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Introduction

CAPITALISM IS DEAD!
LONG LIVE CAPITALISM!
Throughout our lives we all face situations which, with the passing
of time, we come to see as being far more significant than we believed
them to be as they occurred. The decisions we make in these moments
shape our lives from that point onwards and define our future.
In June 1995, Shell faced such a moment. Under increasing international pressure it decided to abandon its plans to sink the defunct Brent
Spar oil storage platform into the North Sea. The unthinkable had happened, a global corporation had bowed to the pressures generated by an
international campaign orchestrated by environmentalists.
No one could have predicted that the ramifications of that decision
would include the beginning of the slow death of capitalism as we knew
it. But as we begin the third millennium, the rules of the game have
changed. The Brent Spar decision can now be seen as the domino which
started the collapse of the old paradigm.
Managing for shareholders has been replaced by managing for
stakeholders. Governments around the world are implementing legislation to encourage corporations to be environmentally friendly. The
Internet has exponentially increased the flow of information around the
globe. Old corporations are being squeezed by the e-economy. And
amidst all this change, people are wanting more. More from their jobs,
more from their lives.
So, what’s happened? How did we get to the stage where it
became an ‘us against them’ game? Why didn’t the old way of doing
things deliver the promised utopia? and finally, If the old way doesn’t
work, what’s the new way?
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I SEE YOU, DO YOU SEE ME?
“Modern industrial society often strikes me as being like a
huge self propelled machine. Instead of human beings in
charge, each individual is a tiny, insignificant component with
no choice but to move when the machine moves.”
Tenzin Gyatso, The 14th Dalai Lama

Whilst formulating the ideas for this book I was lucky enough to be
invited to go to the KwaZulu-Natal region of South Africa to do some work
with the Department of Health and the Zulu people.
When I arrived I was a little apprehensive about working with the
Zulus, my only knowledge of them being that they were one of the legendary war hardened tribes of Africa. But all that apprehension swiftly disappeared when, at a ‘meet and greet’ dinner I was greeted warmly with the
Zulu expression ‘Sawubona’ and made to feel very welcome. I was
intrigued by the introduction, I was never asked where I had worked or
what my qualifications were, instead the Zulus looked deeply into my eyes
as they greeted me and then proceeded to ask me where I was from and
where my family was.
Later I learned that the term ‘Sawubona’ actually means ‘I see you’
and with good reason. The Zulus believe in the idiom, ‘uMuntu nguMuntu
ngaBantu’, loosely translated as ‘A person is only a person because of
what he means to other people’. To the Zulu, we are all interconnected
and one only exists as a unique ‘spirit’ if one is ‘seen’ by others. Hence,
if you are walking around a village and you pass someone four or five
times, each time you pass them you say ‘Sawubona’, ‘I see you’, and their
reply will be ‘I see you also’. It is an important ritual, because in Zulu terms
one of the greatest insults that you can pay someone is not to see them
which means, quite literally, they don’t exist.

10

Introduction

After contemplating this for some time the penny dropped. In the
developed countries like England, America or Australia, for the most part
we don’t ‘see’ people, we see their role or their function in the economic
machine that is capitalism. For example, we see the bartender or the
lawyer or the accountant or the police officer. We seem to have lost the
ability, or the presence of mind, to ‘see’ John, who happens to work as a
bartender, Mary who happens to work as a lawyer, Bill who happens to
work as an accountant or Jane who happens to work as a police officer.
It is a subtle but deeply important distinction.
Any system for social arrangement should serve and uplift the
people but with Capitalism, somewhere along the line we forgot that.
These days in our rush to get things done we rarely stop to ‘see’ people,
to look deep into their eyes past their role and into the unique spirit that
makes each of us who we are. When meeting people for the first time,
often our very first question is ‘What do you do?’. From there we quickly
make an assessment as to where the person fits into the economic
machine, what role they play, and therefore which ‘box’ we should put
them in. We quickly scan our memories for past experiences with people
who play the same role, for opinions that we have read about such people and for judgements others have made about them. It severely limits
our ability to connect with others and to allow them to express their unique
human spirit free of fear. Immediately they are starting with a huge load
on their shoulders.
In theory Capitalism was supposed to be based on freedom and
equal opportunity, but the way we’ve been practising it, more often than
not the old form of Capitalism dehumanises people. It takes away people’s freedom and turns human beings into human resources. Instead of
people having unlimited free choice, we instead created a system which
serves a minority and exploits the majority. The Brent Spar incident was
crucial because it signaled the retaking of power by the majority.
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It signaled a turning of the tide away from a system which breached the
fundamental value of freedom requiring that some of the people be kept
from achieving their maximum potential.
Neocapitalism, the new form of Capitalism requires that we ‘see
people’ and recognise their right to freedom and self determination. It
means that people take the time to ‘see’ the individual instead of just the
role. In this way it allows all of us to form deeper and more meaningful
relationships with others. But more than that, it allows for the creation of
an environment where individuals can feel free to express their unique
gifts without the burden of being slotted into a box before they get through
day one. It allows people to fly instead of being chained to the ground by
the shackles of judgement.
This book explains the new paradigm for Capitalism. It answers the
question of how to create a workplace which allows ‘human spirit’ to awaken and flourish. Its central premise is that the successful organisations of
the future will be those which are best able to marry together the seemingly incompatible goals of material or market success and human wellbeing. Wellbeing which encompasses not just the physical but the emotional, mental and spiritual aspects as well. We cannot avoid the fact that
we live in a market based society in which competition is key, nor can we
deny the fact that we are in essence social beings who need to form relationships with others so that we can grow internally and create the new.
This is not a book which requires one to be new age, alternative,
religious or overtly spiritual. Rather, it is about looking at the changing
forces in the world which are creating a new paradigm, and then answering the question, in very practical terms, of how to deal with it from a business perspective. Many of the examples I have used are from companies
that are household names and have been in existence for decades, others are from innovative new companies formed only in the last few years
by young entrepreneurs seeking to make their passions a reality. These
companies are the ones which have recognised the changes taking place
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in the world and are adjusting accordingly. It is my sincere belief that the
organisations which fail to address this new paradigm will not survive very
far into the twenty first century or for that matter into the next decade.
This book is in four parts. Part One addresses the question of
‘Why?’, Why is this happening now? Why are individuals keen to seek a
deeper sense of meaning in their work? and, What are the forces that
are changing the rules of the game for business?
Part Two then considers the new paradigm and presents a model
for addressing it. It considers how to develop a unique reason for being
which has a social mandate and at the same time occurs in a high trust
environment, in an innovative way that also nurtures spirit.
Part Three then addresses the crucial question of How to do it?
Given the model from Part Two, how does one go about actually putting
it into place? Why do some organisations succeed where others fail?
How do you ensure that once changes are made things don’t rapidly slip
back into the old way of doing things? and, What are the leadership challenges inherent in the new paradigm?
Finally Part Four presents a vision for the future.
It is my hope that this book will help to allow the creation of prosperous organisations within which all people will be able to see, nurture
and develop the unique spirit, gifts and talents of all of us for the benefit
of the whole. For,
“Without work all life goes rotten, but when work is soulless,
life stifles and dies”
Albert Camus.
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PART ONE
WHY ?
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The Silent Revolution

1
THE SILENT REVOLUTION
“The great revolutions of history have not changed the world,
they have changed man”
Eric Hiller

At the dawn of the third millennium there is a silent revolution happening all around us, one which does not involve military force or violent
battles. One which is changing the power base of our society which has
for so long been focussed purely on material wealth. A revolution which
involves a reordering of the priorities that people see as being most important. It is a revolution which has been building for many years, that is now
coming to fruition. It is a revolution in values. It is an awakening deep in
the heart of man of a set of values which are rooted in a higher consciousness linked to a greater awareness of the interconnectedness of all
things.
Why is this happening now? Because crisis creates opportunity
and at present there are four crises in the world confronting us all: The
environmental and ecological destruction of our planet; The increasing
gap between rich and poor; The dramatic change in the work contract
and; The incredible and increasing speed of change.
Let’s start with the environmental and ecological destruction of our
planet. We are slowly beginning to realise that by polluting the planet we
are polluting ourselves. It is a revelation which would seem to be self evident,
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one that has been known by the ancient cultures of our world for eons. We
have been warned by such people as the Australian Aborigines and the
American Indians for years that we must respect the earth and nurture it
but in our arrogance we have brushed them aside and instead put our faith
in science and technology.
Indeed, the Cree Indians have a saying,
“Only when the last tree has died and the last river has been
poisoned and the last fish been caught will we realise that we
cannot eat money.”
We have ignored such advice and have instead foolishly believed
that we have known better, even though these peoples have lived in harmony with the world for many thousands of years.
However, due to the rapid advances in scientific detection equipment and communications technology we have been slowly waking from
our sleep. As long ago as 1962, Rachel Carson wrote the ground breaking book ‘Silent Spring’ in which she pointed out that :“For the first time in the history of the world, every human
being is now subjected to contact with dangerous chemicals,
from the moment of conception until death.
… we have allowed these chemicals to be used with little or
no advanced investigation of their effect on soil, water,
wildlife, and man himself. Future generations are unlikely to
condone our lack of prudent concern for the integrity of the
natural world that supports all life.” 1
At the time the chemical industry tried to discredit her but the invention of the electron capture detector allowed scientists to test her claims.
They found that chemicals like DDT and dieldrin could be found throughout the global environment.
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One would have thought that such findings might have woken us all
up but it has taken a string of disasters since then to create enough of a
sense of crisis to pique public concern. Amongst these have been the
Bhopal disaster in India in 1984, the discovery of the hole in the ozone
layer in 1985, the USSR Chernobyl disaster in 1986, the Exxon Valdez
disaster in 1989, French Nuclear tests in Mururoa in 1995, and the frightening wave of ‘mad cow’ disease in 1996.
Many of these crises might have remained hidden within their country of origin if it hadn’t been for the accompanying developments in communications technology. Not only have these developments such as the
Internet and mobile telephones made communications much easier and
faster but they have made the world a lot smaller.
Where once it may have taken up to four months for a letter to cross
from England to Australia now one can fax or email instantaneously.
Where once children would have confined their group of friends to their
local town or even suburb, now they are emailing others all around the
world. This exchange of information and cultural beliefs has served to
raise the awareness of all that we are interconnected, that actions taken
on one side of the world can affect people on the other side of the world
almost as they happen.
The result of these developments is that the environment is now a
major concern and environmental protection has moved up the list of values that people consider when making decisions.
Similarly, the increasing gap between rich and poor is becoming of
greater concern. According to the 1998 United Nations Human
Development Report, the 225 richest people in the world have a combined
wealth of more than $US 1 trillion, which is equal to the annual income of
some 2.5 billion people, or 47 per cent of the Earth’s population. The three
richest people on the planet have assets that exceed the combined gross
domestic product of the 48 least developed countries. People in Europe
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and North America spend $37 billion a year on pet food, perfumes and
cosmetics, a figure which would provide basic education, water and sanitation, health and nutrition for all those deprived. Put another way, it would
cost less than 4 per cent of the combined wealth of the 225 richest people
in the world to satisfy the basic needs of the world’s poor. What is even
more worrying is that the gap between rich and poor nations is increasing.
Between 1960 and 1989, the countries with the richest 20 per cent of
world population received 30 times more than the bottom 20 per cent, but
by 1989 they were receiving 60 times more.
The world is not poor. It is just that the system for distributing wealth
is skewed towards making the rich richer and the poor poorer. The more
capital one has, the more one is able to earn a return. The more debt one
has, the more one is able to accumulate debt in the form of accrued interest. Just think about that for a moment. If two people started off, one with
$1 million in credit and the other with $1million in debit, without doing anything, the gap between them would increase at a rate approaching twenty
per cent per annum. This is exactly what is happening in the world at the
moment, not only at the individual level but also at the corporate and country level. In many countries of the Third World, for each dollar of aid
received they pay up to ten dollars in interest on loans to the developed
world.
The concern is this, if we look back through history it can be seen
that people do not tolerate inequality forever. Take the French and Russian
revolutions or more recently, the situation of apartheid in South Africa. At
the beginning all looks well, but slowly pressure builds up and just like a
dam wall subjected to a flood, eventually it bursts, at first as a trickle but
quickly it becomes a torrent.
We may believe that we live in a true democracy but the business
world often does not reflect this. Today there are a number of princes and
princesses in the world who are being given power purely by their right of
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birth. Not power in the sense of titles but material wealth which now confers even greater power. Great kingdoms of property, companies and
assets that they will inherit when their fathers see fit. Moreover, they are
not required to run these kingdoms with any great consultation. It is one
of the last areas of society where one can still rule as an unchallenged
king.
As many people are under pressure just to meet the ever increasing costs of feeding, housing and clothing their families, these people are
able to constantly increase their wealth. It is a situation which will grow like
a festering sore and eat away at those who are struggling until the pressure for change will become no longer bearable.
Whilst the awareness of the environment and the gap between rich
and poor has been increasing, our society has also experienced a significant shift in the nature of the work contract. Whereas once upon a time
people could leave school and get a job safe in the expectation that
unless they violated the norms of the company they could expect a job for
life, these days the employment relationship is situational. It is now
expected that in the period of one’s working life there will be numerous
careers interspersed with periods of unemployment. The after effects of
downsizing, takeovers and layoffs has been a marked increase in the
level of cynicism towards organisations and their leaders. A significant
portion of the workforce is now cynical and dispirited with the current business paradigm that often leaves them feeling betrayed and less than
whole. People are now questioning whether or not what they have been
pursuing is worthwhile. They are now looking for something deeper in life.
Something with more meaning and purpose.
The increasing pace of change is destabilising people even further.
Lester Brown, president of the Worldwatch Institute speaks of the acceleration of history which :-
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“comes from not only advancing technology, but also from
unprecedented world population growth, even faster economic
growth, and the frequent collisions between expanding human
demands and the limits of the earth’s natural systems.” 2
Brian Arthur, Citibank Professor at the Santa Fe Institute in New
Mexico, estimates that the current pace of technological evolution is currently running “at roughly 10 million times the speed of natural evolution.
Hurricane speed. Warp speed.” 3
Amidst all of this change and chaos, people are seeking a sense of
stability, a sense of centredness where they can be free from the unbalancing effects of change. The result has been a revived interest in religion
and spirituality. When everything external is changing the only place to go
for peace is inwards. People are seeking an inner sense of peace to combat the outer chaos.
The result of these four crises, combined with the millennial shift
and the exponential growth of the Internet, is that a major reordering of
values is occuring. Whereas once it was enough for people to feel safe
and be able to survive physically, now the satisfaction of these basic
needs is not enough. People want more, they want to know more about
themselves and they want to know that what they are doing contributes to
the greater whole. People want a sense of something which is greater
than themselves, something that will provide them with the endurance to
deal with the changes going on in the world and to know that they are making a contribution to the world which will allow their children to have a better world to live in.
It is this great shift in consciousness which is driving the silent
revolution in values and it is a shift that is helping to create the new
paradigm.
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SUMMARY


