that when they
say, “Go and do good,” there has been
discussion, conversation, learning
about what good means. In oo many
organizations the complaint is, = wish
they would walk their talk.” So we have
Lo stop lalking about what good is and
realize thal everyone in the organiza-
tion, all the lime, is learning what good
is by watching us as leaders,

feontinued on page 27)
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hat an honor to address this confer-

ence. When | was asked to speak.

the only complaint I had was thal
I was asked to speak on the subject,
*Negotiating With Difficult People.” When |
heard this. I said. “Is there such a thing as
nondifficult people?” As vou may know. I've
been at NBA meetings all morning. We've
been negotiating with NBA players for the
last year—often around-the-clock negotia-
and

tions, at 2 and 3 a.m. in hotel rooms
as of this morning the owners unanimously
ratified a new agreement with the NBA
Players’ Association.

The players are meeting in Chicago and
are expecled to reject our proposal. which
had been negotiated by their union heads
but is now being opposed by players such
as Michael Jordan and Patrick Ewing. So
we decided this morning that if the players
reject our offer this afternoon. the NBA as
we know it will shut down on July Ist. It
will be effectively out of business until the
players accept our proposal. There is noth-

50 million asset tee-

ing quite like your §
tering on the brink while you are speaking.
But I do know something about negotiating
with difficult people.

I was only half kidding about everyone
||<'il1g difficult. This is a difficult time.
Margins are shrinking in many businesses.
More and more the emphasis is on negoti-
aling skills. So many people are looking to
have an impact and make a name for them-
selves and move up the chain of command
or just win. Winning and gaining markel
share seem to be the major issues.

[ laughed recently when 1 read this tale
in a magazine: A Japanese company and an
American company had a boat race. The
Japanese won by a mile. The Americans
hired analysts to figure what went wrong.
They reported that the Japanese had one
person managing and seven rowing while
the Americans had seven managing and
only one rowing. The Americans immedi-
ately restructured their team. Now they had
one senior manager, six management con-
sultants, and one rower. In the rematch the
Japanese won by two miles. So of course
the Americans fired the rower.

While I am not a fan of Japanese busi-
ness and Japanese negotiation, I am a fan of
American business and [ree enterprise. Bul
it is a difficult time for many of us in our
businesses. And negotiating with difficull
people is a major part of this difficult time.

About one year ago, | became president

and chief executive of Madison Square
Garden {_'.ur'pnl'zlti{uu It consists of the New

York Knicks. an NBA franchise; the New

This is an edj
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president of the New York

Knicks, New York Rangers, and
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York Rangers, an NHL franchise; MSG
Network, which is the largest regional
sporls cable network in the world: Madison
Square Garden, of course: and the
Paramount Theater, as well as a few other
entertainment businesses. Within this
company. I've had the opportunity to nego-
tiate with all kinds of |Jl'n|}|1'. across all
kinds of entertainment—~Broadway talent,
movie and TV people. sports stars,

We produce a Broadway show every
year. Last year we produced the Broadway
version of “A Christmas Carol,” with
music by Alan Menken. I'll never forgel
the first time 1 had 1o step into these
negotiations. We were a few months from
opening night. My predecessor had jusl
been unceremoniously fired, which is the
way it happens in New York. New York
City is like a giant blender—you walch
the blades and know that somebody is
going to turn them on at some point and
you too will turn to liquid. When my pre-
decessor was fired, | took over the reins
as execulive producer of a Broadway
show—something | had never done.

Here I was. meeting at the llv;{ali;llillg
table with the Dream Team of Broadway
talent: a producer who had done several
shows: Alan Menken, who had written
music for “Beauty and the Beast.” “The
Little Mermaid.” and now “Pocahontas™:
choreographers; and the production com-
pany that was going to stage this play.

As | sat down on the other side of the
table to finish up some negotiations, only
two days before having been just another
stiff who ran an NBA franchise, this British
director looked at me and said, “Mr.
Checketts, what it is it about your back-
ground that has qualified you to become
suddenly executive producer of our show?”
Of course I was panicked, because I knew
that for the previous 12 seasons I had been
running NBA teams. but I thought of a
{ll]ii'l\. l_'.l”nf.'ll{l(’l\ il“ll was Etr”{l?l'll al [l“\\
well it worked. [ leaned forward, looked him
right in the eye, confident, and said, “In the
last 10 vears | have written and directed
three different road shows. And, might |
add, award winners.” He leaned back in his
chair and looked over at the choreographer
and said, “Road shows!” I am sure he felt |
was responsible for the tour of *“Beauty and
the Beast™ in 10 major markets. So it has
been an interesting run with all of these dif-
ferent people 1o negoliate with.

As you know, all taléent—DBroadway.,

sports, and others—are represented by a
curious band of people that we refer to

affectionately as agents. Of course, agenls



are all fine, honest, upstanding, intelli-
gent people, Just kidding! They are col-
lectively just aboul the lowest form of
life on the planet. | guess I am just kid-
ding about that, too.

There are among agents, jusl as in
everylhing else, good and bad. One of
my favorites is the famed David Falk,
my dear friend. He represents Michael
Jordan, Patrick Ewing, John Stockton,
and that famous BYU player gone
AWOL. Shawn Bradley. I will never for-
gel my first negotiation with David Falk.
NBA Commissioner David Stern, who
(fortunately for me) has been my mentor
over the years, was preparing me for my
first negotiation with David Falk. He
said, *David, you are Mormon, I know. |
am Jewish, But I know something about
your religion, so let me try to explain in
a context you will understand how you
should plan on dealing with David Falk.
[ listened intently. He said, “Let me
make this simple. He is Satan.” Well,
that has helped me a great deal.

Difficult people. I think we should
understand, are difficult because it
works for them. We all negotiate with
them. They are difficult, and maybe
even you are difficult, because it works
for you. Some people, certainly, are
more difficult than others. Bul remem-
ber. often, though not always, the best
people and the best companies have the
toughest people representing them.
They believe in themselves, and they
want to gel value for what they add.

When I was with the Jazz a few years
ago, we had a very ugly contract dispute
with a player named Adrian Dantley. At
the time we had an interesting head
coach by the name of Frank Layden,
who made it a personal mission lo have
a press war with Adrian Dantley. David
Falk was representing Adrian Dantley,
and he was holding press conferences
in Salt Lake to kind of embarrass the
owners and management of the team.

We were locked in this bitter dispute,
and one night after a particularly diffi-
cult meeting, Frank Layden, his son
Scotl, and | decided 1o go out for a bite
to eat. We were sitting around the table
in a restaurant in Salt Lake, and Frank
asked me how the family was, because
we had both been away from our fami-
lies quite a bit during this dispute. My
son Spencer. who was only len or eleven

at the lime, was turning oul to be quite
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a basketball player. and I remember
Scotl Layden turning to me and saying,
“Now lel’s just say for a minute—based
on everything vou feel today and all you
have been through—that Spencer
becomes a terrific player. Who would
you go oul and get to represent him?”
And I said. *Well, let me turn the ques-
tion around. Let me ask you, Frank.”
And without hesitating, he said, “David
Falk.” Now. that was a greal lesson to
me. We were fighting this guy. He was
the enemy. But it is not uncommon for
people 1o want the best in what they do.
Let me share with you my rules for
negotiating with difficult people.

Rule number 1: Never negotiate with

terrorists. There are people you run up
against who are genuinely not interested
in making a deal. They are just inter-
ested in holding vou hostage and burn-
ing up your time and breaking you down
and humiliating or embarrassing vou.
Do not negotiate with them. This is a
law that some presidents have lived by.
If people are not interested in making a
deal, you should find that out quickly
and walk away from the table. There is
no use in sitting there and negotiating
with people who are not interested in
making a deal. It is amazing to me how
many limes that happens in business.

Keep your self-respect. There are
very few deals in life that you have to
make. You have to be willing in almost
every negoliation to walk away from the
table. If you go there desperately need-
ing a deal, and I have been in those sit-
uations, your position is already so
weak thal you will lose in negotiation.
So. be prepared to walk away. Do not
negoliale with lerrorists.

Rule number 2: Everyone is the hero
of his or her own drama. Believe me,
this is not just true in entertainment
and sports. It is true in life. Whoever is
sitting on the other side of the table
from you very likely has concerns, has

family, has problems, has difficulties, as
we all do. r]‘lu'_\, also have their own
interests in mind and they need to be
the hero of their own drama.

The most important advice | can give
you in dealing with difficult people is to
keep your ego out of it. As you approach
the table. one advantage vou can take
with you is to check your ego at the
door. The best result is to get what you
want and let the other side believe that
they won. Let the other side believe
they took it to you. If you have someone
on the other side of the table who has a
big ego and needs to show you, then let
them show you. Just get what you want,
And leave vour ego at the door.

In 1985 we went after a young player
from a town of 400 people in Louisiana,
[ was general manager of the Jazz at the
time. The player was Karl Malone. He
flew into the airport. | picked him up.
We spent the day together. | introduced
him to several members of the organiza-
tion. Then, on the way to the airport, |
asked him, “Karl, tell me. what are you
going to do about an agent?” And this is |
the worst thing that the general man-
ager of a elub can ever hear. He said,
“Oh, I have a brother-in-law who is an
attorney back in Baton Rouge.”

Now, you might think that that offers
vou a tremendous advantage. IUs actu-
ally the worst situation in the world,
because someone who can become
famous overnight is the most difficult
person Lo negoliate with, The size of
the ego is much greater. That’s why we
had so many difficulties signing Karl
Malone—he had an agent who loved 1o
see his name in the paper. He wanted
everybody to know he was negotiating.
He was trying to build the business.

Rule number 3: Knowledge of your
opponent is paramount. | suggest, for
everyone you negotiate with, that you
build a database. I like to take a plain
legal folder. and on the left-hand side |
attach some accounting papers, so thal
[ have a clear outline of the numbers
involved in the discussion. On the
right-hand side I have a plain sheet of
paper that allows me 1o take notes about
hints and things that get dropped in the
negotiation, because if vou listen care-
fully people will almost always tell you
in the first negotiation where vou are
going to end up or at least the kinds of

things they are looking for.




Then, behind that top sheet (behind
it so that it is not visible to that person).
I add a database about that person.
Who is he? Who is she? What is her
background? Where does he come from?
What are the big deals he has made?
Who else might she represent? And if
you list education, background, and
values, it can be very useful.

One of my favorite quotes is by
Winston Churchill: *The greatest mes-
sage in life is to know that even fools
are right sometimes.” You have to
accept the fact that regardless of who is
on the other side, they may be right.
And your goal is to help them get what
they want, while getting what you want,

Rule number 4 is: Nothing beats
extensive preparation. Today there are so |
many resources that we are on informa-
tion overload half the time. But if you
are involved in negotiations on behalf of
your company or your client, use the
online databases to get more informa-
tion. It is astounding what vou can
gather aboul companies, about deals,
just from Nexus and America Online
and Prodigy and others,

One of my favorite things is to set up
Prodigy late at night after everyone is in
bed and pull up data about companies,
other teams, businesses, and pricing. If
you don’t have lime lo prepare the way
you wanl, il is worth the dollars to take
research associates, younger members

of your firm, or people who can devote
time to it and say, “You know, | am sit- |
ting down at the table next week with
Bob Fox from Chemical Bank. He is a
senior vice-president, and | need to
know what this is guy like.” It doesn’t
mean you have Lo hire a private investi-
gator, even Lthough in sports that is very
common in dealing with agents and
plavers, but it does mean that you don’t
have an excuse if you are not using the
information available to you. Make sure
vou do that with all resources.