There is a revolution in values occurring which means that individuals
are now taking different issues into consideration when making decisions.



Increased information on the environment and the increased speed of
communication has moved environmental protection up the list of priorities.



That gap between rich and poor is reaching a crisis point.



The changing nature of the work contract and the increasing pace of
change is causing people to seek a deeper sense of meaning in their
lives.

REFERENCES
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The Changing Rules of the Game

2
T H E C H A N G I N G RU L E S O F
THE GAME
“Every few hundred years in Western History there occurs a
sharp transformation. We cross a ‘divide’. Within a few short
decades, society rearranges itself – its world view; its basic
values; its social and political structure; its arts; its key institutions. Fifty years later there is a new world. And the people
born there cannot even imagine the world into which their
parents were born. We are currently living in such a transformation. It is creating the post-capitalist society.” 1
Peter Drucker

Given the forces that have been affecting the general population
described in the last chapter it should not be surprising that the business
environment has also been changing. Not only has the public been putting pressure on businesses but the governments and regulators of the
world have also followed suit.
In 1990 when the California Air Resources Board (CARB) took the
bold step of declaring a Zero Emission Vehicle (ZEV) mandate, few would
have believed that it would be the first in a number of global regulatory
changes aimed at steering the business community towards environmental sustainability. At the time of its introduction ZEV required that two percent of vehicles offered for sale in California in 1998 must have zero
tailpipe emissions rising to ten percent by 2003. The reaction of the auto
industry at the time was ferocious, many declared that it simply couldn’t be
done, but some put their doubts on hold and set about exploring the
possibilities.
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Ten years down the track, two significant things have happened.
The California Air Resources Board has voted to move its Zero Emission
Vehicles deadline back to 2003 and Toyota has become the first vehicle
manufacturer to release a hybrid petrol-electric car for sale to the general
public. Some would say that CARB has backed down, but at the time of
the changes (April 1996), the CARB Chairman, John Dunlap, said that
enforcing the original deadline would have forced large numbers of
Electric Vehicles into showrooms with limited battery range and high costs,
not a good advertisement for ZEV’s.
Regardless of who may have won or lost the initial round, the developments in California have been observed from not only other American
states but also from around the world. Many governments and other regulatory bodies have seen the light. Faced with the competing forces of
community pressure to enforce environmentally friendly policies and business pressure to follow free market policies, they have realised that there
is more than one way to skin a cat. Rather than taking the ‘command and
control’ approach which requires the implementation and costly enforcement of regulations, governments have realised that there is another way
– market based economic instruments.
Economic instruments are policy measures which explicitly affect
private costs and benefits. The motivation is that rational decision makers
will base their decisions on a comparison of various options. The rational
choice will be the option which has the least cost for the number of benefits received, that is – let the market decide – Adam Smith would be very
happy. Policy makers have resorted to charges, fees, tradeable and marketable permits on the one hand, but have also recognised that similar
results can be achieved by providing compensation for not using polluting
substances or technologies.
Economic instruments can be divided into three main categories
based on how they affect a government’s budget: public expenditure
instruments, revenue generating instruments, and budget neutral instruments. Public expenditure instruments (PEIs) are the most familiar form of
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intervention and include subsidies, grants and tax allowances. PEIs provide a financial incentive for individuals to undertake activities that they
would not normally do. For example, grants to develop environmentally
friendly technology, subsidies for recycling and tax allowances for energy
conservation. Revenue generating instruments (RGIs) include taxes,
charges and fees. These are essentially penalties for undertaking various
activities, for example, charges for waste disposal and resource depletion
taxes. The last category is budget neutral instruments (BNIs), these are
designed to encourage certain types of behaviour without actually generating revenue. Examples include deposits and refund systems for recycling cans and bottles.
The shift in Government focus is significant for business because it
means two things. Firstly, governments are getting out of the way of market forces and allowing businesses to set the standards. And secondly, it
opens the way for innovative techniques to be applied to areas which
have traditionally been controlled by strict regulations. That is, smart businesses have the opportunity to significantly decrease their business costs
whilst significantly increasing their business opportunities simply by being
proactive and innovative with regard to environmental protection and sustainable development.

TRADING FOR THE FUTURE
The most significant force in the shift away from regulation towards
economic instruments has been the Kyoto climate change protocol. When
governments around the world got together and agreed to limit their country’s CO2 emissions back in 1992 they probably thought it would be easy
to do so by simply implementing tough new regulations. What they
found however, was that businesses were much keener to be told what
the target was and then left to their own devices to get there. Surprisingly,
government departments also felt the same way.
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The reason behind this is that after the Kyoto summit set targets
for each country to limit their CO2 emissions to less than 1990 levels, it
soon became apparent that whilst some countries, like the USA and
Australia, would struggle to meet their targets, others, including Russia
and some South American countries would have a surplus. The result CO2 emissions trading.
Costa Rica, is one country with a potential surplus. Under the
terms of the Kyoto agreement on climate change, Costa Rica is planning
to preserve 1.25 million acres of forest as a ‘Carbon sink’. The country
plans to recoup up to US$300 million over 15 years from the sales of the
certified tradeable offsets (CTOs), conferring the rights to corresponding
emissions of greenhouse gases, to countries which would otherwise
exceed their Kyoto targets.
Not surprisingly Governments have in turn been keen to shift the
responsibility of meeting CO2 emissions targets to those who make the
emissions in the first place. In June 1998, the Canadian Government
along with the provincial governments of British Columbia, Alberta,
Saskatchewan and Nova Scotia launched a greenhouse gas emissions
(GHG) trading pilot program. A GHG contract transfers ownership of an
emission reduction from an organisation that has reduced GHG emission to another organisation. The new pilot program, which includes
industrial, environmental and labour organisations is aimed at testing
the real world environmental and economic benefits of emission reduction trading. Ralph Goodale, Minister for Natural Resources Canada,
launched the program, saying,
“This kind of voluntary, enterprising action to reduce emissions is an excellent example of how co-operation amongst
governments, industry, environmental groups and ordinary
Canadians will lead to creative Canadian responses to the
global challenge of climate change.” 2
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The London based International Petroleum Exchange (IPE) has
also seen the opportunity. As far back as May 1998 it proposed that the
UK Government pass legislation to enable trading to begin in CO2 emissions permits. At the time it stated in its press release (5th May 1998),
“The IPE calls for free markets to be allowed to evolve, while
recognising that government plays an important part in the
allocation process and the creation of legislation.”3
As part of its submission to the UK Government and the European
Commission, the IPE proposed an over the counter market, a secondary
market and a futures market in CO2 emissions permits.
Similarly in January 2000, the World Bank launched its Prototype
Carbon Fund, an emissions trading project, with four governments and
nine multinational companies. The bank intends to act as a broker
between large companies wishing to reduce their greenhouse gas emissions and smaller entities needing cash to implement renewable energy
or other emissions reduction projects. The bank estimates that the cost of
reducing emissions of greenhouse gases in developing countries is
between US$5 and US$15 a tonne of carbon, compared with more than
US$50 per tonne in advanced economies.
The Bank aims to collect money from participants which it will then
use as seed funding for projects such as a waste management system for
the city of Liepaja in Latvia that will collect methane to prevent its release
into the atmosphere as well as generate electricity. The emissions ‘savings’ from these projects are then ratified and turned into reduction certificates which are given to fund participants. Participants can then pass
these carbon ‘savings’ onto their governments which can then use them
to help their country meet their Kyoto Protocol climate change commitments.
Significantly, Ministers from the Group of Eight (G-8) industrial
countries have also agreed that ‘binding’ environmental standards should
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be included in future international trade agreements. At a conference in
Schwerin, Germany in March 1999, the ministers agreed to drop their
opposition to taxes on fuels used by ships and planes to help contain CO2
emissions. Jurgen Trittin, Germany’s environment minister called it,
“a clear signal to government leaders to meet ecologicalneeds in developing economic and trade ties.” 4

PARTNERSHIPS SHOW
THE WAY FORWARD
The Canadian example detailed above, is just one of a number of
initiatives being taken by Governments around the world to enter into voluntary agreements with industry which will achieve environmental aims.
The European Commission has been leading many such negotiations. In
August 1998, the European Commission endorsed an agreement with the
European Automobile manufacturers which committed them to a target of
140g/km of CO2 emissions for the average car sold in the EU by 2008.
This represents a reduction of 25%, but most importantly it allows car
manufacturers the flexibility to achieve the targets in a cost effective way.
Around the world more than 28 countries have already passed
product ‘take back’ laws that assign the responsibility of the disposal of
end of life products and packaging to the manufacturer. One of those
countries is Norway where the government has implemented legislation
which will require importers and producers of IT equipment to take in old
equipment for recycling or disposal from the middle of 1999. Again the
issue of how they do it is up to the companies themselves, but the implication is clear – manufacture the products with recycling in mind and overall product lifecycle costs to the company will be reduced.
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In the UK, ten industries, whose energy consumption for manufacturing accounts for more than half of total consumption in the UK, will get
a hefty rebate from the governments energy tax in exchange for cutting
2.5 million tons from their CO2 emissions by 2010.
Under the labour government’s ‘climate change levy’, from April 1st
2001, all UK manufacturing industries will pay 23 pence more for each
kilowatt-hour of gas and coal consumed and 69 pence more for each kWh
of electricity. However, the ten ‘energy sensitive’ industries, including
cement making, steel and chemicals, will receive an 80 per cent rebate if
they can meet the 2.5m ton target.
Subsidies and quotas have also been introduced across Europe. Italy
has set quotas, begun in 1998, for the acquisition of ‘low impact’ cars and
vans by public utilities, ministries and regional and local councils, who together buy up to 50,000 vehicles a year. The proportion to be fuelled by either
natural gas or electricity was set at 5% in 1998 and 10% in 1999, rising progressively to 50% by the year 2003. Meanwhile, Denmark has agreed on
solar subsidies which will fund up to 26% of a company’s Photovoltaic installation costs with money raised from eco taxes.

CHAIN REACTION
Not surprisingly, larger companies wishing to meet these new regulations have been putting pressure on their suppliers to follow suit. This
is probably the most powerful force for change, because it is these
actions by large corporations that can effectively exclude suppliers from
the market place if they are not socially responsible. Examples include
Intercontinental Hotels, a chain of one hundred hotels that has initiated a
series of environmental purchasing specifications, General Motors which
now requires suppliers to meet environmental criteria and McDonalds
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which in 1990 implemented its McRecycle USA Campaign, committing it
to buying one hundred million dollars per year of recyclable goods.
B&Q, a UK building and home improvement retailer with 285 outlets, launched its environmental policy in 1990. It is now recognised as a
leading example of how to work with suppliers for environmental benefits.
The policy consists of: collecting information on supplier’s environmental policy and performance; analysis and classification of suppliers;
support and assistance to suppliers in their efforts to improve their environmental policy and performance; and sanctions for outstanding and
unacceptable performance.
The grades range from A for excellence to E for suppliers whose
products are questionable. In 1993 only 35% of the suppliers were graded
as satisfactory grade C meaning that, as a minimum, they had identified
key issues, produced a framework policy and set specific targets on environmental issues. To improve the environmental performance of unsatisfactory suppliers and to ensure their commitment, B&Q set time limits for
them to achieve grade C.
Within one year, 94% of the suppliers had achieved grade C or higher. To recognise outstanding environmental performance, B&Q presented
rewards to outstanding organisations.
For B&Q, the key achievements of the program are: compliance
with the corporate policy; a written commitment to improvement from all
suppliers; a body of information about the environmental impacts of the
products; and an increase in understanding by the suppliers. The company has managed to enhance its reputation and suppliers have recognised
that B&Q’s programme reflects demands from the market taking the
opportunity to adjust their products and policies to new trends. Many producers have also discovered new possibilities to save costs and increase
efficiency while reducing resource use and waste generation. Good performers enjoy increased exposure through displays in B&Q’s outlets while
raising customer awareness on environmental problems.5
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ADVERSITY FEEDS INNOVATION
Although some businesses have objected to pressure to become
environmentally friendly, ‘green laws’ and corporate customer requirements have forced businesses to reassess their operations and have
resulted in significant financial savings for many. Until 1987, Dow
Chemicals used to store waste water contaminated with hydrochloric acid
and caustic soda in evaporation pounds at its California plants. Then a
regulation was introduced banning the practice. Forced to rethink its operations, the company redesigned its production process, drastically reducing consumption of both substances and converting some of the waste
stream for re-use. It cost Dow US$250,000 to make the change – but it
resulted in annual savings of US$2.4 million.
The Dow example is not an isolated case. Aritech, a coal-tar distiller in Pittsburgh, responded to regulations demanding hefty cuts in benzene emissions by designing it out of much of the production process.
The result was a saving of US$3.3 million. Paper pulp mills have also
been forced to change. Restrictions on dioxins emitted from chlorine
bleaching of paper have led to pulp mills finding ways to reduce costs by
switching to oxygen or ozone bleaching and by ‘closing the loop’ in their
production process.
Meeting carbon emission reduction targets has also sparked some
innovative activities.
In 1999, Mazda UK launched a program to offset carbon emissions
for every ‘Demio’ car sold in the UK by donating money to the Future
Forests organisation. Future Forests then plants a sufficient number of
trees at nine sites in the UK to absorb CO2 emissions from an average
years driving of the car. Based on research from Edinburgh University,
this equals five trees per car.
Back in Canada, TransAlta, an energy company, is being even
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more creative. It hopes to get a total of 30 million tonnes of carbon emission reduction credits for reducing flatulence in cows, sheep, buffalo and
goats. The project involves the development of specially fortified animal
feed which is fed to animals to reduce their production of methane, a
more powerful greenhouse gas than CO2. The company has contracted
another US company, Global Livestock Group, to produce the feed and
the Ugandan Government will then implement the program with some of
its livestock. TransAlta’s goal is to use this project to help achieve its
goal of ‘zero net emissions’ of greenhouse gases by the year 2024. 6

PROACTIVITY IS THE KEY
If there is one lesson that can be learned from all of these developments it is that businesses which want to maintain their competitive
advantage need to be proactive with regard to their interaction with the
environment. There are now clear incentives for governments to promote environmental responsibility and in turn it is clear that the new
method for achieving this is by changing the rules of the game to make
it beneficial for businesses to follow suit.
Adversity it seems is the catalyst for innovation.
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DON’T SHOOT THE MESSENGER
In addition to the changing regulatory environment an increasing
number of public opinion surveys are reflecting the changing nature of
the public’s expectations regarding business social responsibility.
Robert Worcester, founder and Chairman of MORI (a UK based public
research group) says,
“In 1969, two thirds of the public believed that the profits of
large companies helped to make things better for everyone who used their products and services. Now only 26%
agree with that proposition. About 30 people in 100 have
switched, and the gap continues to widen.”7

MORI research conducted in Britain in 1998 shows that most
people have a clear idea of how they wish business to change. When
asked how important it was for companies to support community activities: 86% of people thought it was very important to support environmental activities; 78% thought it was very important to support
schemes for the unemployed; 79% thought it was important to support
job creation through small businesses; 64% thought it was very important to support the regeneration of rundown and deprived areas; and,
62% thought it was very important to support economic regeneration.
Significantly for business, the public is not narrow mindedly idealistic about these activities. When asked if it was acceptable for companies to benefit from their corporate social responsibility contributions,
61% agreed that it was acceptable. In addition, consumers are willing
to reward companies for their community activities. When making a
purchasing decision, 77% of survey respondents said that it was either
very important or fairly important for them to know about a company’s
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activities in society and the community. When considering whether a company would be a good organisation to work for, 87% either tended to
agree, or agreed strongly that a company which supports society is probably a good place to work.
All these figures can be overwhelming, but how is all this influencing business? The answer is that behind every economic transaction are
people making choices. These choices are based on people’s values, giving one thing high priority and another a lower priority. When the values
change, the decisions regarding economic transactions also change, and
the massive increase in information now available to the public has meant
that companies can be punished or rewarded for activities that would once
have been hidden from consumers.
Take the case of child labour. In 1996 the American public was
shown images of Pakistani children stitching footballs and Haitian workers
sewing Walt Disney T-shirts. The International Labour Organisation
released a report8 that concluded that about 250 million children were
working in developed countries, and as a result, celebrities, such as
Michael Jordan, were criticised for receiving huge endorsement payments
whilst the child workers received as little as 30 cents per hour.
The American public was outraged and companies like Gap, Levi
Strauss and Sears pledged themselves to fight exploitative practices. As a
result many retailers are now asking importers for certification that they are
complying with new codes of conduct.

36

The Changing Rules of the Game

WHAT GOES AROUND COMES AROUND,
THE DOWNSIZING OF TRUST
The third crisis identified in chapter one is the changing nature of
the work contract. Changing the rules may have worked in the short term
but in the long term it is coming back to bite businesses where they hurt
most.
Consider the effects of downsizing. When staff numbers are cut,
the first thing to go is creativity and risk taking – fear sets in. Morale plummets along with productivity and advisers immediately call for more cuts
to stem the slump. The result is what John Ralston Saul calls ‘corporate
anorexia’. Between 1989 and 1994, of the organisations that downsized,
only 34% showed an increase in productivity. Only half showed any
increase in profits whilst employee morale dropped by 86% 9. In ‘The
Loyalty Effect’, Frederick Reichheld points out that:“Downsizing cuts away at the very foundation of trust… If
you take the energy and motivation out of a company it suffers. Even more important is the fact that you are losing
experienced employees. They know your business and your
customers . When you burn them you incinerate your business.”10
The changing nature of the work contract has not only resulted in
a marked decrease in the loyalty of the company to the employee but also
of the employees to the company. After all, if the company is not going to
stick by its employees, why should they stick by it? Reichheld estimates
that the average US company:
“now loses half its customers in five years, half its employees in four, and half its investors in less than one. Layoffs,
stock market churn, fickle customers, executive job surfing –
all signs seem to point toward opportunism and disloyalty as
the governing principles in commerce as well as society.”
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This shift has caused fundamental problems for business. High
turnover costs big money. Consider a company with 2500 employees paying only an average salary of $30,000. If the turnover is 15% and the cost
of turnover is approximately one years salary, then the overall cost to the
business is $11.25 million. In addition to the cost, high turnover has a
destabilising effect on both the organisation and its customers. Not only is
the organisation constantly having to induct and train new people but customers are continually having to interact with new people which breaks
down the customer/company relationship.
Young graduates are also becoming more discerning in deciding
who they work for. Talented people want to be part of something they can
believe in, something that confers meaning on their work and on their
lives. The 1998 European Graduate Survey, conducted by Universum,
polled 5,738 final year Business, Engineering and Science students at
over 60 Universities. The results show that the top concerns of students
are: gaining a broad base of experience and skills; undertaking increasingly tough and varied challenges to continuously learn; to be recognised
for their achievements; and, to achieve a balanced lifestyle. In other
words, it’s not enough these days to simply offer graduates a high salary
and expect them to work for life. If they are not satisfied and they have the
goods, they will simply leave. For talented people it is always a seller’s
market.