Read all you can. Is the person
you're negoliating with an engineer? Is

this person a marketer. An engineer will
negotiate very differently than a mar-
keter. An engineer will have different
goals than a marketer. What is this per-
son’s education? What pressures might
he be under?
We must prepare well for the actual

negotiation itsell. There are many nego-

tiation seminars, Perhaps you have

been to some. Those people have some
interesting ideas. | prefer to make il
very simple. I will not sit down at the
table unless I have decided on realistic
targets and have them clearly in mind.
If you go into a negotiation without real-
istic targets—just run to the table, sit
down, and try to make the best of it—
you are doing yourself and your busi-
ness a tremendous disservice. In the
quiel of your office or elsewhere. sit and
develop realistic targets you would feel
very good about achieving.

Then arrive at a pressure point. It is
quite simple: target and pressure. “This
is as far as | will go under any circum-
stances to make a deal. This is the pres-

N "

sure point. [ will walk away from the

table if I cannot make a deal at this
number. If T can’t get these things, | will
walk away. Even if it is just a couple of
minor details.”

In this context. let me say something
aboul emotion. Emotion robs judgment.
So if you are involved in a negotiation
that has gone on all day and maybe all
night, you can be sure that emotion will
come into play. So, if you haven’t estab-
lished real pressure points at which you
are willing to walk away from the table,
then you are going to be in trouble. You
can’t just turn lo the person next to you
and say, “Well, we can let that go.”
Don’t do it. Make sure you are well
prepared with targets and pressure,

Finally, before you go into the nego-
tiation, have a real sense of timing.
Have a sense of how much time you
have to make the deal. That is part of
your preparation. The best and most
difficult negotiators I have ever dealt
with have a sense of timing in their
own mind. They have a sense of when
they will actually close the deal, when
they will push. Of course, their goal, if
they have this, is to allow you to come
as close to your pressure poinl as you

can—maybe even gel there—and then

let time pass. If they can do this. they
have the upper hand.,

The final rule is: Nothing ventured.
nothing lost. Some people need 1o talk.
[t is very important in many negotiations
to remaiit qquiel. Some people use
strategies designed to wear the other
side down. If that is their strategy, if
they are going to talk and talk and talk,
allow that to wear them down. And lis-
ten. There are all kinds of things that
gel said in negotiations that you can
pick up on if you will just be quiet.

Don’t appease them. Churchill said,
“An appeaser is one who feeds the croc-
odile, hoping that it will eat him last.”
Don’t give them what they want. Don’t
be discourteous. But listen.

Finally, one more quote that I am very
fond of. Vince Lombardi said, *The dif-
ference between the successful person
and others is not a lack of strength. not a
lack of knowledge, but rather a lack of
will.” One of the most difficult things 1
find in the business world is that we are
raised and taught a certain set of values,
and yet we are lo exist in a difficult
world. It is not uncommon for people to
be abusive in negotiation. to be vile,
foul. Even though 1 have always prided
myself on this, it is always a temptation
to me lo get into those screaming
matches, to appear to be tougher, 1o
appear to have the upper hand.

Unfortunately, in my business the
agents like to go back to the players
and say, “I took him on. I fought with
him. I sereamed at him. I had him
scared to death.” That is what they get
paid for. So it is constantly a temptation
lo get emotional, to get involved, but
that is not what wins the war in the end.
[l is the strength of your will.

I believe that it is possible to take
people on, even to be tough, without
|1t:i|1{.§ disrespectful, without losing your
integrily, without getting vile. It is our
value system, actually, that drives us to
be the best. And we have to be willing in
a negotiation, in any business environ-
ment, Lo stand up for what we believe,

Well, we go through very difficull
situations in business. Negotiating with
difficult people is part of life. It is cer-
tainly parl of business. Lel me encour-
age vou then, in line with your value

system, lo be tough when vou have to

and to follow the right kind of rules in
negotiating with difficult people. &
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his is a place where | feel very

comfortable. so it’s nice to come

back. Even though | live in Provo
parl of the year. to be on campus feels
very good.

The difference between perceplion
and reality can be dramatic in someone’s
life. especially in the public arena. Lel
me give an example. [ finished playing at
BYU in 1983. The next year BYU won
the national championship. But because
of my suceess in the NFL, people start to
associate national championship with
Steve Young. They come up to me and
say, “What a career! You slarl with a
national championship at BYU, and then
you've done this.” I don’t say anything.
So. just in case you didn’t know, Robbie
Bosco didn’t start on the national cham-
pionship team. That was me.

I've enjoyed the perception and real-
ity differences this past season. | was
always perceived as a hard worker who
would battle through tough times. espe-
cially in a game, but it wasn’t until |
screamed al my coach last year on
national TV that people perceived me
as a leader, as somebody who had the
fire to make things happen. This really
bothered me. I felt that I'd done every-
thing | could to influence people to see
my leadership capabilities. To think
that it took that outburst to gi\-‘t‘ ]H'(I'}II'
the perception that I was a leader!

Because 1 live in such a public arena.
[ always try to keep track of reality and
perceptions: I don’t want others™ per-
ceplions to adversely affect my ability
to live in reality. If I am a leader, iU’s by
what I do, not by how I'm perceived.

Fame

As you know, if you watched the Super
Bowl, at the end of the game I was
involved in a promotion for Disneyland.
I chose 1o involve receiver Jerry Rice
so that | could do it with somebody.

(I feel much more comfortable doing
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things with somebody else so that if it
ends up being foolish, then I'm only 50
percent foolish. And if it’s great. then
I'm 50 percent great. I always try 1o
involve others so that [ protect myself
on the bottom side and [ get to enjoy it
with other people on the top side.)

So, anyway, Jerry and [ were involved
in this promotion, and the next day we

wenl to Disneyland, straight from the

parade in San Francisco, to fulfill that
part of our commitment. They blocked
off Main Street in Disneyland for a

parade—there was the Disneyland

Band and one float—it was a one-float

parade with Jerry Rice and me and
Mickey Mouse. On the side of the floal
it said, “Disneyland Welcomes Steve
Young and Jerry Rice, MVPs, Super
Bowl XXIX.”

At the end of the parade the band
quit plaving, and as the float was just
aboul to go through the gates, there were
two little boys, about six and eight, sit-
ting on the curb. All of a sudden the
younger boy noticed us. and he started
screaming, “Mickey Mouse! Mickey
Mouse!™ and he started to charge the
float. His brother chased after him,
grabbed him and pulled him back. and
.-a:-ii(l. "\'nll (':m‘l 20 near |1i|n. '|‘|]n_-«' lwo
big guys are watching.” [ wanted to say
1o the vi;_:l!l-_\t'alt'-u]l|. “1 [{-'\A |1|'_\. MVP!I™

In a way it was humbling, but in a

ar

}.

7 .'f'.-"'nr"'"."."l\.'-'_; f

23, 1995,

way it was really kind of interesling to
see how people react in different ways
and to see things that other people don’t
see. | didn’t even think about Mickey
Mouse being up there with us.

[ believe that fame can be used as
either a weapon or a tool. It’s very easy,
maybe even human nature, to use fame
as a weapon. And I believe fame is very
relative. A level of fame is natural to
many of us. So, watch yourself and see
how you use your fame, because il it is a
weapon and you take il seriously and
use it to drive home your own agenda, it
can be a real problem. But if you're
willing to use fame as a tool, then you

can do great good in the world.
A Laboratory for Learning

The football field is a greal laboratory

for learning. and | mean that sincerely,
because on the 49ers we have all kinds
of people. If you take religion, a cross-
section of our team includes a Jew, a

couple of Moslems. a Buddhist, a num-
ber of Protestants, and three Mormons.

We have a number of geographic dif-
ferences. Jerry Rice didn’t see a paved
road until he got to high school. 1 grew
up just outside New York City. A lot of
guys grew up in the inner city. People
from the Deep South look at things
much differently than people from
Nebraska or from the inner city. So
we've gol those kinds of differences.
We've got socioeconomic differences,
But we have to come lugf'lh{'!‘. We
cither come In;:l'thl.'l‘ or we fail.

I think football’s such a great labora-
tory because there’s so much pressure
involved. There's an immediate con-
nection between the action and the
result. Many of you are in businesses
where the resull does not occur for
some lime. You're not judged immedi-
alely, as in football. where vou're
judged play by play, minute by minute.

second by second on vour performance.




On a football field there are 22 full-
grown men, many of them overgrown.
How do they interact? It’s 11 on 11, and
it’s purely physical. There’s technique,
there’s some beauty to the whole thing,
but in the end it’s purely physical.
Personal battles are going on with every
play. I think that makes it very difficult
for a team to come together. There’s a
great deal of pressure on our group, and
if we aren’t together, if there’s a erack
in our preparation, in our understand-
ing of each other, or in our commitment
1o each other, it will show.

A football season is made up of a
continual effort to take this group of
very diverse people and get them
together so that they are one. And [
mean one, because you can be on the
road in Dallas or Detroit or Miami and
you're tired, it’s humid, you're down by
10, you've not played well, guys are
biting at each other, the crowd’s going
crazy, and when you're on the field it’s
so noisy you can’t hear yourself think.
It’s no longer possible at the line of
scrimmage to change the play because
it’s so loud. They can’t hear the snap
count; they just go when they see the
ball move. And I have to ask them to
suck it up and play through the pain.

[t’s human nature to want to give up,
to say, “Let’s wait for another week.”
But if you wait for another week, you
don’t win championships. You've got to
get it done right now. You can’t say,
“Well, we tried hard. We were close. We
won a moral victory.” If you do, you'll
lose. You can’t be a champion that way.

As a quarterback I'm asked to come
into the situation and be the so-called
leader of this group. It’s not easy to
know how to influence each player.
Each one responds differently, depend-
ing on his background. I have to do my
besl to stand in their shoes. And I've
enjoyed trying to do that.

As I've gotten older and become a bit
more mature, trying to step inside other
people’s shoes and see the world as
they see it has become easier. You have
to try to see the world emotionally as
they see it, o that under those desper-
ate circumstances you can get them to

say, “You know what? I don’t feel like it.

[ hurt. [ want to quit. But maybe I can
do it. Let’s go out and give it another
shot.” And if I can do that, then I'm a
more effective quarterback.

Leadership and Management

I want to make a distinction between
leadership and management. Somelimes
[ think they interrelate, but they are
very different. There are effective man-
agers in the world, and there are effec-
tive leaders, and every now and then
you run into somebody who can do
both. But to me, a manager is paid to
not lose. A leader, on the other hand, is
paid to win. You might nol see a big dis-
tinction there, but I think there’s a
monstrous distinction because leader-
ship is a much more expansive, creative,
active role.

As a quarterback, you can manage,
and you’ll be about 6 and 10 at the end
of the year. “We got along, no one fought,

You can’t talk your
way into being a leader.
You earn your way into

that role, and others

effectively grve it to you.

we worked hard, we practiced every
day, no one was sick too much, every-
one kind of did his job, and we put out
product. We managed.” And then there
are leaders, who take the team or family
or business to where you want to go.
Leadership to me is being 12 and 4 and
going to the playoffs. And once you get
to the playoffs, then how do you perform
when the real pressure starts?

I enjoy pressure situations, because
they are the ultimate laboratory, and the
more pressure | find myself in, the more
excited I am to find out what I'm going
to do. In many ways I've learned to
handle pressure situations, It’s become
normal. I like to see myself react, get
nervous, get anxious, watch myself
sweat, be in the locker room right
before the game and hear the crowd
stomping on the beams above me.
That’s how I find out what Steve
Young’s all about. I can walk around
town all day and not have a lot of pres-
sure on me and, hey, I'm a great guy.

But put me in that situation, and it’s
different. Stress is what gives us the
opportunity to learn.

In quarterbacking, when I consider
the difference between leadership and
management, | believe I've been asked
to be a leader. I'm not paid to not lose.
I’m paid to win. I'm paid to take the
team to the championship. If I manage
them and we don’t make it, then I'm not
doing my job.