THE QUICK AND THE DEAD
The final crisis identified in chapter one is the rapidly increasing
pace of change. From a business perspective this has also had a destabilising effect. Globalisation and deregulation have broken down many of
the barriers that have kept competitors apart. Nowadays corporations
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must compete on a global scale and be constantly aware of any market
developments. Missed information or slow responses can have devastating effects on a business’s bottom line. A business, to remain competitive,
now needs to be constantly scanning its environment and anticipating
changes in technology and consumer sentiment.
A good example of the rapid pace of change is the Internet. Only a
few years ago it was seen as the domain of computer nerds, now it is the
hottest market for new businesses. Consider this, iVilage is an Internet
company which had revenues of US$6 million in the first quarter of 1999
and expenses of US$24 million, but in March 1999 it went public and on
the first day investors bid up its stock price by 233%. Its market value as
of mid May 1999 was US$1.6 billion. What does that mean? Well, even
though the company is losing money it now has $1.6 billion in market capitalisation to play around with, which will allow it to rapidly acquire other
companies and build market share. Amazon.com is another well known
example. It has never shown a profit but with a market capitalisation of
US$23 billion it is in the same league as Alcoa.
The Internet scene is like the early stages of a Monopoly game – a
massive property grab where you either move fast or you lose. The future
belongs to those who stake their claims quickly.
But beware, just like Monopoly there is a point where income is
required to service ongoing expenses. Without income a business can
quickly be out of business regardless of how clever its ideas may be. As
of April 2000, iVillage’s share price had fallen to just below US$14 from a
high of US$113.75 – a drop of over 85%.
In other areas of technological advance similar opportunities will
arise. Consider the opportunities created in space by the new
International Space Station or the new possibilities in cloning or genetic
modification. The lesson is clear, businesses wishing to stay ahead of the
game need to be able to adapt to change on a daily basis.
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MULTIPLY BY THE INTERNET
Much has been written about the Internet and its effects on our
world, but the key is that the Internet multiplies the effects of change and
brings us closer to a ‘perfect market’ state - the so called ‘end point’ of free
market theory.
Over two hundred years ago Adam Smith proposed that if all forces
were operating in the market effectively, including morality, then the so
called ‘invisible hand’ of the market would reach in and set a fair and equitable price. This price would be much better than the best guesses of
bureaucrats attempting to control the market. Such a concept is very
appealing because it does support the notion of free choice and equality.
However, the key is that the ‘invisible hand’ only works best when
markets reach this ‘perfect’ stage. That is, where there are no barriers to
entry, all products are of the same quality, all products are the same price,
products are freely available from different suppliers and everybody knows
what is going on in the market in terms of information flows.
Note the last point - everybody knows what’s going on information
wise - this is the true effect of the Internet - transparency. When everybody
knows what is going on there can be no profits made through information
discrepancy. That is, if everyone who wants to trade shares can get the
same information from the stock exchange, a stockbroker cannot benefit
from a client’s lack of knowledge. When everyone who wants to buy a
book can not only get a price from the local bookstore but can also log onto
the net and get a price from Amazon, no one can make a profit out of line
with that set by the market. By providing all of us with ‘perfect information’
the Internet changes the game completely - we all start to see the true picture and can make decisions accordingly.
But the Internet does not just affect our purchasing decisions, it
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affects all of our interactions with the economic system - where we shop,
where we work, who we invest with and so on. Now we can have instant
and full information about a corporation’s activities. For example, what
their environmental record is, how they are rated as an employer, and
what their social involvement is.
The Internet is also really only at the embryonic stages. Third generation mobile phone technology due to be introduced in Europe and
Japan as soon as 2001 will increase data flow rates by between 30 and
100 times. This will mean video phones will become a reality, a total convergence between the Internet and television will be possible.
So, what’s the lesson from all of this?
That transparency is here to stay, that there is nowhere to hide and
that those organisations not up to speed with the new rules of the game
will be out of the game very quickly.

SUMMARY
Just as individuals have faced significant changes in the world over
the last two decades so has business. The crises of the environment, the
gap between the haves and the have nots, the changing nature of the
work contract and the rapid pace of change have affected both camps in
significant ways. In summary:

Government and regulatory bodies are placing more pressure on
businesses to be environmentally friendly.



Large businesses are relaying these pressures down the supply
chain.
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There are great opportunities to benefit from these changes through
innovative solutions.



There is increasing evidence from market research that the public
wants business to change its ways.



The public is willing to reward companies that address social and
environmental issues.



Downsizing has cut away at trust and employee morale.



Young graduates are becoming more discerning when choosing who
to work for, wanting to achieve a balanced lifestyle above pure material success.



The increased pace of change means that a key business success
driver is now adaptability.



The Internet has increased the level of business transparency - there
is nowhere to hide.

PART TWO
THE NEW PARADIGM
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The New Paradigm

3
T H E N E W PA R A D I G M

“One has to be deaf, dumb and blind not to see that we are
in the midst of a global institutional failure. Society is in the
midst of a millennial change that will dwarf the industrial revolution in a tenth of the time.” 1
Dee Hock, founder of VISA International

Dee Hock’s words are prophetic but how can we deal with the
changes that are occurring in the world and put them into a form that we
can make sense of? One way is to consider both the social environment
and the business environment from a needs perspective.
Let’s take the business environment first. It could be argued that
the changing rules of the game identified in Part One have created the
most competitive business environment ever witnessed, but what are the
basic requirements to be competitive?
Firstly, businesses need point of difference, a competitive advantage that will allow the organisation to be successful in a commercial
sense. Without this fundamental factor, a business will simply be a clone
of its rivals and will be unable to sustain any type of commercial advantage.
Businesses also have a need to be able to deal with the environmental changes and accompanying regulations in a way that will allow
them to access markets and continue to supply both the public and their
business associates with their products and services. They also need to
be able to address the environmental issues in innovative ways that will,
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where possible, save them money rather than increase expenses.
Businesses also need to be able to attract and keep both customers and investors. To do this they need to maintain a good public
image so that when consumers are making purchasing decisions they are
inclined towards the company’s products and services rather than those
of their competitors. There is also increasing evidence that a corporation’s
image, with regard to social responsibility, has an influence on the decisions made by investors. In the MORI survey cited earlier, analysts,
investors and business journalists were asked to what extent knowing
about a company’s contribution to society and the community affected
their opinions of the company. 63% of business journalists said it did affect
their opinion, 48% of investors and 38% of analysts also agreed. In addition to this there is a growing number of both environmentally friendly and
socially friendly investment funds. All of these funds are continually wooing both private investors and investment funds to support companies that
have a good track record regarding social and environmental responsibility.
The third need for business is to be able to recruit and keep talented people so as to both reduce the costs of turnover and to build the cohesiveness of the organisation. Additionally, in today’s highly competitive
environment, organisations desperately need to be able to encourage and
motivate their employees so that they are highly productive. Thomas J.
Watson Jr., former IBM Chief Executive knew this when he said,
“I believe the real difference between success and failure in
a corporation can be very often traced to the question of how
well the organisation brings out the great energies and talents of its people.” 2
Lastly, there is the issue of rapid change in the business environment and the increasing need to compete on a global basis. The only way
an organisation can do this, in addition to recruiting and keeping talented
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people, is to be highly innovative and responsive to changes in the environment. In this way an organisation can keep ahead of the competition
and create new markets with new opportunities.
In summary then, it can be seen that the key needs for business to
remain competitive are: a point of difference; a good public image; environmental and social responsibility; an ability to recruit and keep talented
people; innovation and responsiveness; and highly productive employees.
In contrast to the business environment, the changes in society
have created a reordering of personal value systems identified in Part
One resulting in a search for a deeper sense of meaning in life. At a base
level, individuals have certain basic needs which have been identified and
discussed by philosophers over the past few thousand years.
Socrates, who was one of those philosophers, believed that as individuals we need to have a reason for being. We have to know that in
some way our life matters. We then have a reason to get out of bed in the
morning and continue along the journey of life.
Hegel identified the need for recognition from others, or ‘thymos’ as
he termed it. It is not enough to simply do things without any form of
recognition from our peers. We need to know that we have been ‘seen’
and acknowledged by others.
Aristotle said that at heart we are social beings, that we need to be
able to interact with others so as to allow us to be able to grow. Through
forming relationships with others we are able to see ourselves in the mirror that the relationship creates. This provides us with the opportunity to
see our strengths and weaknesses and then change ourselves accordingly. Social interaction also allows us to explore new ideas and new
thinking with others and to be able to see things from another perspective.
In addition, at our deepest level we all have the need to be able to
connect with the creative spirit and to have fun and play. This could be
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through the creation of new life in the form of children or through any number of creative pursuits such as writing, singing, painting or dancing. To be
able to create is a fundamental driving force for human existence and
without a connection to the creative spirit the landscape of our lives
becomes dry and desolate.
Finally, as individuals seeking a deeper sense of meaning in life, we
all need to take time for reflective space to enable us to contemplate our
journey and nurture our spiritual growth. Without this reflective space we
are unable to seize the opportunity that lies between thought and action.
In summary then, it can be seen that individuals have five basic
human needs: a reason for being; recognition from others; social interaction; to be able to connect with the creative spirit; and, space and time for
reflection and contemplation.

MATCHING NEEDS
Any relationship involves a matching of needs, whether it be a marriage, a business partnership, or a commercial transaction. So it is with
the new paradigm for business success. On the one hand we have the
business needs of: a point of difference; a good public image; environmental and social responsibility; the ability to recruit and keep talented
people; and, innovation and productivity. And on the other, we have the
individual's needs of: a reason for being; recognition from others; social
interaction; connection to the creative spirit; and, space and time for
reflection and contemplation.
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Needs Analysis
Business

Individuals

Point of difference

Reason for being

A good public image

Recognition from others

Env. and Social Resp.

Social Interaction

Recruit and keep talent

Connection to creative spirit

Innovation

Reflective space and time

Productivity
Success in the new paradigm then, requires the marrying of these
needs.
However, before looking at how to bring about this marriage it is
worthwhile to consider the key issue now confronting business leaders How can innovation and productivity be encouraged? A point of difference, a good public image and, environmental and social responsibility
will keep an organisation in business but on their own they wonêt necessarily make it successful. To be successful, an organisation must be both
productive and innovative.
This in itself highlights the fundamental shift required for the new
paradigm. A change in leadership style from control and fear to trust and
empowerment. Innovation and productivity are not possible under a heavy
burden of control and fear.
To be innovative, employees must feel free to experiment with new
ideas and concepts. To be productive, employees must be self motivated,
inspired to look for new ways of doing things, and encouraged to use their
own initiative. These things do not happen whilst someone is telling
employees exactly what to do whilst looking over their shoulder to check
up on them, and possibly threatening them with some form of punishment
if they get things wrong.
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It must be made clear then that the old management paradigm of
control and fear will not work in this new environment. Managers and
leaders need to be able to adopt the new paradigm of trust and empowerment.
Given that, how does a business marry together the two sets of
needs?

THE UNITY MODEL

The first step an organisation needs to take is to determine what its
Unique Reason for Being is. This will allow the organisation to determine
its point of difference whilst satisfying the individual need for a reason for
being. Secondly, the organisation needs to establish a Social Mandate.
This will allow for the development of a good public image founded on
environmental and social responsibility. It will also provide for the satisfaction of the individual need of recognition from one’s peers. Thirdly, the
organisation needs to establish a High Trust Environment. This will allow
the employees to have Social Interaction with others and at the same time
allow team bonds to build which in turn feeds productivity. The fourth factor is the creation of an environment that encourages Innovation. This will
satisfy the organisation’s need to adapt to change and be innovative
whilst satisfying the individual’s need to connect with the creative spirit.
Lastly, the organisation needs to provide for space and time for reflection
to allow for the growth of both the individual spirit and the organisational
spirit.
The Key Success Drivers for Business in the new paradigm can be
summarised as follows:-

•
•
•
•
•

A Unique Reason for Being
A Social Mandate
A High Trust Environment
Creativity and Innovation
The Awakening of Spirit

These Five elements are mutually dependent on each other but
can be seen as a type of self perpetuating loop, as shown in the model.
Most importantly it should be noted that the model is not a fixed flow chart,
it is a living structure which will change and adapt itself to the changing
environment.
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Each of the four elements on the outer ‘circle’ should be seen as
sets of questions that need to be answered. For example, an organisation’s Unique Reason for Being is a question that can only be answered
in relation to the community and environment in which it operates. As the
environment changes, so the organisation will have to change. To do this,
the organisation needs to be in touch with its environment and be willing
to anticipate and respond to changes.
An organisation’s Social Mandate will also need constant attention.
Twenty years ago it was acceptable to advertise cigarettes, print corporate material on paper made from virgin forest and burn garbage. Today
these are not acceptable activities. Individuals working for a company that
undertook such activities would not have the respect of their neighbours.
Trust flows from both of the areas discussed above, but most
importantly trust is generally only granted on reflection. This means that it
is not enough for an organisation and its leaders to make declarations as
to an organisation’s integrity. There must be congruence between words
and actions. That is, actions must be taken which back up these claims.
The difference between high trust and low trust organisations manifests
itself in many different ways both within the organisation and outside of
the organisation in the marketplace and the community in which it operates. In relation to creating an environment which allows the full expression of the human spirit, trust is essential. In a high trust environment people will feel more willing to become emotionally involved in the activities of
the organisation. This means freedom to participate – an essential element in creating a culture which fosters innovation and creativity.
Maintenance of trust also requires a constant questioning of the activities
of the organisation and a willingness to admit to failure and mistakes. An
organisation that breaches the trust of its people and customers will find
that it is, as Charles Handy suggests, like glass – once broken it can never
be restored.
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The fourth area that an organisation needs to continually develop
is Innovation and Creativity. This is a willingness to question what currently exists and to play with possibilities. Such a culture will rely on high
trust, as noted above, but it will also rely on the maintenance of good relations with the community and an awareness of the changing nature of the
environment. In turn, a culture of Innovation and Creativity will allow a
company to constantly change and reinvent itself thereby adjusting the
way that it delivers on its Unique Reason for Being to suit new circumstances.