Humility

[ believe there’s one key to leadership,
and that is humility. To be a great
leader you have to have the ability to
see that it’s not really you who accom-
plishes great things—you might be the
focus, the point man, you're in the
newspaper, on TV—but it’s not you,
because to be a great leader you have to
have followers, and followers create
leadership, not the other way around.
You can’t talk your way into being a
leader. You earn your way into that role,
and others effectively give i to you.

Now, some people might teach that
great leaders take that role upon them-
selves, but if you take it and others
won't follow, then you're a worthless
leader. So, to me, leadership is about
humility, realizing that you are not the
person who's doing it all. My team-
mates have to believe in me, they have
to know that in the end they’ll go out for
me when they’re tired and want to quit,
and they’ll get the job done.

In football there are so many players
on the field that there are places to
hide, there are positions on the field
where you can hide, where you don’t
have to take the stress of that moment,
where you can say, “Ah, today I'll quit.”
I can’t do that. | can’t deal with some-
body whos going to play that way. So
these are the issues I deal with in trying
outwardly to be the point man, be
understanding, and have the humility to
know it’s nol really me. In the end,
championships are built out of the
whole entity.

I get a lot of credit for winning the
Super Bowl now—and I used to get a
lot of undeserved criticism, | used to
take a lot of heat because | wasn’t a
championship quarterback. But all the
time I knew in my heart it wasn't really
about me. It was about the team we had.
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There is a leadership position and a
leadership quality you have to have to
win a championship, but certainly you
don’t do it by yourself. And so to be
honest with myself, I've won a champi-
onship now, and I ean’t turn around and
say, “See, I told you.” What we did was
because we were a beller team,

When we win, I can’t take all the
credit, but sometimes I have to take the
blame. The worst thing I could do is
throw an interception and turn to a line-
man and vell at him for a missed block.
I think that’s a very irresponsible way
to handle the situation. It’s an easy
thing to do. You're embarrassed, you're
humiliated. They’re booing you for
throwing an interception, and what do
you want to do? You want to get rid of
that, you want to give it to somebody
else. So [ just try to hold my tongue,
hold my emotions, and hang in there
during those times.

It’s clear that many times in games
it's other people’s fault. Maybe no one
else knows it, but I know it. I know it
wasn’t my fault. I get pretty good at por-
tioning out fault. This guy was about 10
percent at fault, this guy about 80, this
guy about 10. I do that all the time. In
my own head I can do that, but it’s a
worthless process, because in the end
we lost. I've found no purpose and no
worth in going public or even going pri-
vately to a teammate and saying, “It’s
your fault.” I think you have to be very
subtle about that. Let people know that
you hold them accountable. “I hold you
accountable. I know you can play bet-
ter.” That’s part of leadership. It works
in the home, and it works everywhere.

Competition

I want to speak just a moment about
competition, because | think we often
gel confused about how and why we
compete. There’s no more raw form of
competition than football. In the end
there’s a score. Rams, 49ers, one goes
home a winner, one goes home a loser.
This has permeated our whole society.
There’s a champion and there are also-
rans. This is a dangerous way to think.
My idea of competition has nothing
to do with the rest of the league, or with
anyone else. I try to never be in a situa-
tion where I'm saying, “Am I better
than this guy?” I believe competition,
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in its pure form, is really about yourself.
Being in such a competitive place, I've
learned to say to myself, “I'm a quarter-
back. That’s my job. How did [ play last
week? How do I need to improve nexl
week? Now, next week we play the
Rams. And, you know what? I'm grate-
ful for the Rams to come up, to see how
much better | can play, to see if I can
become a better quarterback.”

And that’s my goal. It’s not to beat
the Rams. That’s not what I'm about. |
don’t want to come to the end of the day
and say, “Today was a great day. We
beat the Rams.” No, today was a great
day because I got better. Who won?
Well, we won. That’s great.

I truly believe that competition has
nothing to do with seeing how much

T've found no purpose
and no worth in going public
or even going pr'z'-z.r:.zz‘i’/_v to
a teammate and saying,

“Its your fault.”

better you can be than the next guy,
because then your goal is empty. My
most fulfilling moments have been
where [ have improved. I felt it in my
heart. I knew. I remember games in
1992 or 1993 that we lost. and afterward
I would say, “That was a great game. |
played much better.”

I had to force myself to believe in my
philosophy when everyone around me
was saying, “Steve’s lousy. Steve can’t
do it. He’s not a champion.” If you
don’t have a philosophy about it, it’ll
drive you nuts. You'll waste your whole
life wandering around trying to live up
to all these expectations that other peo-
ple have for you, but if you just concen-
trate on improving vourself, you will
have a very fulfilling life.

If you are improving all the aspects
of your human nature, in the end you
can die under very adverse circum-
stances with a smile on your face, if
you know that you took every opportu-
nity to improve yourself. And you're

the only judge of that. That’s why |
tried to convey to people before the
Super Bowl, “I hope we win the Super
Bowl, but my life will not be a disaster,
[ will not be a loser, if we lose it.” |
believed in'my heart that I had
improved and gone way beyond what

[ believed I could do.

[ had no concept of any kind that I
would be standing here before you with
these kinds of accomplishments in my
pocket, because when 1 came to this
campus | could not throw the football. I
learned to throw the football on this
campus. And a miracle took place to
put me in the position to do the things
that I’'ve done. I recognize that I was not
the author. I did not win the MVP. All 1
did was go out and try to dramatically
improve every day.

And it’s not just at quarterbacking.
I’'ve improved in handling criticism, in
handling my language, in handling my
ego. all the things that have nothing to
do with foothall. I've improved my emo-
tional stability, how I handle fear, anxi-
ely, stress. [ don’t care who you are, you
face those same things.

That’s my conecept of compelition. It
has nothing to do with anyone else. Can
you imagine having a conversation with
the Lord, and he says, “What did vou
do on earth?” “Well, I was better than
Joe.” “Great. So what?” Or “Our sales
were better than the competition’s.”
“Good for you.”

This concept of competition takes
away vour fear and anxiety of people
who are trying to beat you down. Your
attitude becomes: “Thanks for coming,
for testing me. I appreciate you for try-
ing to beal me down, but in the end it
wasn’t aboul you. [t was about me.”

So I go into this season as a champion.
I won a Super Bowl. People ask, “What
do you do now?” Good question. You've
reached your ultimate goal, and if your
life is about that goal, then you really
do have an emptiness. Luckily, I have
this backup in my mind, in my heart,
what I've been doing over the years—I
try to improve. The Super Bowl is a side
effect of what I was trying to achieve.

Am [ going to stop now? Do | quit?
Say my quest is over? No. I'm still
breathing. My quest still continues, to
see what kind of player and person |
can become in this great laboratory of
football and life. I look forward to it. E
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Schwendiman and Maeser Awards | ing. Whether he’s helping students and accounting department heads
| understand complex labor-management responded to this year's survey.

The Fred A. Schwendiman Performance relations or showing them how to stimu- Success magazine listed the MSM
Award. recognizing a slaff emplovee al late economic development in Third Center for Entrepreneurship in its
BYU for exemplary contributions to the World countries. he applies classroom September 1995 listing of “The 25 Best
university through consistent and supe- principles to real-world problems. Business Schools for Entrepreneurs.”
rior service, was presented this year to About his teaching. one student Finally, Bowling Green State University
Jill Broderick Powell, Managerial wrote: “My association with Warner has surveyed 925 managers and practition-
Economics Department secretary. forever changed my life. My experiences ers regarding organizational behavior

programs that emphasize organizational |
change and development. BYU came in
fourth. Significantly, among the lop five.
BYU was the only nonexecutive program.

Appointments and Personnel
Changes

Kim Cameron, formerly a professor of
organizational behavior at the University
of Michigan, joined the Marriott School
faculty this summer as associate dean and
Ford Motor Company Cook Professor. As
associate dean, he is responsible for aca-

demic programs. including executive and
outreach programs. This appointment
comes in conjunction with the retirement
of Milton E. “Mitt”™ Smith at the end of
this year. Mitt’s stellar service to the

Jill is always two steps ahead of most | with him helped engender in me a strong | school in various capacities, most recently
people. says Department Chair Dwight desire to contribute something unique to | as associate dean, will be missed. We wish
Blood. anticipating and filling needs the world. My life today would be much him success in his future activities.
before others are aware of them. She easier if | had not met Warner: however, Lawrence C. Wallers has been
has excellent interpersonal skills. and my life is much richer because I did.” appointed chair of the Institute of Public
her execulive abilities are unsurpassed. Management. A BYU alumnus, Walters

In addition to handling day-to-day Marriott School Program Rankings | received his PhD from the University of
activities flawlessly. Jill tries to make Pennsylvania’s Wharton School in 1987,
her eolleagues look as good as she does. | Several Marriott School programs Terry Nels Lee. associate professor of
She is tenacious about accomplishing received high national rankings for their | business management. has been appointed
even difficult tasks and does them effi- excellence this past year. The MBA pro- | associate director of the Institute of
ciently and with minimal instructions, gram was ranked 31st in U.S. News & Business Management. Lee will assist Ned

Warner B Woodworth, professor of World Report’s 1995 survey of Hill in administering the institute, with
organizational behavior, received one of | “America’s Best Graduate Schools.” The | special responsibility for the undergradu-
four Karl G. Maeser Excellence in SOAIS was ranked third among the ate management degree, He receive his
Teaching Awards, which honor BYU fac- | nation’s graduate and undergraduate PhD from the University of Washington.
ulty each year for outstanding teaching accounting programs in the recently Rixa Oman has moved from the
accomplishments. released Public Accounting Report Institute of Public Management into the

Linking theory and practice is the Annual Survey of Accounting dean’s office and is serving as assistant to
essence of Warner’s approach to teach- | Professors. More than 180 professors the dean.
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Marriott School’s First Annual
Management Conference an
Enormous Suceess

On June 22, 1995, more than 800
Marriott School alumni and friends
gathered in the main auditorium of
BYU’s new Joseph Smith Building to
kick off the school’s first annual man-
agemenlt conference. This impressive
group was much larger than conference
planners had dared hope for when they
first entertained the idea of inviting
alumni and [riends back to campus for
a managemenl conference. And the
comments by individual attendees
aboul the two-day schedule of speakers,
panel discussions, and presentations
were gralifying.

“Exceptional conference,” said one
MPA graduate. “I was impressed with
the entire agenda.” “The quality of the
speakers was excellent.” agreed
another alum. “I enjoyed the confer-
ence immensely, much more than 1 had
anticipated.”

On Thursday morning (June 22).
after a few words of welcome by Dean
K. Fred Skousen and university
President Rex E. Lee, Stephen Covey
took the microphone—took it literally
down into the audience—for a three-
hour presentation on “Principle-
(k-nh'r{-{{ i,mlffcl's}'li}:." "C(Jw'_\ was
fantastic,” said one listener, “worth the
entire conference.”

After lunch, at which new Associate
Dean Kim Cameron addressed two
groups conseculively in the Wilkinson

Keynote speaker Stephen R, Covey
discusses principle-centered leadership.

Center Garden Court and Memorial
Lounge. allendees separated inlo
smaller groups for the afternoon.
Session lopics were as varied as
“Developing Employee Honesty™
{David Cherrington), “Stralegic
Alliances™ (J. Fred Huckvale; Jon M.
Huntsman. Jr.: R. Duff Thompson; and
Brent Wilson), “Managing Diversity™
(Kate Kirkham). and “Overworked and
Overwhelmed—What to Do About It”
(Eric Stephan).

Thursday evening, many participants
attended networking dinners, where
they were able to make valuable con-
tacts with facully members and other
professionals.

Friday morning, most conference
allendees were Irealed Lo an excellent
panel discussion, “A Posilive Look al
Business Ethics,” with Jake Garn, Meg

Associate Dean Kim Cameron addresses a luncheon in the Garden Court.
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Wheatley, Mark Willes, and Kirk Hart.
“One of the finest discussions 've ever
had the pleasure to sit in on,” one lis-
tener commented.