THE HUMAN SPIRIT
By being aware of the four areas discussed above, and by constantly questioning an organisation’s performance in these areas, it is
possible to create an environment which feeds human vitality and in turn
creates the fertile ground needed to allow human spirituality to foster.
Organisations which continue to operate under the old paradigm will
increasingly find themselves alienated from the community and denied
access to well trained and committed people. Nothing stifles the human
spirit more than meaningless work and the new challenge for organisations is to answer the questions raised by the model detailed above and
to become ‘living organisations’.
It is my belief that an organisation that is able to address these five
factors together with an inherent shift in the management paradigm from
control and fear to trust and empowerment can be successful in the new
business and social environment confronting us all. At the same time as
achieving business success, such an organisation will provide for its
employees, opportunities for happiness and spiritual growth and thus create a better environment for all involved. One which allows prosperity and
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happiness to occur simultaneously within our market based system.
The next five chapters consider each of these areas in more detail
and provide some examples of what leading organisations are already
doing to address these issues.

SUMMARY


Business success in the third millennium relies on the ability of businesses to marry their needs with the changing needs of individuals.



The minimum requirements for business success are innovation and
employee productivity.



A fundamental shift in leadership style from control and fear to trust
and empowerment is required to achieve this.



A unification of the needs of business and individuals can be achieved
by constantly questioning and discussing five key areas:- A Unique
Reason for Being, A Social Mandate, A High Trust Environment,
Innovation and Creativity, and the Awakening of Spirit.



Individual happiness and spiritual growth are not mutually exclusive to
business success.
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4
A UNIQUE REASON FOR BEING
“You are what your deep driving desire is.
As your desire is, so is your will.
As your will is, so is your deed.
As your deed is, so is your destiny.”
Brihadaranyaka Upinishad IV. 4.5

In an environment where globalisation and free markets rule, companies now have access to the majority of markets in the world and consumers have an ever increasing range of products and services to choose
from. An organisation’s competitors can therefore be situated anywhere in
the world. They may consist of both large and small companies delivering
products and services through a variety of market channels such as traditional retailers and wholesalers, as well as newer avenues like the
Internet.
For example, Amazon.com is the largest Internet bookstore in the
world. In contrast to traditional bookstores, it has no need to display stock,
no need to pay rent for well located shops, and no need for shop staff.
However, it can be accessed by anyone in the world who has a computer connected to the Internet and a valid credit card. A customer has no
need to leave their home, they simply go to the online site, select their
books, log their credit card details and then wait for the books to be delivered to their door step.
In such an environment, the first question an organisation needs to
answer is ‘Why do we exist?’ or ‘What is our unique reason for being?’ If
an organisation cannot answer this question it cannot create a unifying

55

The Second Coming of Capitalism

force which justifies its existence to both customers and investors, nor can
it provide a sense of meaning or purpose to its employees. Additionally it
will be unable to identify what gives the organisation its competitive
advantage, its point of difference which makes it unique.
The World Business Council for Sustainable Development sees this
question as key to the issue of sustainability:
“As the world becomes increasingly crowded and acceptable
sinks for wastes and pollution more difficult to find, and as
valuable resources become scarcer and ever more expensive, companies which manage their resources more efficiently will gain competitive advantage. In addition, business
will be challenged on the actual value it provides. Consumers
will ask whether the function is actually needed: and, if it is;
whether particular products and services are the right answer
to that function, or whether there are alternatives.” 1
That is, if the customer cannot see the benefit in the company, they
will not support it and it will cease to exist.
To answer the question of existence an organisation needs to discover and declare its Vision and Mission.
“Where there is no vision, the people perish”
Proverbs 29:18

VISION
An organisation’s Vision answers the question of ‘Why?’, Why are
we doing this and for what purpose. The Vision is the spark which starts
the organisation and provides the focal point for rallying available energy
into a force which brings the organisation into existence. All organisations
start from the Vision of either one or several people. Enzo Ferrari had a
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Vision of building the world’s best sports car and thus began the legend
which is Ferrari, likewise Henry Ford had a Vision to,
“build a motor car for the great multitude… It will be so low
in price that no man making a good salary will be unable to
own one – and enjoy with his family the blessing of the hours
of pleasure in God’s open spaces… everybody will be able
to afford one, and everyone will have one. The horse will
have disappeared from our highways, the automobile will be
taken for granted.” 2

Thus the Ford Motor Company took its place in history.
If we consider an organisation as being on a journey, the Vision
declares the destination of that journey. In doing so, the Vision must
describe the destination in such a way and in such terms that it creates a
degree of tension between the current reality and the declared destination. Only if the Vision makes a deep connection with the desires of other
people will it provide a strong enough focal point to bring people together
and motivate them to make that Vision a reality.
There are many examples throughout history of individuals or
groups declaring a bold Vision in such a way that it motivates others to
move mountains in order to make that Vision a reality. Martin Luther King
Jr. was such a man. He declared:
“I have a dream that one day this nation will rise up and live
out the true meaning of its creed…. I have a dream that my
four little children will one day live in a nation where they will
not be judged by the colour of their skin but by the content of
their character.”
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John F. Kennedy, also had a Vision, that by the end of the decade
a man would stand on the Moon. Nelson Mandela had a Vision of an
African renaissance, where all people are treated equally regardless of
race, religion or gender.
All of these Visions provide a focal point behind which people can
rally. All of them create a sense of tension between the present and the
future. All of them provide a clear reason for undertaking action.
In a business organisation, the Vision provides a similar focus and
in the new paradigm where individuals are looking for a deeper sense of
meaning to what they are doing, it is a vital element for attracting and
keeping talented people.
What then are the key elements that a Vision must have? I believe
that there are four key elements that must be addressed.

A Vision that is never actually achieved is able to remain
unchanged. In this way, the Vision, together with the Mission and Values
forms a core of the organisation which remains constant over time. It provides the anchor point for actions within the organisation. This is the stable ‘inner’ which remains constant while the ‘external’ changes. It is
through this core that organisations can provide a stable sense of meaning for its employees and hence allow them to cope with the rapid
changes now occurring in the world.
In ‘Built to Last’ 3, James Collins and Jerry Porras distilled out some
of the Visionary statements of leading companies and these give a clearer picture of this concept:

Company

Vision

3M
General Electric

Our real business is solving problems.
Improving the quality of life through
technology and innovation.
Technical contribution to fields in
which we participate.
The company exists to alleviate pain
and disease.
To make people away from home feel
that they’re among friends and really
wanted.
We are in the business of preserving
and improving human life. All our
actions must be measured by our
success in achieving this goal.
To honorably serve the community by
providing products and services of
superior quality at a fair price.
We exist to provide better value to our
customers.

•
•
•

The Vision must be enduring
It must be easily understood and elicit an appropriate response
It must be based on more than just profit

Hewlett Packard

•

It must be bigger than the individual Visions of its stakeholders

Johnson & Johnson

Firstly, the Vision must describe a state of existence that individuals are able to imagine but which will change as circumstances change
such that it is never likely to be achieved.
This may sound odd but what point would there be in a having a
Vision that can be achieved within a short timeframe, it would mean that
there is no longer any reason for the organisation to exist. Possibly, one
might say that the American space program suffered this fate. Once a
man had stood on the moon the organisation seemed to lose its way.
Maybe they should have adopted a vision more like the one in Star Trek ‘to go where no man has gone before’.
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Marriott

Merck

Motorola

Wal-Mart
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All of these Visions have an enduring element to them, none of
them will be achieved in a definitive sense and all of them will change their
meaning as circumstances change.
Another clear example is the Vision of the KwaZulu-Natal
Department of Health, it reads “To achieve optimal health status for all
persons in KwaZulu-Natal”. This Vision has an enduring aspect to it, as it
will most likely never be achieved. As circumstances change the definition
of ‘optimal health status’ will change accordingly. In this way it will still be
relevant in one hundred years time and definitively answers the question
of why the organisation exists. It puts a stake in the ground and provides
an anchor point for all the people in the organisation. In addition it
declares what the ideal is and provides a motivating force which drives the
actions of the people in the organisation. It also provides a focal point for
the energies of those people.
The second key is that a Vision must be easily understood and elicit an appropriate response. If one cannot grasp the Vision of an organisation within a couple of minutes then it is not serving its purpose. The Vision
must be able to act as an attractor of people’s energies such that if someone is considering working for the organisation it will give them a clear
indication of whether or not the organisation’s purpose fits their own purpose. The Vision of the KwaZulu-Natal Department of Health does this, as
does the Vision for Merck,
“We are in the business of preserving and improving human life.”
It is immediately understandable.
The third element a Vision needs is to be bigger than just profits.
Profit alone does not provide an adequate motivational force for people
within an organisation, nor is it enduring. David Packard, the co-founder
of Hewlett Packard understood this:
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“I think many people assume, wrongly, that a company exists
simply to make money. While this is an important result of a
company’s existence, we have to go deeper and find the real
reasons for our being.” 4
In ‘Built to Last’, James Collins and Jerry Porras studied Visionary
Companies over an extended period of time and found that a focus on
more than just profits was a key to their success. Hewlett Packard was
one of these companies, as was Motorola and in its official statement of
purpose it details how profit fits in with the company’s other objectives:
“The purpose of Motorola is to honorably serve the community by providing products and services of superior quality at
a fair price to our customers; to do this so as to earn an adequate profit which is required for the enterprise to grow, and
by doing so provide the opportunity for our employees and
shareholders to achieve their reasonable personal objectives.” 5
The fourth key is that the Vision must be bigger than the individual
Visions of its stakeholders. As a way of explaining this, consider the
example of the Ferrari motor company. The Vision of the company is to
build the best sports cars in the world. It is large enough to encompass
the vision of the chief engine designer who most likely aspires to build the
best engines in the world, the vision of the stylist who aspires to design
the most beautiful and functional car in the world, the vision of the brake
designer who aspires to build the best brakes, and so on. If the Vision is
not big enough to include all stakeholders it will fail in its purpose of unifying their individual energies and hence needs to be revised.
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SHARING DREAMS –
THE CORPORATE VISION QUEST
Taking the time out to uncover an organisation’s Vision is one of the
most challenging and rewarding things that an organisation can do. To
achieve this, the organisation's key stakeholders must come together and
share their dreams and aspirations for the organisation. In a small organisation this would be the partners in the business, in a large organisation
it would be the Board of Directors.
Prior to the meeting, the participants need to find some time to
undertake the following exercise.
Imagine that nothing is impossible, that everything and anything
can be achieved. It is now some time in the future, all of your dreams have
been fulfilled, and you have just arrived at work.
What do you see? Who is there? What are they doing? What are
they saying? See the scene, feel it, touch it, smell it, hear it. What role are
you playing?
Write all of this down on a piece of paper, draw it if you wish. Once
you have completed this, consider the gap between the current reality and
this ideal reality you have just created. Does the gap create some tension
within you, motivating you to take action? Does this ideal reality stir emotions deep within you? If the answer is no, try doing the exercise again
but be more extravagant.
Now, turn the ideal reality and the gap into an aspiration statement,
as follows. ‘The Vision of the organisation is to …’
Once all participants have completed this exercise a ‘Dream sharing’ meeting can be held (see the detailed Case Study at the end of Part
3). This should be done away from the usual ‘office’ environment and be
facilitated by an independent and experienced facilitator. Firstly all partic-
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ipants should be made to feel comfortable and ground rules for working
together should be agreed upon. These may include such issues as confidentiality, participant status etc.
Once everyone is comfortable the individual dreams should be
shared and recorded one at a time. When everyone has had a turn, the
group then needs to pick the key elements out of each statement and
attempt to consolidate them into one statement. This statement can be
revised, edited or added to until all participants are happy with the result.
Finally, the Vision statement should be tested against the four key
criteria. That is:•
Is it enduring?
•
Is it easily understood, and does it elicit an appropriate response?
(i.e. motivational, stirring emotions)
•
Is it bigger than profit alone?
•
Is it big enough to include all of the individual Visions?