For the remainder of the morning,
participants could choose between
Michael Ballam, who gave a “fabulous™
presentation on “The Majesty of
Musie™; Professor Gary L. Browning,
who spoke aboul the rise of the Church
in Russia: and Coach LaVell Edwards,
who gave an update on the BYU football
program. Michael Ballam’s presentation,
in particular, elicited many enthusiastic
responses. “Exceptional—a real eye-
opener,” said one participant.
“Wonderful diversity from the manage-

ment-focused courses,” said another.

Michael Ballam speaks about the
majesty of music.

One of the highlights of the confer-
ence was the address by Steve Young,
Marriott School alum and San Francisco
49er quarterback. who spoke following
Friday’s lunch about the difference
between perception and reality. From
his unique perspective as an NFL quar-
terback. he also discussed leadership
and management, humility, compeli-
tion, and fame.

Friday afternoon, attendees could
choose from a number of smaller ses-
sions with such topies as “Developing a
Strategy for Global Markets™ (John M.
Knab. Richard E. Marriott, and Lee H.
Radebaugh). “Capitalization of Your
Small Business”™ (Nyal D. MeMullin),
and “Dilemmas of a Family-Owned
Business™ (Clair Haycock. John
Haycock, and W. Gibb Dyer).

For the final session, a majority
attended the presentation by New York




Knicks President David Checketts on
“Negotiating With Difficult People.”
Checketls was involved in negotiations
with NBA owners and players that day.
but took the corporate jet, flew into
Provo just in time for his presentation,
then flew straight back to New York. A
portion of his instruction on negotiating
is reprinted in this issue of Exchange,
but those who weren’t there o hear him
will miss out on his “Negotialing Hall
of Fame,” a slide show of the most diffi-
cult people he has negotiated with,
including his 17-year-old son (“but il
was his fault, Dad—I was backing oul
of a parking spot downtown, and he was
coming along and hit me with the side
of his car”), his daughters (“there is
absolutely no way to win with these
people™), and his wife (“the toughest
negotiator ever’ ).

The educational portion of the con-
ference concluded Friday evening with
a dinner in the Wilkinson Center
Ballroom and an address by Elder L.
Tom Perry of the LDS Quorum of the
Twelve .-\[m:%t les.

The conference coneluded Saturday
morning al the Homestead Resort in
Midway with a golf scramble, luncheon,
and awards ceremony.

The conference brought alumni back
to campus from as far away as Hawaii,
Massachusetts, Pennsylvania, North
and South Carolina, and Vermont. In
all, 36 states were represented, and 20
individuals came from outside the
United States. The greatest number

Norm Nemrow has fantasies about trying out for wide receiver with the 49ers.

Steve says Norm is a bit slow and undersized, but completes the pass anviay.

(222, nol (‘nlllllillg Marriott School fac-
ulty and staff) came from Utah. but 121
came from Califormia, 41 from Idaho,
33 from Washington, 32 from Arizona,
30 from Texas, and 29 from Nevada.
Alumni from all Marriott School
degree programs attended, as did sev-
eral individuals who graduated from
other universities but came because of
the quality of speakers, or o receive
continuing education eredit, or to take
advantage of networking opportunities.
Many who attended the conference
indicated that this was a greal opportu-
nity for them to return to campus and
bring their families with them. Almost

Elder L. Tom Perry addresses conference attendees after dinner in the Wilkinson

Center Ballroom.

all indicated they are planning on
attending next year also.

Jil!'t}(‘ipzmlr« were asked to (‘(Illllllt'lt’ a
survey form, so that Marriott School
administrators can learn from this first
conference and make next year's even
better. Several valuable ﬁllggt’:-ilinn.s were
given, including making available a list
of those attending. improving the oppor-
tunities to network. providing handouts
for all presentations, offering sessions
that qualify for CPE, and distributing
more preconference information.

Next year's conference will take
place on June 20 and 21, with tentative
registration fees of $150 per individual,
$130 per person for couples, and $120
per person for larger groups. Topies
being considered for next year include:
How to Get
Into Your Own Business,” “Accessing

“Entrepreneurs Are Made

Business Information Through the
Internet,” “Does 1t Pay to Be a Socially
Rt‘.-:pnll.—:ilﬂl* Business?” ".\I:H'Lt\'lillg
Your Product Abroad.” “New Values
and New Organizations for the 21sl
Century: Examples From the United
Order,” and “Family Finances: How to
Keep Them Under Control.”

Alan Ashton, James Lucas. Paul
Gustavson, and several BYU faculty
have already committed to participate,
and we are hoping to soon obtain com-
mitments from such individuals as Dale
Murphy, Hyrum Smith. Tom Welch,
Nolan Archibald. Kurt Bestor. Merrill

Bateman. and the new BYU president.
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Marriott School Financial

Profile for 1994-1995

Summaries of cash inflow and outflow
showed a slight change in revenue and
expense distribution for the 1995 fiscal
year, according to Dean Skousen. Most
significant was an increase in the per-
centage of total cash inflow accounted
for by the university budget—up from
75.7 percent in fiscal year 1994 to 79.1
percent in fiscal year 1995. Gifts and
grants accounted for 8.4 percent of
inflows, endowments accounted for 4.3
percent, while interest and other rev-
enues brought in 8.2 percent.

A smaller percentage of outflows
went toward faculty salaries in fiscal
1995 (down from 66.6 percent last year
to 64.5 percent). Operations accounted
for 16.1 percent of outflows, up signifi-
cantly from 11.1 percent last year.
Student support dropped from 11.0 per-
cent to 8.0 percent; administrative sup-
port dropped slightly from 8.3 percent
to 8.0 percent; and capital equipment
and computer service inereased from
3.0 percent to 3.4 percent.

Contributions to Marriott School
Leadership Alliance

In the fourth year of the Leadership
Alliance (the overall fundraising
program for the Marriott School of
Management), the college has recorded
its most successful year to date. The
Leadership Alliance plays a significant
role in funding the many needs and pro-
jeets within the school that contribute to
excellence in management education.

The Marriott School has received
approval to procure funding for centers
in entrepreneurship, ethics, and inter-
national management. Approval has
also been obtained to fund scholar-
ships, grants-in-aid, professorships,
and a college endowment.

The Leadership Alliance continues to
be directed by Dean K. Fred Skousen;
Ron Malouf, a member of the National
Advisory Council; and Ron Seamons,
assistant to the dean. The Leadership
Alliance board is committed to matching
the Marriott gift of $15 million by the end
of 1996. Information aboul the
Leadership Alliance or assistance with
charitable gifts to the Marriott School can
be obtained by calling (801) 378-3801.
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BYU Management Society

The BYU Management Society continues
to grow in number and activity. Forty U.S.
and nine international chapters now exist.
The newest chapter in Orlando, Florida,
is planning its kickoff event for late fall.
Activities in the chapters have

included events such as Valentine’s galas
and special awards evenings, along with a

| variety of service activities. In February,

President Gordon B. Hinckley received
the 1995 Distinguished Public Service
Award at a dinner sponsored by the com-
bined Bay Area chapters. Many chapters
have funded scholarship programs and
one is even sponsoring a Boy Scout troop.
Management Sociely members have also
benefited from 19 Dean’s Seminars this
past year, which have focused on such
lopics as diversity, entrepreneurship,
ethics, the information superhighway,
manufacturing excellence, management
style, and white-collar erime. Participants

are able to satisfy criteria for continued
professional learning.

If you are interested in obtaining more
information about the Management
Society, please call (801) 378-6824.

Graduate Student Placement

Career Services Director Bill Brady
reports that placement of Marriott School
graduates is still strong. Company recruit-
ing visits and the number of students
placed remained about the same as last
year, but a larger class size in 1995
resulted in a slight decline in the percent-
age of students placed. The number of
companies commilted to make visits in
the 1995-96 academic year, however, is
ahead of last year.

Marriott School graduate students are
noted for their foreign language ability—
more than 70 percent are multilingual.
The statistics below show how the class of
1995 fared in the job market. E

SALARIES BY PROGRAM

Program Mean Median Range
MBA $47,356 $48.,000 £24,000-573.,000
MAce £32.464 $32.,000 £20,000-550.000
MOB 542,787 541,000 835.000-555.000
MPA $31.671 $31,900 $22,000-542.678
SALARIES BY FUNCTIONAL AREA
Program Percentage
Functional Area | MBA | MAce | MOB | MPA Range Mean
Accounting 0 82 0 9 $20,000-850,000 | $29,571
Consulting 6 0 0 18 $28.000-855,000 | 343,857
Finance 28 0 0 0 $30,000-872.500 | $49,493
Human Resources 4 0 100 36 $27,000-855,000 | $41,715
Information Systems 4 18 0 0 $28,000-$47,000 | $36,308
Investments 9 0 0 0 $45,000-$60,000 | $51,429
Law/Judicial 4 0 0 0 $31,000-873,000 | $46.667
Management 8 0 0 27 $22,000-$50.000 | $40,450
Marketing 23 0 0 9 $25,000-857.600 | $44.329
Operations 14 0 0 0 $30,000-$55,000 | $44.831
PROGRAM PLACEMENT BY REGION
Program Percentage
Region MBA | MAce | MOB | MPA Range Mean
Middle Atlantic 6 3 0 7 $30,000-560,000 | $47,167
East North Central 10 6 0 0 $31,000-%73.000 | $45,788
West North Central 12 3 33 7 £22.000-858,000 | $42.200
South Atlantic 4 8 0 0 $26,000-355,000 | 336,227
East South Central 0 0 11 0 — —
West South Central 4 7 11 7 £32,000-850,000 | 835,587
Mountain 31 41 33 73 $20,000-870,000 | £34.,107
Pacific 22 32 11 7 $25,000-$57,600 | $37.444
International 10 0 0 0 £30,000-872,500 | 853,488




Genter for
International
Managemenl

by Lee H. Radebaugh
Director, Center for International
Management

he Center for International

Management is responsible for coor-
dinating the international curriculum,
research, and outreach activities of the
Marriott School of Management. In addi-
tion, CIM is responsible for coordinating
the BYU side of the BYU/University of
Utah Center for International Business
Education and Research (CIBER).
CIBER is one of 27 such centers funded
by the U.S. Department of Education and
the only joint CIBER in existence.

International Society

The Marriott School of Management,
the J. Reuben Clark Law School, and
the Kennedy Center for International
Studies initiated the International
Society several years ago as a network
for LDS professionals and BYU alumni
who are interested in international
issues. Members of the International
Society are often members of the
Management Society and Law Society
as well, The benefits of membership in
the International Sociely are:

1) Receipt of a newsletter twice a
year that focuses on international
activities at BYU.

2) A directory of all IS members
around the world, sorted by pro-
fessional
interest, language background,
and country expertise.

3) Participation in an annual IS con-
ference held each year on the
Monday of Education Week.

This year’s conference theme was

““For ye are all one in Christ Jesus’:
The Global Church in a World of Ethnic
Diversity.” This theme relates

to President Gordon B. Hinckley’s
response al a recent press conference,
where he said that the Church’s greatest
challenge is growth. The challenges of
an increasingly diverse membership
are, nalul‘al]y, an impm‘lanl aspect of
this growth.

If you are interested in receiving more
information about the International
Society, contact Lee Radebaugh,
Brigham Young University, 650 TNRB,
Provo, UT 84602, (801) 378-6495.

Internationalization of Faculty

One of the uses of our CIBER funding
is to provide international experiences
for our faculty as part of an ongoing
effort to help them bring global issues
into the curriculum and to generate
ideas for research projects. In 1995, we
I\éli)e(l fund four faculty members who
accompanied our EMBA students to
Europe and Asia: Lynn McKell, Mike
Swenson, Bob Parsons, and Gerhard
Plenert. Lynn McKell made the follow-
ing observation on his trip to Asia:

“In Japan, | gained a better under-
standing of the Kei-Don-Ren (federation
of companies and government working
together to develop a national/global
competitive strategy). Our visit to the
Mitsubishi plant was very informative.
The degree of automation was an
impressive illustration of a modern
robotics-based assembly line that
leveraged contribution margin through
lower variable costs traded for high
fixed costs.

“The Japanese infrastructure (physi-
cal, industrial, and political) for sup-
porting global business efforts is
extensive and impressive. The work
ethic of the Japanese employees was
evident, though I wondered if this could
be maintained in view of obvious
Weslernization.

“The visit to the Volkswagen plant in
Shanghai had several high points.
While the *manufacturing cell” concept
was in place and it was surprisingly
clean, there were many more people
involved in the assembly operations.
This provided a clear contrast to the sit-
uation found in Japan. Labor in China
is very cheap, so it obviously makes
sense to depend on the variable-cost
element (labor) in contrast to the
Japanese fixed-cost (robotics) approach.

“I was extremely impressed by the
Motorola chip plant in Kuala Lumpur.
This plant was obviously using modern
technology in the manufacturing
process, but | was even more impressed
with the management and human
resource aspects of this plaml.

First, Motorola was effectively imple-
menting some of the latest management
techniques, specifically TQM and 1SO
9000. Management’s extensive effort in
this area seemed to evidence a rela-
tively complete understanding of TQM
prim:ip]és and a commitment to make
them work.

“Second, I was impressed by the
people. They had a fairly high degree of
education, and they seemed to have a
very high degree of motivation and
commitment to Motorola.

“Third, I was astounded by the effec-
tive way that cultural and religious
diversities were handled without ban-
ning the differences in the workplace.
At Motorola, rooms were provided
where employees of various faiths could
go to fulfill their religious devotions.”

Other visits on the Asian EMBA trip
included the Shanghai Caohejing
Hi-Tech Park, a Polaroid manufacturing
facility, and the silk factories in
Hongzhou, as well as visits to the
countries of Singapore and Malaysia.

During the past five years of the
CIBER grant, it has helped fund 25
faculty who have had similar visits and
experiences.

International Student Sponsor
Program (ISSP)

The ISSP. a program that enables foreign
students 1o study in one of the MSM’s
graduate programs, admitted 10 new
students into the school fall semester, all
enrolled in the MBA program. The stu-
dents came from Brazil, Argentina, Chile,
Hong Kong, and England. Students who
graduated in 1995 took jobs with Wal-
Mart (Argentina), Kimberly-Clark
(Argentina), Chemical Bank (Singapore),
General Motors (Brazil), Price
Waterhouse (Moscow), Otis Elevator
(Brazil), and Schwing Machinery (China).

Students who will graduate in 1996
were involved in summer internships
with Otis Elevator (Brazil), Intel (U.S.),
Woodgrain (U.S.), Pairgain Tech (Latin
America), Utah Valley Regional Medical
Center (U.S.), and Kodak (U.S.).

Since the p]'ﬂgmm’s inception, we
have admitted 60 students and are now
consistently graduating 10 students a
vear. The ISSP is a model for similar
programs that the university is consid-
ering for other academic areas. E
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CGentler for the
Study of Values in

Organizalions

The (,‘."f.-h'rl;‘fln' the .\'Huf_r q)" Varlues in
Organizations is a recent addition to the
VISM Centers rlr,fll‘._.l.'r'e'ﬂr'-'h'rk Last year
Professor David A. Whetten was recruited
Sfrom the University of Hlinots to direct
this f‘nh'r".ru‘fm'_ We have invited him to
share some rgf-hr'.\' H.-;IHJ':'.;H,_L! about the
goals and objectives of CVO.

I n conjunction with my recenl move
to BYU to assume the im-&ilinll of
director of the Center for the .";llltl_\ of
Values in Organizations, | have been
asked several challenging questions by
my academic colleagues and business
associates, including: 1) Do we really
need another ethies center? I'm already
overwhelmed with mail from other cen-
ters and institutes decrying the moral
poverty in our society and claiming a
unique solution. 2) Why did you select
the name, Center for the Study of Values

in Organizations? Aren’t you overlook-

ing the most important thing—personal
moralily and integrity? 3) Why should
BYU and MSM sponsor a values center?
Aren’t Mormons already steeped in dis-
cussions aboul honesty and integrity?

These are good questions, because
they have no easy answers. During the
past year the facully members associ-
ated with CVO have engaged in frequent
discussions I‘t';_'all'1|i!|;_‘ the what/how/w ||)
issues associated with our organization’s
founding. It has become apparent that
the more we study values in organiza-
tions the more we realize we need to
learn. Consequently. | welcome the
opportunily to share a few thoughts and
observations here. in hopes of including
others in our discussions of themes thal
are central to the espoused mission of
BYU and the Marriott School.

A Unique Perspective

I believe that CVO can and should
bring a unique perspeclive lo discus-
.‘;jl)“.\' lli‘('”l]‘l'.“ il“(i \UIHI'.‘E. I l)l‘“‘_'\l" []ll‘-
llﬂi:{m' |w|‘.~a||l~|'ti\t' will reflect two dis-
tinctive features of the center, First,
many of the faculty associated with CVO
are organizational scholars, rather than
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lrllili).—-“ll]tl'l'.‘: of ethies. Second. we are
-F)(I!l.\'!}l'l'll |r} an LDS L||1't\<'1'~'i[_\. This
context is bound to i:]‘mhu‘:' a different
perspective. Organizational scholars
tend to view individual behaviors as a
combination of [)t’l'.‘-iil]:ll mtent and situ-
ational constraint. LDS scholars are
encouraged lo approach their subjects
with a mliqnl- combination of sacred
and secular perspectives.

Most ethies or values centers at other
institutions focus pl‘irn:iri]} oan |||-|'.~;nr|;|]
ethics (moral t'<-:1.~a=at|ir|;:l‘ In [n'iln'ipil'.
we supporl the ]:l'nm”_\ held view that
|:l‘l‘.~=ur|;|] [IIIII'L[I[l_\ is the bedrock issue.
Absent |J<-|'.-nn.'1l inll‘gl‘il}. all discussions
related 1o values and ethies at any level

are futile. Because moral behavior is

statements’ have become Very [m|nl|:1r
in the business world. Most contempo-
rary trealment of this .-l||r_i|'1'IA however,
fails 1o distinguish between organizing
l)]'j!l('il)]l"‘ lll][l “I(J[‘.'ll \(lll]l'.‘h 11 I]El.‘i
been our experience thal managers are
comfortable with discussions about
priorities and tradeofls involving orga-
nizing principles, like price versus
[n-'l'l'nl‘meltlu't" lime versus cosl, or
l‘”‘ll‘il'“('l\ Versus i'{‘l‘i'('li\i‘ll('.\'-‘“
Furthermore, managers generally feel
an n|1[i;:;lli:m to align organizational
behaviors with organizing principles
(e.g.. “We will not compromise quality.”)
In contrast. most managers [eel uncom-
fortable debating moral values. They

are :‘ﬁ;:l'l'in“} uncomfortable with

CVO Faculty Advisory Commitiee (lefi to right): Kristen DeTienne, Neil Brady. David
Whetton, William Giaugue, Owen Cherrington.

ultimately a reflection of moral charac-
ter, all discussions regarding what we
should do must lu'_s_'.in with a sobering
consideration of who we should be.

We chose the more encompassing
title, focusing on values in organizations,
for lwo reasons, First, we believe thal
although values commonly associated
with ethies, including honesty. integrity,
consistency, and justice, are paramount,
our theology teaches that they must be
coupled with other important values,
such as love, kindness, understanding,
temperance, balance, and patience,

We believe that focusing on the
encompassing category of values brings
a broader range of interesling issues
and challenging concerns into focus.

For example, “organizational values

detailed, operational discussions about
how to lranslate vague moral .~a|(|:_’ull_-:
into concrele moral actions—oflen
arguing that managers need to be
careful aboul “imposing their (moral)
values on others.™ As a consequence of
this widespread ambivalence about
organizational moral values, the con-
nection in most businesses belween
formal ethical codes (as well as broad
values statements) and daily organiza-
tional actions is modest al best.
Another reason for our broader. more
encompassing focus is that we believe
that “moral managers™ can not afford 1o
limil their focus to matters of “personal
ethics.” The avowed purpose of a man-
“,'_'f"l”("” H('l]l}l)l |‘- ll) I)I‘('IIUH' .\'!"E{l'"l.‘i

for managemen positions. In that



capacity, an individual has two ethical
responsibilities: 1) conducting one’s
personal affairs according to the highest
code of ethical principles, and 2) creat-
ing an environment in which all others
within the manager’s sphere of influence
believe that ethical actions are the only
acceptable option. Many ethics cases
and related teaching materials ask stu-
dents to focus on the first responsibility,
but ignore the second. This is troubling,
given the fact that an organization is
more than a collection of individuals—
which means that crealing a climate
where ethical behavior becomes the
“default option” involves much more
than simply hiring ethical people.
Transforming personal ethics, even
broadly shared personal ethics, into
institutionalized ethical behavior
requires managers to use the full range
of management tools at their disposal.

Our concern in this area is reflected
in Will Rogers’ adage: “The problem
with people is that common sense isn’t
necessarily common practice.” The
difference in performance between
mediocre and excellent organizations
or leaders generally has little to do with
differences in their knowledge or beliefs.
Instead, it is more often a reflection of
their ability to institutionalize common
SCNnse as common pra(:ti()e.

This observation has helped us real-
ize that although Mormons generally get
high marks for honesty and integrity, our
graduates need to be prepared to effec-
tively engage a number of values-
related challenges in the workplace.

Four Integrating Themes

Undoubtedly the most distinctive
aspect of CVO is that we are sponsored
by an LDS university. Through all our
discussions of personal and organiza-
tional ethics and values we hope to
weave four integrating themes drawn
from our theological roots.

1. Be willing to consider deep,
inside-out change. Changes in the
taken-for-granted, daily routines of
individuals and organizations are gen-
erally provoked by a perceived incon-
gruence among identity (who we are),
image (what we want others to believe
about us) and reputation (what we hear
others saying about us). In most situa-
tions change works from the outside in

and is guided by the premise that we
will make only those changes (begin-
ning with the most superficial) neces-
sary to reduce the perceived
dissonance. For example, organizations
“call in the spin doctors” to discount
troublesome feedback (often by dis-
crediting its source). Seldom is the
identily question ever addressed.
Along with other colleagues at BYU
who have thought a great deal aboul
the parallels between a religious con-
version experience and the secular
change process, we would like to bring
to'personal and organizational deliber-
ations some understanding aboul when
and in what manner profound questions
about identity changes should be
addressed. We see this as a particularly
relevant topic for CVO, because iden-
tity questions invariably raise ques-
tions about personal and organizational
values, such as, “Do we have a core sel
of shared values?” or “Is it time to
reexamine our values?” or “Whose val-
ues are we talking about here?”

2. Focus on doing more positive, not
Just doing less negative. Often ethics is
taught as a pathology—a series of bad
examples (sickness) is followed by a list
of good principles (remedies). In the
gospel we are taught that simply avoid-
ing sin is not sufficient for salvation. We
must become justified and sanctified;
we must repent and remain pure; we
must give up our “disposition to do
evil” and “be anxiously engaged in a
good cause.” Edmund Pincoffs has
argued that ethics should focus more on
building ethical character and less on
avoiding unethical choices.

3. Recognize that moral action entails
both “decision making” and “dilemma
managing.” Weslern thought, accord-
ing to philosophers, is dominated by an
Aristotelian “either/or” logic. This is
reflected in the “concerned parent”
version of ethical training: “You have
been taught what is right and wrong,
and I want you to always have the moral
courage to choose the right.” There is
clearly a place for this approach—out-
right dishonesty and cheating are seri-
ous contemporary problems. Not all
moral issues, however, can be reduced
to right-versus-wrong choices.