MISSION
Once the organisation has determined its Vision and answered the
question of ‘Why?’, the next question is ‘How?’. In other words, once the
destination has been determined we must consider how we are going to
make the Vision a reality.
Consider this analogy. We are currently in Darwin and someone
comes up with the bright idea of going to Sydney. Firstly they must enrol
us in this Vision. We would most likely ask them why we should go to
Sydney and they would most likely paint a rosy picture of the beautiful City
with its lovely harbour. If they did this in such a way that we could ‘see’ it,
then our desire would be piqued, a tension would be created between our
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current situation and this new possibility, and we would be motivated to
undertake the journey. The next question we would ask is ‘How are we
going to get there?’. We could go by car, by train, by bus or a multiple of
other ways – one group in a workshop even decided they would go by
Camel! What is crucial is to make a decision on the ‘How’, and so it is with
an organisation.
A Mission Statement therefore provides the answer to the question
of ‘How?’ and sets up some guidelines for determining which actions the
organisation will take in order to make the Vision a reality. This is important because of the fact that we only have a limited amount of time in each
day. We must therefore focus our energies and align them to achieving the
Vision so that wasted energies are eliminated. In this sense, the Mission
helps to translate the Vision into the structure of the organisation. All
strategic plans, policies, goals, projects and other activities of the organisation must be aligned to the Vision and Mission.
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Consider this in terms of the analogy of the trip to Sydney. If we
simply agreed on the Vision and nothing else it is likely that some of us
would rush out and book plane tickets, others would gather bus timetables
and still others would begin to prepare cars for the journey down there.
However, if we agree immediately that the way we are going to get there
is by Camel, all of these wasted activities can be eliminated and instead
we can all focus our efforts on procuring Camels and planning the most
appropriate route.
In the KwaZulu-Natal Department of Health example, the Vision is,
“To achieve optimal health status
for all persons in KwaZulu-Natal”.
The Mission which underpins this, or the way in which the Department
aims to bring this into being, is:
“To develop a sustainable, co-ordinated, integrated and comprehensive health system at all levels, based on the primary
health care approach through the district health system.”
The message is clear, all projects, strategic plans and any other
activities undertaken within the Department should therefore be co-ordinated, integrated and based on the primary health care approach. If they
are not, the activities should not be undertaken. In this way, the
Department can eliminate non aligned activities and the people within the
Department have a clear picture as to what the organisation is trying to
achieve and how it should be done.
RMIT University, in Melbourne Australia, provides a similar example. Its Vision is:
“To create and sustain a distinctive world class university at
the forefront of technical and professional education and real
world research.”
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This answers the ‘Why’, and then the Mission is:
“To provide technical and professional education that develops people for leadership and employment and, to undertake
research programs that address real world issues, within an
international and community context.”
This answers the ‘How’. So, again, if the activities of the staff of RMIT are
not developing people for leadership and employment then the activities
should not be undertaken.
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Activities of the business can then be assessed in terms of alignment and
fit to the Vision and the Mission.
But of course it would be naïve to believe that simply preparing an
inspiring Vision and Mission statement and distributing it to all concerned
is enough to make that Vision and Mission live. Many companies have
done this and the Vision and Mission statements simply remain glorified
wall paper. What is needed to turn them into living documents is commitment from both Management and Staff. Like much of life, total commitment is demanded of the few leaders before the followers will reciprocate.

DECLARING THE MISSION
– HOW TO DO IT

GIVING MEANING TO THE INDIVIDUAL

To declare a Mission Statement, an organisation must revisit the
Vision Statement and then ask the question, ‘How are we going to do it?’
The best way to do this is to firstly determine the key areas of the
business that would be needed to achieve the Vision (see detailed Case
Study at the end of Part 3). These may include current business areas
with some additional areas and/or may exclude some current business
areas. The crucial question to ask is one of alignment – ‘Do we need to
be in this business area to achieve the Vision?’ If the answer is no then
the unaligned areas should be eliminated.
Once the business areas have been determined, a brainstorming
session should be held to develop a list of possible activities that could be
undertaken within each business area. From these possibilities the key
activities should be highlighted and then put into statement from. The
result will be:‘The Vision of the organisation is to … and we are going to
achieve this by …’

I mentioned in the last Chapter that one of the key shifts needed for
the new paradigm is a change in Management style from control and fear
to trust and empowerment. If an organisation is going to bring out the talents and energies of its people in a co-ordinated, aligned way, then it is
crucial that they are committed to the Vision. Without commitment to the
Vision you can’t empower people. Without commitment to the Vision, people cannot be proactive in bringing it into being.
To be committed to a Vision, individuals must be able to understand
the Vision and be able to relate to it. This may sound simple, however due
to the nature of the human race we all have different interpretations of language and hence even a well written Vision statement will induce a variety of translations. Take the KwaZulu-Natal Vision:
“To achieve optimal health status
for all people in KwaZulu-Natal”
In a workshop with Managers and staff at different levels of the organisation they were asked to put the Vision into their words. The key difference
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was the interpretation of the phrase ‘optimal health status’. To some this
meant access to clean water and sanitation, to others it meant a reduction
in transmittable diseases, to still others it meant a decrease in the infant
mortality rate.
What is the result of this? Let’s go back to the journey to Sydney.
Let’s assume that we are all excited about the journey to Sydney but we
haven’t discussed exactly what it means. Some have interpreted the destination as being the beach, others have interpreted it as being the Blue
Mountains and still others believe that the destination is the shopping centre. Will we all end up in the same place? Obviously not, and that’s the
issue.
In an organisational setting, to commit people to the Vision, leaders
must take the time to discuss the Vision and come to a common understanding of what it means. If the Vision Quest exercise has been done the
participants will have a clear understanding of the Vision which they must
then share. However, more often than not Managers are given an existing
Vision Statement with which to work. Without a common understanding of
the Vision, people in the organisation will be heading in different directions
and hence there will be a lack of understanding between colleagues and
energy will be wasted.
One of the ways to do this is to have what the Zulus call ‘Indabas’,
forums which allow individuals to discuss issues in an open and honest
environment and then to come to a common understanding of the issue at
hand. This means taking the time as an organisation to factor in these
forums and where required provide facilitators to run them. These sessions should start at the top, that is, at the Board level, and then work their
way down through the organisation. When the members of the Board
have a common understanding of the Vision then it can be communicated to the top executive team. The top executives can then communicate
the Vision to their teams and so on. What is key is that leaders in the
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organisation are able to speak the Vision in a clear and consistent way so
that all people in the organisation have a common understanding of what
the destination is.
Once there is a common understanding of the Vision, a basis for
relatedness must be developed. In other words, people within the organisation must be able to relate their personal Vision to the organisational
Vision. Once again, this is key, because if people within the organisation
are to be self motivated and proactive then they must have a personal
stake in the achievement of the Vision. If they have no personal stake they
will have no desire to see the Vision become a reality other than the fear
inherent in not doing what they have been told, which, of course, is back
to the old paradigm of control and fear. In the new paradigm for business
success there is no room for people who are not enrolled in, and committed to, the Vision, because these people will constantly need someone to
tell them what to do. Something which organisations wishing to compete,
have no time for.
To enrol people in the Vision, time must be taken to discover what
individuals are committed to achieving in their personal life, what their personal Vision is. This may be: to provide for their children; to make a contribution to their community; to help end suffering; to create new products,
or a myriad of other motivations. Once the individual’s personal Vision is
established, the organisation, through its leaders, must establish a basis
for relatedness between the individual’s Vision and the organisation’s
Vision. In this way the individual will be able to see that in fulfilling the
organisational Vision, their own Vision will also be fulfilled, and hence,
they will identify with the company and be self motivated and empowered.
For example, Sally’s Vision is to see all of her three children go to
University and be successful in their lives. On the one hand she could just
see her job as a means to a pay packet, such that her only aim will be to
get through the week so as to collect her pay cheque.
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This isn’t particularly motivating and as such Sally will be in reactive mode. She will only do what she is told to do, she will aim no higher
than the quotas given to her and will never seek proactive solutions to
problems. When the company closes down due to lack of competitiveness
she will feel hard done by and will blame the management.
Alternatively, Sally’s Manager could take the time to sit down with
her and explain what the company’s Vision is. The manager will also need
to explain how the company plans to achieve the Vision and what the
many challenges are. He will need to take the time to ask Sally about her
personal vision and then form a basis for relatedness between the success of the company and Sally achieving her vision. Sally will now be able
to see that if the company is successful she will have guaranteed income
to fulfil her vision and the possibility of more. She will begin to see the futility of the ‘us and them’ attitude that she has had in the past. The Manager
must then ask Sally if she wants to be part of the team. It must be an offer,
not a command, and one which Sally will, most likely, eagerly accept.
When individuals identify with the organisation, significant things
occur. Firstly, as human beings we care about what we identify with. For
example when we identify with our family we care about them, when we
identify with nature we care about it and we eliminate activities, such as
littering, that damage it. Secondly, when we identify with the organisation
and know that others are also committed to the achievement of the Vision
suddenly instead of relating to each other on a one to one basis we can
relate to each other in terms of the Vision. That is, when we are committed to something which is bigger than ourselves, many petty personal differences that hinder our working relationships can be eliminated. Lastly,
commitment to a Vision and the empowerment that comes with it is
incredibly liberating. When individuals are proactive around a Vision they
are able to let their passion flow through them and into the workplace.
When we know that others are committed to the same thing that we are,
only then can we truly be a team and trust each other’s motives.
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The result of such an environment is higher returns and happy people, something which is supported by a recent Gallup poll 6 in America of
55,000 workers. The survey found that four attitudes, taken together, correlate strongly to higher profits. The four attitudes are:
• Workers feel they are given the opportunity to do what they do best
every day.
• They believe their opinions count.
• They believe their fellow workers are committed to quality.
• They’ve made a direct connection between their work and the company’s mission.
Obviously there are significant challenges to leaders inherent in this
new paradigm. Individuals that are committed to the Vision and who have
a sense of identity with the company cannot be treated as ‘human
resources’, they must be treated as human beings. This means, involvement, communication and consensus, something which some CEO’s are
already picking up on. Gerald Greenwald, CEO of United Airlines, which
is 55% owned by its employees, told Fortune Magazine in October 1996:
“What I have learned is how to manage with the consensus
of all employees. I’ve come to believe strongly in the value of
consensus, and I’ve come to believe that it is becoming a
prerequisite in the 1990’s for almost every corporation. There
are national surveys that show there is less trust in leadership than ever before – political leadership, business leadership, you name it. That alone should be clue enough that it
is important that we communicate with our people and justify what we’re doing to all our people.”
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LESSONS FROM NATURE
Creating a living organisation which is responsive to changes in the
environment can be seen as being akin to growing a tree. As the spark of
the organisation, the Vision is the seed which contains in it the guiding
light for growth. The Mission provides for the alignment and hence can be
seen as the trunk. As the organisation grows it will sprout branches just as
a tree does and each new branch will have its own sub-vision which must
be aligned to the overall Vision. Each branch will then have leaves which
serve the branch and in turn the overall tree. Likewise, all new branches
of an organisation will have leaves in the form of people conducting smaller projects and activities which must serve the sub-visions and in turn the
overall organisational Vision. When these activities do not serve the overall Vision, a good gardener will prune and eliminate. But trees do not often
eliminate their own branches and it is because they act as a living entity,
each part connected to each other and communicating as one. A living
organisation must act in the same way, constantly communicating back
and forth so as to eliminate, where possible, the need for pruning.
As a living organisation, still more analogies can be drawn, if we
see the workforce as the leaves, we can see the systems and processes
as supporting the roots and the branches, the water as the finance needed to sustain the organisation, and the birds, animals and insects as the
clients. The living organisation interacts with its environment just the way
a tree does. The birds and insects carry the tree’s seeds, just as clients
carry the good name of the organisation to others. The tree in turn creates
humus and oxygen which nurtures the insects and the animals, just as the
organisation creates wealth which nurtures its employees and its local
environment.
At the base of the tree, of course, is the soil, the earth. This con-
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nects all trees together. As individuals we contribute to many ‘trees’. In an
organisation the soil could be seen as the spiritual environment and it connects the organisation to the ‘tree’ which is the community, the ‘tree’ which
is our family, and the ‘trees’ which are other organisations. In this way, it
can be seen that we are all interconnected and a ‘tree’ or an organisation
which is out of balance and is not putting something back into the ‘soil’ is
doing so not only to the detriment of the other ‘trees’ but also to its own
detriment.