Inasmuch as the effective manage-
ment of moral dilemmas often requires
us to use “both/and” logic, the more a

true dilemma is framed as a choice, the
less likely we are Lo consider synthetic,
integraling options. Our theological
tradition contains a rich blend of both
moral choices and moral dilemmas. By
better understanding their differences
and similarities in a theological context
we hope to extract principles that can be
generalized Lo an organizalional context.

4. Recognize the inherent tension
between universal principles and situa-
tional considerations. There is a diffi-
cult language problem that sometimes
impairs information sharing between
ethics scholars and the religious com-
munily. When asked which is better—
consistently following a universal moral
code regardless of circumstance or
adapting one’s principles to situation-
specific conditions—most religiously
inclined individuals favor the first alter-
native. The second is derisively
referred to as an “amoral, unprincipled
position” encapsulated in the label “sit-
uational ethies.”

Within this logic, “universal”™ is
linked with “moral” and “situation” is
linked with “amoral.” The scriptures,
however, are replete with examples of
the Lord condoning, and in some cases
even commanding, the seemingly unnat-
ural synthesis of universal moral laws
and peculiar situational circumstances.

The ultimate moral paradox, there-
fore, appears to involve the seemingly
incompatible strategies for resolving
moral paradoxes. That is, how does one
simultaneously “look up™ for higher
principles and laws (that might recon-
cile apparent inconsistencies in lower
principles and laws), and “look down”
for finer, more subtle, more situation-
or person-specific detail (that might
justify local adaptations or variations of
“universal” laws or principles)?

In conclusion, I believe that CVO can
make a very important contribution to
the study, teaching, and implementation
of what we have broadly defined as orga-
nizational values. Our unique voice
needs to be added to a very large, well-
established, and highly productive choir
of ethics and values scholars. Our plan
is to do this by examining the subject of
personal ethies within the context of
personal and organizational values, and
by examining all questions and issues
pertaining Lo ethies and values within
the context of LDS theology. E
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by Neil Brady

Neil Brady is a professor of
public management at the Marriott School
and associate director of the Center for the
Study of Values in Organizations
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our Aunt Hattie is one of your favorite relatives. Over the years, you and she have
become good friends. She has her idiosyncrasies, and some of your friends think
she is “strange.” But you dearly love her and would do nothing to hurt her feel-
ings. One day Hattie pays a surprise visit to your office at work. The receptionist
has greeted her and is about to usher her into your office. You notice that Hattie is
wearing a hideous hat: It has a wide brim and a yellow bow with purple polka
dots; it sports feathered birds and plastic fruit. The whole thing is quite grotesque.
A moment later, Hattie bursts into your office all aglow with pride and enthusi-

asm, and she asks, “Hi! How do you like my new hat?!" What do you say?

LOTS OF DIFFERENT VOICES IN ETHICS

When | ask people to consider this case, | usually get rather evasive replies: “It looks interesting” or “Where did

you find that?” or “It's you!” And so on. The evasion in their answers suggests a lack of comfort with the obvious

choices—tell her the truth and hurt her feelings or lie. And when | limit people’s choices to those two possibili-

ties, about half decide to lie while the other half are willing to hurt a loved one’s feelings.

As | have thought about this and dozens of similar ethical dilemmas over the years, | have concluded that we
don't all think alike about ethics. Despite the fact that most of my students are returned missionaries, and despite
the fact that 95 percent or so have been members of the Church for many years, there is less homogeneity than
one might expect when it comes to resolving difficult cases in ethics. The reason for this is that through the
course of history many convincing “voices” have spoken about ethics—philosophical voices, cultural voices—and
each of us has inherited bits and pieces of these voices. Sometimes, because of differing personal development,
each of us is disposed to think in different ways about complex issues. All of this is what makes ethics interest-
ing: We work toward agreement, but we have vigorous conversations along the way.

Many times | have run across attempts by scholars to list all the possible “voices” in ethics. The history of
the development of ethical theory is long and diverse: rule deontology, act deontology, rule utilitarianism, act
utilitarianism, teleology, consequentialism, character ethics, ethical egoism, ethical formalism, virtue ethics,
justice and fairness, rights-based ethics, and so on. One could name many more.

But | have never felt satisfied with mere lists. How do we know when we have come to the end of the list?
Have we forgotten something? Are these ideas all independent of each other, or are there any relationships among
the ideas? Such questions become increasingly pertinent as an examination of different lists reveals just that—dif-
ferent lists. So, one of my long-term personal interests in ethics has been a “theory of theories.” My purpose here,

then, is to outline a framework for thinking about the possible major theories in ethics.

A SCHEMA OF SIX THEORIES IN ETHICS

In the past, historians of ethical theory have been “hunters and gatherers”: Their collection of ethical theories is
historical but not very systematic. | propose that we try something more like “farming” than “gathering.” | pro-
pose that we think systematically about the possibilities for different voices in ethics. And when you farm, you
map out rows with a certain number of plants in each row. When you harvest, you know that if you go row by

row, you can complete the harvest and will not have missed anything. So, let's build a “farm of ethical theories.”




First, we need to lay out the rows.
There will be only two. In the history of
ethical theory, one distinetion stands
out. It is the distinction between uni-
versals and particulars in ethies. Any

given way of thinking about ethics usu-
ally emphasizes one or the other.
Examples of a universal would be “No
one should ever break a promise™ or
“All human beings should become
brave.” Universals are thought to apply
to everyone. They generally take the
form of rules, principles. laws, constitu-
tions, rights. duties, statutes. and so on.
Universals confer stability and unity
upon ethics. Without universals, ethics
runs the risk of degenerating into indi-
vidual subjectivism or cultural rela-
tivism. Ethical universals are the glue
that prevents ethical discussion from
falling apart into fragments of unrelated
conversations.

Ethicists have always sought for uni-
versals. But what frustrates this search is
ethical reality. Human life is so rich with
concrete detail and situational idiosyn-
crasies that it sorely tests the capacity of
universals to deal with such particulars
of experience. There just seem to be
exceptions lo every rule. But particulars
are more Lthan just obstacles to the con-
struction of ethical universals: they are
the stuff of life. Without close attention
paid to particulars, ethical theory quickly
degenerates 1o dogma and ideology.

Iris Murdock has written, “So far as
goodness is for use in politics and in the
marketplace it must combine its increas-
ing intuitions of unity with an increasing

| grasp of complexity and detail”
‘ It’s the similarity and commonalities
in our lives that makes possible the
search for ethical universals, but it’s the
differences that remind us to pay atten-
tion to particulars. Both are important.
As William James once said, “There is
very little difference between one man
and another, but what differences there
are are very important.”™ On the one
hand. we ought to treat Aunt Hattie like
anybody else: on the other hand, Aunt
Hattie is different from anybody else.
Ethics tries to pay attention both to the

similarities and the differences.

So much for the two rows of our
schema. Now, to lay out the columns.
Just because we can classify all ethical
theories or voices in one or the other of

| two camps (universals or particulars)
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SIX ETHICAL VOICES

FAITH

Ethies as Duty

HOPE

UNIVERSALS \. Ethic of Principle

PARTICULARS . situational Ethies

Ethics as Purpose

C. Results-Based Ethies

D, Ethie of Self-Actualization

CHARITY

Ethies as Caring

E. Ethic of Universal Love

F. Ethic of Personal Relationships

| does not mean that we have an interest-
| ing approach. We must divide up the
rows according to some other set of con-

cepts which also comprehends all ethi-

cal theories but in a different way.

I propose that the set of concepts we
use for the columns is the traditional
Christian trichotomy of faith, hope, and
charity. Of course, the “faith, hope, and
charity” referred to in the New

Testament are of a specific type, but |

want to employ this trichotomy in its
least restrictive mode and without
implying any specifically Christian con-
tent, for the time being. The advantage
of using this set of concepts is that it
gives us some sense of completeness,
Whether it is superficial or profound
remains o be seen.

Interestingly. these concepts conform
closely to a major set of developments
in the history of ethical theory. Three
major brands of ethical thought from
this century are (1) an ethic of duty,

(2) an ethic of purposes, and (3) an
ethic of caring.

An ethic of duty (deontological
ethics) is an ethic of faith because one
must have faith in the source of duty,
whether that be God. reason, or some
popular leader. Without faith in some-
thing, ethics of duty don’t even get
started. An ethic of consequences (tele-
ological ethics) is an ethic of hope
because not all consequences are to be
equally hoped for. People have purposes
for living. And according to this ethic,
those consequences that promote
human purposes are preferred over
those that impede the pursuit of human
purposes. Finally. an ethic of caring is
an ethic of love or charity. The object of
our love may be a personal friend or it

may be all humankind.
Now. we have mapped oul our farm

| of ethical theories. It consists of six
possibilities of “voices™ or theories in
ethics. 1 offer brief descriptions of each
of the six possibilities below.

| A. Ethic of Principle. An ethic of uni-

versal duties is most frequently thought
of as an ethic of principle. A person
who espouses this approach to life is
said to be a “person of principle.” Such
a person’s life is structured according to
a sel of reliable guidelines. At the risk
of oversimplifying, but as an illustration
of this approach, I suggest that this
kind of person might tell Aunt Hattie
the truth.

In fact, in the history of ethics, princi-
ple-based ethics frequently cite general
| honesty as a prime example of a univer-
sal principle. The great German philoso-
pher of the eighteenth century Immanuel
Kant represents perhaps the clearest pro-
fessional example of this approach to
ethics. His Foundations for a Metaphysics
of Morals is tough reading, but may be
perhaps the single most respected writing
on ethies in philosophical history.

B. Situational Ethics. Persons who

emphasize this approach are skeptical
of rules or principles. They are
impressed that the conerete details of a
situation determine one’s duty, not
some abstract principle. Rules provide
general guidelines—"rules of thumb.”
so to speak—but persons and situations
are so different that the construction of
reliable principles is futile.

People who believe in situational
ethics would be unable to tell you in
advance how they would treat Aunt
Hattie. That little thought-experiment is
too hypothetical. But in the actual
meeting with her, they would try to
intuit what they ought to do. Fletcher’s
book Situation Ethics is the classie
example of this point of view.

C. Results-Based Ethics. This cell of
the matrix is fairly large. Several closely
related points of view belong here. They
are frequently referred to as “teleologi-
cal ethics.” They all share the task of
specifying the general human purposes
to which we should all strive. The best
known virtue ethicist is Aristotle. His

Nichomachean Ethics describes the
| kind of life proper for all human beings.




More recently, Martin Luther King’s “I
Have a Dream” speech illustrates a life
guided by the goals of nonviolence and
reducing discrimination.

In this century, the most dominant
form of universal teleology is “utilitar-
ian ethics.” Without identifying any
specific human goals, it respects the
differing goals of individuals and seeks
to secure the “greatest good for the
greatest number of people,” whatever
their individual preferences may be. A
utilitarian might lie to Aunt Hattie out
of respect for her feelings. Presumably,
the lie would bring about more good
consequences than bad, and there is no
intent to serve oneself by so doing.

D. Ethics of Self-Actualization. One
can also think of human aims or pur-
poses as being specific to each individ-
ual—an “ethic of callings,” as it were.
To determine a teleology according to
the particulars of the situation implies
that individuals might have particular
purposes for living, not shared by oth-
ers. The concrete differences between
one person and another suggest sepa-
rate vocations, destinies, or roles to
play in life. A teleology of this sort is
very personal.

One important writer in this tradition
is Ayn Rand. She is most famous for her
novels, including Fountainhead and
Atlas Shrugged. But the most rigorous
presentation of her ethic of self-actual-
ization is found in The Virtue of
Selfishness. Rand would urge us to help
Aunt Hattie only if it were consistent
with our remaining loyal to our personal
commitments and goals. One’s personal
projects and aims determine what one
would say in that situation.

E. Ethic of Universal Love. This
approach to ethics is similar to the New
Testament notion of charity, or love for
humankind. In fact, the example of the
Good Samaritan urges us to show love
for all human beings, even those we
might otherwise feel inclined to despise.

The writings of Albert Schweitzer
are probably the most widely known
example of this approach to ethics. His
notion of “reverence for life” implies
that true charity is not limited to human
beings. Indeed, the most universal love
is directed toward all creation—plants
and animals included. I'd like to know
how Schweitzer might have answered
Aunt Hattie. Charity takes different

forms; and both sympathy (hide the
truth) and honesty (tell her) are ele-
ments of charity.

An environmental ethic might feel
comfortable here. Likewise, what we
now call “stakeholder theory” in busi-
ness ethics might fit most securely in
this cell of the schema. This theory
urges business leaders to widen their
circle of care and responsibility to
include any who might be influenced or
affected by their business activity.

E Ethic of Personal Relationships.
Finally, one can think of ethics as
deriving originally from the close per-
sonal relationships one develops. A
person has greater responsibilities
toward one’s own children, for example,
than toward children in general.
Simone Weil has articulated the nature
of this kind of ethic: “I think that there
is a question of friendship, a personal
friendship between two beings, by
which God’s friends should be bound
each to each. Friendship is the one
legitimate exception to the duty of lov-
ing universally” (Waiting for God).

Two contemporary authors who focus
on the ethic of personal relationships
are Nel Noddings (Caring: A Feminine
Approach to Ethics and Moral
Education) and Carol Gilligan (In a
Different Voice). Again, it is less clear
just how persons holding this view
might respond to Aunt Hattie; but at the
risk of simplifying their position, |
think they would conceal their true
feelings about the hat, at least initially,
out of love for their aunt.

What All This Means for Ethies

The schema I have described above
systematically harvests the fruit of all
the major movements in ethical theory
with which I am familiar. And this has
some advantages. One is that we are
forced to pay attention to views that
might not otherwise be personal
favorites. And in so doing, we become
much better acquainted with how other
persons think; and, of course, increased
understanding tends to build tolerance
and reduce conflict.

A second advantage is greater insight
into ethical dilemmas. When we
encounter them, we naturally feel that
one side must be right and the other
wrong, leading to contention and mis-

understanding. I call this the “myth of
either-or thinking.” A better way to
think about dilemmas is that there are
many different kinds of right, and we
must use good judgment to sort them
out according to our own circum-
stances, abilities, and interests. To rea-
son ethically is like weaving a net: one
compares the strength of one set of con-
siderations against the joint strength of
other considerations. For this kind of
thinking there is no formula; one must
simply use good judgment.

Third, this multidimensional
approach to ethics emphasizes more
than just our motivations for action; it
focuses on our need to produce reasons
for what we do. This is especially true
for managers in large organizations,
who are accountable to a wide range of
people for their decisions. It is one
thing to make an ethical decision; it is
quite another to explain to someone
else why we think it so. Seeing that
explanations in ethics can take at least
a half-dozen different forms might
encourage us lo consider more carefully
the kinds of reasons we give for our
actions, keeping in mind that people of
differing dispositions in ethics will be
listening to what we have to say.

Finally, although I have used faith,
hope, and charity as a general secular
guide for developing the points of view
described above, we can be grateful as
Latter-day Saints that we are in posses-
sion of correct answers to the questions:
“In what should I have faith?”, “For
what should I hope?” “For whom
should I have charity?” Put briefly, we
have faith in the Savior, hope for eternal
life, and charity for all. Only as we
come to understand faith, hope, and
charity as the Savior taught can the
many voices of ethies become unified
and speak to us as with one voice. This
is truly good news for an otherwise frag-
mented and confused world. E

Notes

"Iris Murdock, The Sovereignty of Good (London:
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Longmans, Green, & Co. [1896], 1919), pp. 256-
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“Simone Weil, Waiting for God, trans, Emma
Craufurd (New York: Harper & Row [1951],
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Super Size [t! Even
Grealer Opportunities
for Entrepreneurs

by Donald H. Livingstone
Director, Center for Entrepreneurship

Il of a sudden, the phrase “Super

size it!” isn’t limited to fast-food
outlets. Instead of spending 39 cents to
upgrade to the megasize soft drink and
the diet bustin’ carton of french fries,
the price tag for this new “Super Size”
is more like $5 to $20 billion. The
buyers are gobbling up large companies
such as Capital Cities/ABC
Broadcasting, the Santa Fe Pacific and
Southern Pacific Railroads, and Chase
Manhattan Bank, one of the nation’s
largest banks.

Why? The resulting “Super Size”
corporation’s goal is primarily three-
fold. First, the buyers seek to acquire
market share—if possible, market
dominance in their product and service
lines. The second goal is to achieve
both revenue increases and cost savings
from choosing the “best practices™ and
strongest product lines, and then inte-
grating all aspects of sales, marketing,
production, and administration. The
final goal is to provide integration of
complementary product lines and
increase revenues through cross-selling.
Many of these “Super Size” acquisitions
have more than one of these goals as
their strategic objective.

The acquisitions of Capital Cities/
ABC by Disney, Santa Fe Pacific by
Burlington Northern, Southern Pacific
by Union Pacific, Lotus by IBM, and
Chase Manhattan Bank by Chemical
Bank are the latest domestic manifesta-
tions of this trend. For a number of
years, consolidation by acquisition has
oceurred in certain industries—primar-
ily those impacted by deregulation such
as banking, airlines, health care, and
broadcasting.

But by no means is this a phenome-
non limited to North America. Large
international companies continue to
make mega-acquisitions, in both their
own countries and across borders.
Witness the acquisition of a number of
leading U.S. drug manufacturers during
this last year.
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Are we destined to become a coun-
try, or even a world, of only “Super
Size” corporations? The answer is both
yes and no. “Super Sizing” yields
tremendous benefits to (:nmpanies, such
as a dominant market share, economies
of scale, the ability to increase rev-
enues through cross-selling, and the
elimination of duplicate costs.

But the move towards “Super Size”
companies only creates additional
opportunities for creative-minded
entrepreneurs. There is no doubt that
the aircraft carrier is the biggest ship
and most powerful weapon in a naval
task force. But there are lots of smaller
ships that fill specific, vital tasks, all of
which are required for the task force
to succeed.

Our economy has that same need
and opportunity for companies of
various sizes and skills. Why has the
business environment for creative
entrepreneurs never been more favor-
able? In large measure, it is due to the
very existence of these “Super Size”
companies.

First, “Super Size” companies are
most effective and profitable in prod-
ucts and services when a large volume
market exists. Businesses today have
two targeted “ROEs”—return on
equity, with which we are all familiar,
and return on effort. Smaller volume
applications may not produce one or
either of these ROEs. When this hap-
pens, the larger corporation is aplt to
sell off this product line, often at very
favorable prices.

Hundreds of successful entrepre-
neurs operate companies that owe their
genesis to a “spin-off” or “sell-off”
that occurred when a product line
couldn’t meet the targeted return on
equity or return on effort.

Another opportunity for entrepre-
neurs arises because more and more
corporations, including the “Super
Size” companies, are far more willing to
outsource certain operations and activi-
ties to those who can do them well and
at a lower cost.

Entrepreneurial companies are
the leading suppliers of services in
the outsourcing market, because they
generally work without the high levels
of overhead present in the bigger com-
panies and because they are usually
able to achieve higher levels of pro-

duectivity and creativity. Successful
outsourcing companies provide such
diverse resources as data processing,
production line workers, inbound tele-
phone marketing and sales services,
and janitprial services.

Third, customers have become
more and more demanding for high-
quality products and services that meet
specific needs. The increasing number
of two-income households leads not
only to demands for a higher level of
convenience, but also to higher dispos-
able incomes and increasingly selective
tastes.

Many entrepreneurs have used one
of these high-quality, specifically tar-
geted products as the springboard to a
successful business. An example is a
rapidly growing company in Orem,
Utah, where an entrepreneur perceived
an opportunily as he struggled with the
unwieldy and easily-damaged wooden
tables used in church recreation halls.
Was there a solution? Yes! And most of
us have blessed the inventor of the
light-weight but extremely durable
plastic tables now being used in our
church recreation halls.

In true entrepreneurial fashion, the
company is now marketing these light-
weight tables and related products
worldwide, where they are used in
major hotels, convention centers, and
universities. From relatively humble
beginnings in 1987, this company’s
sales have increased lo approximately
$17 million this year, with profits of
almost $2 million.

Are there more opportunities like
this? According to observers of the
entrepreneurial world, opportunities are
increasing. What we need are more
people with the courage and creativity
to be entrepreneurs,

Tom Peters recently commented that
“Our forefathers launched America
with brash risk taking—our most pre-
cious heritage. At exactly the wrong
time, we are on the verge of losing it.”
Few other organizations have been as
entrepreneurial throughout their entire
history as The Church of Jesus Christ of
Latter-day Saints. It is in our blood and
our roots.

So the next time you hear “Super
Size it!” think big! Think entrepre-
neurially! There’s never been a better
time to be an entrepreneur. E




ETHICAL (continued from page 7) knew how to turn the heat off. This offi- | talk about downsizing and reengineer-

| cial was late because he was II‘_\'ing Lo Ellg. and in some sense these t}lingr‘.

I will close with a stunning quote
from Gandhi, who was asked in the
1940s if he would like to send a message
to African-Americans. He replied simply,
“My life is its message.” That is what |
think the challenge is for all of us.

MARK WILLES: How interesting to
participate in an ethics panel and learn
that every politician, including the sen-
ator from Utah, is a erook. That kind of
candor has made my day. Since [ am
last and time is short, I'm going to con-
fide in you one observation, tell you one
story, and then leave you with a dilemma
(al least for me it is a dilemma).

I will confide in you that I came today
with a lot of questions. I am grateful to
say some of those questions have
already been answered by those who
have gone before me, and for that [ am
deeply grateful.

The story has to do with a
Dutch executive who went to a
dinner in East Berlin just at the
time when East Germany’s eco-
nomic and political infrastruc-
ture was crumbling. An East
German official had also been
invited to this dinner, but he
was late. He finally got there
when the dinner was almost over; he
was perspiring and had obviously had a
very frustrating day.

This European execulive asked him
what the trouble was, and he said, “Well,
the trouble is that some years ago when
there was a worldwide energy erisis, we
determined that decisions having to do

with energy were too important to leave to

ordinary people. Therefore, we central-
ized decisions having to do with energy.”
He meant it literally—when they built
new buildings and complexes, they put
no heat or air conditioning controls in
any of those buildings. The control was at
the power plant, so that presumably
smart people who could be trusted could
make appropriate decisions about energy.
Well. the winter had just passed, and
the heat had been turned on, and then
the economy began to crumble, and the
engineers who knew how to run this
power plant started going off to do other
things—which was no problem in
February, but at the time of this dinner
it was summer. and it was hot. Nobody

find .-smm‘lmnl)‘ who could turn down the
heat in these buildings.

The Duteh executive, who was the
host of the dinner, said to himself,
“What a foolish Ihing to do! Those East
Germans, how :-a!'”_\_' can tht'_\-‘ be to make
a decision like that.” Then he stopped
for a minute and said, “I wonder how
many times in my own organization |
have done the same thing. How many
times have [ said, “That decision is oo
important to leave to someone else”?
How many times have [ decided that 1
or my immediale subordinates were the
only ones who could be trusted to make
the right decision?” He went back and
found that in his own organization he
had done the same thing many times.