The next chapter looks at the question of ‘What is the organisation’s
Social Mandate?’ and, How does an organisation develop, question and
address it in a way that enables not only it, but the whole community to
benefit?
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SUMMARY


The first step an organisation needs to take to address the new paradigm is to determine its Unique Reason for Being. This then forms the
basis for the organisation’s Vision and Mission statements. The Vision
answers the ‘Why’ and must be:• Enduring
• Easily understood and elicit an appropriate response
• About more than just profit
• Be bigger than the individual visions of the stakeholders



The Mission answers the ‘How’ and provides for the alignment of all
company activities and the elimination of wasted energy.



There must be a common understanding of the Vision and the Mission
which can only be achieved by constant communication.



Any activities not aligned to the Vision and Mission must be eliminated.



All employees need to be enrolled in the Vision and Mission through
the discovery of a basis for relatedness between their personal Vision
and the organisation’s Vision.



QUESTIONS TO CONSIDER


Can you identify what your organisation’s Unique Reason for Being
is?



Given two minutes, could you explain your Vision to someone unfamiliar with the organisation and elicit an appropriate response?



How many people in your organisation know what the organisation’s
Vision is?



How often do you talk about the organisation’s Vision either in meetings or other communications?



Does your Mission Statement provide for the alignment of the organisation’s activities?



Are new business opportunities assessed with regard to how they
serve the Vision and the Mission?



Are leaders in the organisation empowering people by finding a basis
for relatedness between their personal Visions and the organisation’s
Vision, or are they simply telling people what to do?

The result of determining a Unique Reason for Being is a clarity of
purpose and being which allows for a focussing and pooling of individual energies.
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“There is more to our investment decisions than the expectations of profit… Today, a corporation must attend, not only to
a single bottom line, but to multiple bottom lines – the social,
environmental, political and ethical end results of a firm’s
actions and decisions. For a corporation has multiple roles to
play in society as employer, user of resources, producer of
goods, stimulator of consumption. Beyond its physical presence, it has social power and impact. Hence it must accept
that there is a public responsibility to being a private corporation.”
Andreas Soriano III, CEO, San Miguel Corporation

1

Just as the tree in the last Chapter cannot be grown in a vacuum,
so business does not operate in a vacuum. The decisions and actions
taken by businesses have an impact on many different areas of our society affecting individuals in the community and the environment, its
employees and other organisations in the marketplace.
In Chapter 3, I detailed the needs of businesses and individuals.
Businesses need to have access to markets, be able to recruit and keep
talented people, and, be able to maintain a good public image so as to
attract consumers and investors. Individuals, on the other hand, have a
deep seated need for recognition and acknowledgement from their peers.
If these needs are to be addressed and the twin goals of company
prosperity and employee happiness to be achieved then a Social Mandate
is crucial. What then is a Social Mandate? In its simplest terms, it is a
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stamp of approval of the organisation and its activities given by society in
general. In other words, approval from society to ‘go ahead and plant your
tree, we welcome your presence and your contribution’. This would mean
that the organisation is not violating the norms of society and is seen as a
valuable member of that society. Such a Social Mandate provides for the
opportunity for employees to have pride in the organisation they work for
and to hold their head up high in the community as a valuable individual
member. This of course feeds the desire of organisations to have employees identify with the organisation as discussed in the last chapter, which
in turn feeds productivity and profits.
Many organisations have in the past acted much less like trees and
much more like weeds, stripping the earth of its nutrients, suffocating other
plants and not putting anything back. A garden which allows weeds to
prosper and over run it does not remain a healthy garden for long, and so
it is with communities and businesses. Businesses wishing to prosper
must recognise the interconnectedness of all things and act accordingly to
help create a healthy community in which all can prosper.
The fundamental shift required to do this is a move from the current
focus of managing for shareholders to managing for stakeholders. An
organisation that is managing for shareholders alone will see only one
area of responsibility - the investors. This could be seen as akin to strip
farming – great in the short term, diabolical in the long term. In contrast,
organisations with a stakeholder mentality will see that they have a
responsibility to:• The community
• The marketplace
• The environment
• The workplace
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In gaining a Social Mandate an organisation needs to consult with
members from each of these groups, people who have a stake in the
activities of the organisation. From the Community this would include community leaders, politicians and pressure groups. From the Marketplace:
business associates including suppliers, investors and distributors, and
customers. From the Environment: the custodians, which include, indigenous people, environmental awareness groups such as World Watch, and
government and regulatory authorities. And from the Workplace: managers and employees.
Only by managing with a stakeholder approach and consulting the
relevant affected groups will an organisation be able to develop and maintain a Social Mandate which will allow it access to markets, people,
investors and consumers. But does this make a company profitable? It
would seem logical that a business which focussed exclusively on profits
would indeed be more profitable. However, when asking the question of
“Is financial orientation most likely to benefit the investor?”, Robert Heller,
writing in the UK newspaper, The Observer, found quite the opposite 2. He
concluded that profits and esteem often flow from non-financial factors,
“among which the respect and enthusiasm of customers for
the goods and services provided are critical. This high self
esteem and vigorous demand rest in turn on the co-operation
and motivation of the workforce.”
Heller was basing his conclusion on the research of two Harvard
Professors, John Kotter and James Heskett, detailed in Robert
Waterman’s book ‘Frontiers of Excellence’. They studied the records, over
an eleven year period, of large, established companies that gave customers, employees and shareholders equal priority. Heller summarised
their results,
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“Compared with the shareholder first outfits, their sales grew
four times faster and they created eight times as many jobs.
The financial pay off was spectacular: eight times the
improvement in share price and an astronomical 756 times
greater growth in net income.”
Heller’s explanation was simple,
“Profit is a residual, the result of income exceeding costs.
Income is provided by customers and costs are deeply affected by the employees – from top managers downwards – who
also have the power to alienate or delight the customer.”
These results are compelling and many progressive organisations
have been established to explore new ways of doing business in a socially responsible and sustainable way. Amongst them are the World Business
Council for Sustainable Development, The National Business Initiative in
South Africa, Business for Social Responsibility in the USA, Business in
the Community in the UK, and the Prince of Wales Business Leaders
Forum in the UK. As Sir David Simon, Chairman of BP and Senior Deputy
Chairman of the Prince of Wales Business Leaders Forum put it,
“Good corporate citizenship and sustainable development
are an absolute must. In a resource business such as BP,
license to operate is not a debatable issue. Too few companies are seen as occupying the ethical high ground, but most
are regarded as being on the low ground. This is an awful
story to hear about the state of our companies today. We
have to get these standards up. We are not here to debate
whether we should do this. In my view we are here to debate
how best to do it, in our business at the grassroots level, with
encouragement from us all in leadership positions.” 3
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So, the key question is ‘How do you do it?’ As mentioned earlier,
Shell is one company which has been hit by the shock of new and unexpected community pressures to be more environmentally and socially
responsible. After the shocks of the Brent Spar oil platform and Nigeria in
1995, Shell undertook to consult its stakeholders. The company’s first step
was an extensive audit called ‘Society’s Changing Expectations’ in which
Shell sought the opinions of peer companies, young people and employees. The research was worldwide and included a series of roundtable
debates between opinion formers and Shell employees on the developing
nature of societal expectations of multinational companies.
In all Shell listened to 7500 members of the public in 10 countries,
1300 opinion leaders in 25 countries and, 600 staff in 55 countries. From
this consultation Shell learned that there was a significant gap between
Shell’s own perceptions of its business and those of the wider society. In
response Shell committed itself to greater engagement and dialogue. The
company revised its ‘Statement of General Business Principles’ first published in 1976, and set out to communicate its values and prove that it
lives up to them in practice. In 1998, Shell launched the report ‘Profits versus Principles: does there have to be a choice?’ and invited the public to
comment.
Dr Roland Williams, Shell Australia Chairman, commented in
Company Director (Aust.) April 1999,
“Shell learned the hard way that it must listen, engage and
respond to every one of its stakeholder groups. No longer
can we be accountable solely to our shareholders or customers. Now other companies around the world are having to
accept this reality too. It is apparent to large companies and
institutions everywhere that society now demands a ‘Show
me’ approach rather than the conventional ‘Trust me’ or ‘Tell
me’ model of the past.”
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Shell has now adopted the ‘Triple Bottom Line’ approach which considers the economic, environmental and social bottom lines of the organisation’s business. It has also committed to making a long term investment
in a communications program to keep stakeholders informed about the
issues themselves and the work Shell is doing to address them. This
communications program includes the interactive web site www.shell.com,
opportunities for stakeholders to receive early copies of publications and
a global print advertising campaign based on the issues and dilemmas set
out in the first Shell report. Of these developments, Mark Moody-Stuart,
Chairman of the Committee of Managing Directors of the Royal
Dutch/Shell Group says,
“We don’t expect people to see things just from our point of
view. We all know real dialogue is two way. We want people
to talk to us. Let us know what they think. We promise to listen – perhaps not always to agree – but we will respond.” 4
Shell’s approach to addressing community concerns is one example of how organisations can go about dealing with this new paradigm. The
next two sections consider Environmental and Social Responsibility in
more detail and consider some examples and other approaches being
taken.