He realized that in today’s fast-paced.
competitive world. if you have an orga-

nization of any size, nobody is smart

enough, nobody has enough time, to

make all the decisions that are required
to keep the organization moving forward
effectively. You have to create an envi-
ronment of trust. Yes, you have to set
high standards. Yes. you have to pro-
vide the proper resources and training
and tools. Yes, you have to hold the
people accountable for the things they
are expected to do, But none of that will
work unless you have created an envi-
ronment of trust, so that lots of people
in the organizalion can gel on with il.
Now the dilemma. Al the same lime
that we say we musl creale an environ-
ment of trust, we look at the world and
see that it is changing rapidly and sig-
nificantly: that standards which seem
sufficient today are not sufficient tomor-
row; that the organization that seems to
make sense loday doesn’t make sense
for tomorrow. Therefore. if we are to be
effective, we must always be changing
the way we do things. changing what
our people do. Al times we must even
change the number of people we have
doing what they do. So we hear a lot of

seem Lo be absolutely required for orga-
nizations lo be effective and {:(li:!pt'ti—
and that

tive in today’s environment
for me is the dilemma.

[ have inherited a magnificent orga-
nization. Al times we are a remarkable
company. lts performance, however,
must be dramatically improved. How
do you go about significantly changing
the performance of an organization,
which by its nature will be disruptive
because you will ask people to do
things they have not done before? You
will probably ask that fewer of them do
it, and at the same time you must cre-
ate an environment of trust. How, at
the very time you are creating uncer-
tainty, do you make people feel thal
there is a culture of trust?

Trust, it seems to me, is very much
like a rod that has to be held at both
ends. Trust has to go both ways. If it is
dropped at either end, it col-
lapses of its own weight. And
by the very nature of changing
organizations, we creale uncer-
tainty. We may talk about how
much we want to have respon-
sibility for our own careers. We
may talk about independence
and self-reliance. We may talk
about making sure that we train our
people so that if we don’t have a good
job for them. they can get a job some-
where else. We can talk about all those
things. but | know personally. as much
as | press for change. I hate it, because
it is disruptive and painful and difficult,
So the dilemma—how do we create an
environment of trust, which we must do
il we are to be successful, and at the
same time have organizations that are
constantly in flux? That is the dilemma.
I don’t have the answer, although. as |
said al the beginning, | am grateful that
[ now have more of the answer than 1
had before 1 came.

I suspect—if people feel that there is
an environmenl! of genuine affection, of
genuine deep caring, the kind of caring
that allows us 1o be absolutely honest
and candid with each other, the kind of
caring thal allows us to develop shared
values thal go deep into who we are and
what we are as people and as organiza-
tions—that thalt is part of the answer we

need to solve this dilemma. [E]
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Book Review
by Roger Terry

When Corporations Rule the
World by David C. Korten. Kumarian
Press and Berrett-Koehler Publishers,
$20.95, 333 pages.

hardeover, §
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In this extensively researched analysis
of modern corporate power, David
Korten expresses deep concern that the
emerging global economic system, dom-
inated by immense transnational corpo-
rations, has become a serious threat to
long-term human interests,

Korten, founder of The People-
Centered Development Forum and
former Harvard Business School faculty
member, has 30 vears of field experience
in Asia, Africa, and Latin America,
including eight years as senior advisor
to the U.S. Ageney for International
Development. Considering his back-

ground, one would expect a much differ-
ent book from the one he has written.
His experiences, rather, have con- |
tributed to a firm belief that develop-
ment efforts and corporate expansion in
the Third World result in unhealthy out-
comes: they tend to further impoverish
the already poor while enriching the
small upper class in these socielies.
They result in the pirating and polluting
of the local environment and a shift in |
production from goods that satisfy basic
local needs to exportable products that
“earn the foreign exchange to buy the
things that wealthy people desire.”
The effect of Third World develop-
menlt is but one of Korten's concerns.,

He looks into the “acceleraling social

J0 EXCHANGE

and environmental disintegration in
nearly every country in the world—as
revealed by a rise in poverty. unemploy-
ment, inequality, violent crime, failing
families, and environmental degrada-
tion"—and finds a common source: eco-
nomic globalization resulting from the
concentration uf('(;l'pnl';m' power.
Korten's argument can be laid out
as follows. From their restricted begin-
nings. corporations have expanded their
autonomy for the past two centuries
until finally they have claimed the same
rights enjoyed by individual eitizens
[illt‘hl(“l];{ {-I'('t'(]nm ufn[n‘m'ilL Thll:-e.
i'l>|'||:|!'zlliun.-'- can use their vast
resources to influence government
action, which “mocks the constitutional
intent that all citizens have an equal

" And

even as they influence government. they

voice in . . . ||:|Ii1il';|| debates.

seek through globalization to become
unaccountable lo government.
Transnational corporations, in turn,
are slaves to the “forces of a globalized
financial system that has delinked the
creation of money from the creation of
real wealth.” Corporations are therefore
constrained to seek the greatest short-
term gains, regardless of how or where
they are to be found. If it means moving
operations or, preferably. outsourcing
production to a country that sanctions
child labor and cares little for worker
safety or the environment, then so be it.
In America, this translates into a
greater disparity between rich and poor.
“In an economy that measures perfor-
mance in terms of the ereation of money,

people become a major source of ineffi-

ciency—and the economy is shedding

them with a vengeance.” Thus, the major-
ity of people come Lo have little produc-
tive funetion in the global economy and
serve the syslem t||l|) as consumers, To
accept this “absurd distortion of human
institutions and purpose should be con-
sidered nothing less than an act of collee-
tive, suicidal insanity.”

The last section of the book offers
an ambitious agenda for change, and
although it is unlikely this agenda will
ever be adopted, Korten's is one of the
most important and comprehensive eval-
uations of corporate capitalism vet, At
times [rightening, always carefully docu-
mented. and consistently controversial,
this book is a must read for anyone con-

cerned aboul the future of human society.

Book Review

by Roger Terry

Trust: The Social Vi
and the Creation of Prosperity

‘lues

by Francis Fukuyama. Free Press,

hardceover, $25.00. 362 pages.

ANCIS
UTYAMA

Francis Fukuyama. author of the best-
selling The End of History and the Last
Man, in which he argued that the
human historical process had culmi-
nated in a universal capitalist and
democratic order, has written a sweep-
ing assessment of the emerging global
economic system “afler history.”

I must say at the outset that | cannot
imagine a book more dissimilar from
Korten's work. Analyzing the global
economy [rom a completely different
point of view, Fukuyama has created a
fascinating, well-reasoned, and believ-
able thesis aboul “social capital™ and
the creation of prosperity.

Fukuyama, senior social scientist al
the Rand (Jul'p:a!‘;l!ilm. argues that a soci-
ely s level of spontaneous .-'.nl'ieliri[il'\' and
the degree of trust among its citizens are
significant factors in determining not
only the structure of its economy, but
also its ability to generate prosperity.

Those cultures, he argues, in which
individuals tend to easily associate with
others beyvond the confines of family
relationships are high-trust societies
and are more capable of developing
economic lies in the form of large com-
mercial enterprises than low-trust soci-
elies. These nonfamily corporations. of
COUTse, }l;l\'l‘ bl'l"“ thl’ l’“-“i\"‘ I]I‘I'{'("h"ni!'

dominance in the latter half of the 20th




century. Cultures, on the other hand, in
which family ties are either too restric-
tive or too weak tend to be low-trust
societies in which individuals lind it
difficult to create social capital.

Using the criterion of trust, Fukuyama

divides the world’s societies along far

different lines than is customary. finding
greal similarities, for instance, between |
the United States, Japan, and Germany.
These are high-trust societies, he says,
where individuals spontaneously associ-
ate with others who are not members of
their families. 1t is not surprising. then,
that these three countries have spawned
large, nonfamily corporations that domi-
nate both domestic and global
economies.

China and ltaly, on the other hand,
have traditional cultures in which the
family is so strong that individuals find
it difficult to trust non-family members.
Their economies, as we might expect.
are composed of many small family
firms, and they have found it difficult to
form large corporations. Fukuyama also
[inds similarities between Russia and
France, where strong central govern-
ments destroyed social capital and left
the citizens largely incapable of form-
ing voluntary economic associations of

any significant size.

In this context, Fukuyama puts to
rest a couple of cultural myths about
America. First, he claims that America
does indeed have a unique culture, and
is nol jusl a conglomeration of the cul-
tures that went inlo the proverbial melt-
ing pot. He convinecingly traces the roots
of our high-trust culture, in fact, to our
sectarian Protestant history. This expla-
nation makes a great deal of sense.

The second myth he debunks is the
notion that Americans are rugged indi-
vidualists. If anything, he says, we are
‘e have NOT

been the nation of rugged Lone Ranger

rugged conformists. *

individuals of our myths, but a nation of
hyperactive joiners without peer.”

Fukuyama warns us, though, that we
are now in the process of depleting the
soeial capital our ancestors accumulated
for us. This is a dangerous trend, both
economically and socially. The question
Fukuyama does not answer in this book,
however, is the question David Korten
asks: Supposing we do restore our social
capital, just where is our propensily to
form large corporations taking us?

Book Review

by Warner P Woodworth

Economic Insanity: How Growth-
Driven Capitalism Is Devouring
the American Dream by Roger Terry.
Berrett-Koehler Publishers.

hardcover, $24.95. 190 pages.

ECONOMIC
ATy

This new book is a powerful critique of
traditional economic and managerial
assumptions—namely that bigger is
better, more is moral, and sell-interest

is salvation. In this trenchant analysis

Roger Terry takes on the sacred beast of

traditional economies.

With a foreword by Willis Harman,
perhaps the most influential advocate
for transforming today’s businesses,
Terry pushes the envelope by suggest-
ing that the current dominant business
paradigm does not merely need fine-
tuning. It needs a complete overhaul.

Economic Insanity provides an extra-
ordinary and provocative account of the
modern world economy’s wretched
excesses. This wide-ranging volume
confronts us with the grim realities of
contemporary society. In spite of the fall
of the Berlin Wall and collapse of com-
munism, global crises are accelerating.
New technologies, economie expansion,
and consumption palterns are nol soly-
ing society’s problems. which fosters a
sense of futility among the people.

Terry traces the origins of the great
American Dream articulated by the
Founders—including a high quality of
life, democratic liberty. and the potential
for individual and collective happiness.
Such a vision is far above the stunted

view of Ronald Reagan who declared:
“What I want to see above all is that
this country remains a country where
someone can always get rich.”
According to Terry, we need to rise
beyond empty consumerism. hostile |
corporate takeovers, downsizing and
joblessness. powerless workers and dis-
enfranchised citizens. The dangerous
gap between rich and poor is sympto-
maltic of today’s bifurcated society,
leading to disillusioned citizens and

alienated employees.

An alternative paradigm to the
pathos in the first half of Terry’s volume
is his proposal—to create a system in [
which human beings come first. Instead |
of corporate domination of society, his
vision lifts people over products and
places fulfillment of human needs
above bureaucratic license.

In the words of Keith Darcy,

Prudential Securities vice-president,
Economic Insanity “offers insightful
arguments that cause us to rethink the

basic assumptions of capitalism and

restores rational thinking and a moral
foundation to today’s upside-down
world of looking-glass economics.”

The last hall of the book outlines the
essence of a more ethical and egalitarian
American system. In true Jeffersonian
fashion, Terry ties the unalienable right
to pursue happiness with the right to
hold property. The mechanism he sees
uniting those two objectives is employee
ownership, whether in small, entrepre-
neurial firms or large factory systems.

By doing this, today’s managerial
fads would become truly meaningful.
Team building, transformational leader-
ship, and worker empowerment would
move from being mere jargon Lo mean-
ingful experience. The outcome would
nol only resolve today’s socioeconomic
contradictions, bul provide real impetus
toward achieving the American Dream.

While Roger Terry’s eritique may be
controversial, his conclusions are not

completely revolutionary. Shared owner-
ship is becoming the path to revitaliza-
tion in many industries. Such a strategy
is not only the higher ethical path for
today’s corporation. but the means to

a successful and sustainable future for
our country as well. This book offers

a new vision of hope that promises a
higher alternative—healthy compelition
integrated with the common good. E]
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