ENVIRONMENTAL RESPONSIBILITY
One of the problems with the issue of environmental responsibility
is that we have ignored it for so long that we now need to take massive
steps to prevent the robbing of future generations from being able to enjoy
the same quality of life that we now enjoy. Paul Hawken points this out in
‘The Ecology of Commerce’,

82

A Social Mandate

“we are faced with a sobering irony: If every company on the
planet were to adopt the environmental and social practices
of the best companies – of, say, the Body Shop, Patagonia,
and Ben and Jerry’s – the world would still be moving toward
environmental degradation and collapse.” 5
Given this desperate state of affairs some have proposed concepts which
will reverse the trend. Two of these are Factor 10, and ZERI.
The concept of Factor 10 is that for our economies to be sustainable whilst the global human population doubles and living standards in
developing nations approach those of current western standards,
resource conversion efficiency will have to improve by a factor of 10 – that
is a 90% reduction. Factor 10 was a result of a meeting held in Carnoules,
France in 1994 and initiated by the German think tank the Wuppertal
Institute 6.
The concept of Factor 10 has been further developed by Amory
Lovins and the Rocky Mountain Institute and the initial aim is to achieve a
minimum of Factor 4 improvements in resource conversion efficiency.
ZERI goes even further. The Zero Emissions Research Initiative
was founded in 1994 by Gunter Pauli, former President of Ecover, a manufacturer of environmental detergents based in Belgium. ZERI was
launched by the United Nations University in Tokyo. It was founded to
undertake scientific research, involving centres of excellence from around
the world, with the objective of achieving technological breakthroughs that
will lead to manufacturing without any form of waste. All inputs are either
to be used in the final product, or have to be converted into value added
ingredients for other industries. In this sense ZERI is unique as an environmental organisation as it is really a programme to improve productivity. Pauli explains,
“What we have realised is that we have probably come to the
edge of the levels of productivity for labour. There are few people
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in Australia or Japan or Europe who would imagine another five
fold increase of productivity of labour. We have already gone
so far. There are also few who expect that we can go for
another ten fold increase in the productivity of capital. So, we
need to turn to that part of our manufacturing systems that
have not yet succeeded in reaching high levels of productivity and that is raw materials.”7
ZERI estimates that, in terms of raw material usage, there is no
company around the world, except perhaps the petro-chemical industry,
that is on average using more than 10% of their raw materials, 90% is discarded. For example, when we ferment barley and hops into beer, we only
extract 8% of the sugars; the fibres and the protein are considered waste,
and given almost free of charge to the cattle farmers. So, if we realise that
basically we are only using 10% of what we have, there is great room for
improvement.
ZERI therefore proposes that businesses should not see zero emissions as an imposition but as a distinct competitive opportunity. In today’s
business environment of low inflation and global competition it is being
recognised that to be competitive a business must learn to think creatively and innovate continuously so that it can respond better to the needs of
its customers. ZERI sees the wasted raw materials as hidden assets that
have not been capitalised on. Hence, any corporation that is not using its
hidden assets to their fullest extent to generate better cash flow is a company which is at sub optimal levels.
To do this, ZERI suggests that business needs to adopt a portfolio
management approach to the multiple goods that a raw material provides
the opportunity to produce. That is, if the activities of the business are producing multiple goods the question is which ones does the business want
under its own control and which ones doesn’t it want.
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This portfolio management approach is very much in line with free
market forces. Pauli says that we are doing an injustice to the market system if we are throwing away materials that we see as waste when there
may be other uses for them. One of the industries where ZERI has done
a lot of work is the beer brewing industry. Today there are breweries in
Namibia, Japan, America and Germany that are finding new uses for what
they formally saw as waste products. In Japan they are using the spent
grain to make bread and at a brewery in Namibia they are using it to grow
mushrooms which are then sold into the market for profit. The spent grain
used to be sold to cattle farmers as feed for less than $200 per tonne. The
brewery now sells the mushrooms that it grows on one tonne of spent
grain for about $1000. As Pauli says,
“The competitive position of the market leader is in danger if
they ignore this opportunity”.
It is therefore no surprise that in a recent survey 8 in the Nikkei, the
largest business daily in Japan, all four major beer brewers of the country
declared that they were fully committed to implementing the ZERI concept. Other Japanese companies have also committed to Zero Emissions,
shown in the table below:-

COMPANIES WHICH HAVE IMPLEMENTED
ZERO EMISSIONS STRATEGIES
• Kirin (beer)

15 factories in Japan

• Sapporo (beer)

10 factories in Japan

• Asahi (beer)

9 factories in Japan

• Suntory (beer and spirits)

3 factories in Japan

• Kizakura (sake)

Tanba factory in Japan

• Fuji Xerox (office automation)

Takematsu factory in Japan
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COMPANIES WHICH HAVE DECIDED TO
IMPLEMENT ZERO EMISSIONS
• Honda
•Sekisui

all factories by 2001 (not the car)
all factories by 2002

• Sharp

all factories by 2005

• Toto (ceramics)

all factories by 2005

• Hitachi

all factories by 2010

• Omron (electronic equipment)

all factories by 2010

In addition to the commitments made by these companies, the
Japanese Ministry for Trade and Industry is continuing to sponsor forty two
professors in designing the theoretical framework for Zero Emissions in
Japan, with the intention that it becomes an International Standard (ISO
21000) by the year 2005.
Adoption of the technology is being driven by competitive forces in
the market. As Pauli says,
“What is happening is that when any director of a brewery
knows that this is working, he cannot permit himself not to
look at it. Because the conclusion comes very quickly that it
is advantageous in terms of cash flow. Instead of dumping the
waste off at cost price to cattle farmers we are generating 5
times more revenue. Who cannot permit themselves to look
at it? You have to do it! But besides this there is also a popularity issue. Ask yourself, in terms of popularity with the public at large, who would be more popular? The producer who
makes the beer they have been drinking and enjoying for the
past 10/20 years, or this incredible local brewer who is making tasty beer and in addition is making bread and mush-
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rooms. I think it will be the talk of the town. I think they will
talk about, get a lot of free advertising, free publicity, it will be
spread around the world so fast, that whatever advertising
budget that has been thrown against it by the bigger guys is
going to be money down the drain. So that is why I am saying we have a competitive issue at stake. If you not only generate better cash flow, better returns and if you capitalise on
hidden assets, but on top of that you are going to be popular
in town.”
ZERI’s message is clear, the way to emulate nature in an industrial context is to cluster industries on the basis of its waste content. Aside from the
brewing industry, ZERI has also been working with the cement industry.
At a pilot project in Indonesia, the cultivation of bamboo has been
combined with cement production. Bamboo is totally unrelated to cement,
but one of the major uses of cement is to convert it into cement board as
a major construction material. In order to make the cement board very
practical, asbestos used to be added, which has now been replaced with
synthetic fibres. Now the ZERI project aims to substitute those synthetic
fibres, which are very expensive, with bamboo fibres. It has been demonstrated scientifically that it is perfectly possible to combine the bamboo
fibres and have 70% cement with 30% bamboo fibres. This produces a
cement bamboo board, which meets exactly all the specifications that are
required by cement board. The advantages are:
1. It is a much cheaper source of the fibre, hence it reduces production
costs.
2. It is a natural fibre in which carbon dioxide is sequestered as it is
grown.
Initiatives like the two detailed above are fuelling changes that
seem new and radical but Gunter Pauli dismisses suggestions such as
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these and instead points out that examples of the logic behind the ZERI
Projects are to be found all around us. To illustrate this he likes to tell a
story about a tree and it is worthwhile repeating it here as it correlates to
the tree analogy I have used throughout this book.
“We always ask ourselves the question how can we be the
strongest and on one hand we can think in business how we
can be the most competitive but if we want to secure our
future markets and our future productive systems we will aim
to be the strongest, not based on power, money, politics,
muscle and balance, which I don’t think is really the driving
forces of our market system, but based on the following logic
which I learnt from nature.
Why is a tree the strongest tree on earth or in the area?
Well this tree is a tree which has the most leaves, and since
it has the most leaves it has the most photosynthesis, if it has
the most photosynthesis it has much more energy that it gets
from the sun but at the end of the cycle it will drop many more
leaves as well. If it drops more leaves there will be more food
for earthworms and for the fungi and they will turn all of this
into more humus. More humus will mean more food for the
tree and if the tree has more humus it will be able to produce
more fruit, and if it has more fruit there will be more birds and
if there are more birds there will be more excretion of the
birds which will improve the alkalinity of the soil which will
stimulate the soil bacteria and if you have more soil bacteria
you will have better nutrients into the tree and then the tree
will have more flowers and if the tree has more flowers then
there will be more birds and bees and more birds and bees
means better procreation and you will be able to propagate
many more trees.

88

A Social Mandate

What were the conditions, which brought this tree to
this very powerful condition? Very simple, whatever the tree
did not need it gave to someone else to make good use of it,
so the tree didn’t give away anything from itself, it just gave
away what it didn’t need. Second, the tree accepted in return
all the contributions from everyone whatever size or whatever the type of contribution and I think this is really the type of
message we want to give to the outside world and to our children, the same message is that. Whatever you don’t need in
your core business give it to someone else who can generate something value added with it. Second, don’t discard any
waste because you think its small or don’t discard any smaller contribution because you think its peanuts in the whole
operation in which you’re engaged in. You accept the contribution of many small operators because you know that
together the more of these you have the more respect for
having these contributions as well the stronger you will be in
the market.”

THE CERES PRINCIPLES
Some organisations have sought to incorporate standard environmental principles into their way of doing business. One such set of principles are the CERES Principles which were created in 1989, after the
Exxon Valdez incident, by a coalition of ethical and institutional investors
with more than US$200 billion in assets under management. More than
100 companies, including General Motors, have signed these principles
which commit signatories to publicly report on their environmental management progress.
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In 1999, the CERES signatories, led by the Calvert Group,
Progressive Asset Management and the US Trust Company of Boston,
undertook a year long campaign aimed at persuading their corporate colleagues worldwide to join them in endorsing the principles.
“Just as major investors came to understand their responsibility and opportunity to improve corporate governance, the
next step is to move judiciously and effectively towards sustainability,”
the companies said in a joint statement released in April 1999. They also
called on the US Securities and Exchange Commission, the International
Monetary Fund, the World Bank and others to,
“improve disclosure and transparency on environmental and
sustainability issues.”
The campaign marks a significant change in the stance of such organisations from being passive signatories to becoming active campaigners.

7. Environmental Restoration – promptly and responsibly remedying
environmental problems; redressing injuries caused to individuals;
restoring environmental damage.
8. Informing the Public – timely notifying those affected by environmental mishaps; seeking advice and counsel with community members;
not punishing whistle blowers.
9. Management Commitment – bringing the board of directors and chief
environmental officer into key environmental decisions and policy.
10. Audits and Reports – conducting an annual self evaluation; completing and publicly disclosing an annual CERES report.
(Source: The Coalition for Environmentally Responsible Economics)

CASE STUDIES
KALUNDBORG – INDUSTRIAL ECOLOGY
The idea of industrial ecology has been trialled in Europe in

The CERES Principles
1. Protection of the Biosphere – reducing emissions and making continual progress towards eliminating the release of any substance that
may cause environmental damage.
2. Sustainable Use of Natural Resources – including water, soils, and
forests and conserving non-renewable resources.
3. Reduction and Disposal of Wastes – eliminating waste through source
reduction and recycling and handling all wastes responsibly.
4. Energy Conservation – improving energy efficiency, using environmentally safe and sustainable energy resources.
5. Risk Reduction – minimising health, safety, and environmental risks to
employees and communities.
6. Safe Products and Services – reducing the use, manufacture or sale
of products and services that cause environmental damage.
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Kalundborg in Denmark. Although not at the Zero Emissions level, the
results have been outstanding. By 1995, $60 million had been invested by
the participating companies to establish 16 materials and energy exchange
schemes, which at that stage, were already producing $10 million a year in
surplus. Annual Oil consumption had been cut by 45,000 tonnes, coal consumption by 15,000 tonnes, water consumption by 600,000 cubic metres,
carbon dioxide emissions by 175,000 tonnes and sulphur dioxide emissions by 10,200.
(Source:Panagiotis Karamanos, “Industrial ecology: new opportunities for the private sector”, Industry and the Environment 18 (4), United Nations Environment Programme, OctDec 1995)
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INTERFACE – SUSTAINABILITY
Interface is a US based, $1 billion dollar a year leader in the floor
covering industry. It was established in 1973 by Ray Anderson and took off
when it moved into the carpet tile market. For the first twenty years of its
life, the company pursued profit at the expense of environmentalism like
many other carpet manufacturers. To make carpet, petroleum is drained to
make the nylon which is then fastened to fiberglass and PVC, both known
carcinogens. Factories then flush their dye water, which is full of heavy
metals and other toxins, into wastewater streams and release carbon dioxide into the atmosphere. When carpet is worn out it is taken up and
dumped in landfills as indestructible and potentially hazardous waste.
But in 1994, customers began asking what Interface was doing for
the environment and at the same time Anderson was given a copy of Paul
Hawken’s book ‘The Ecology of Commerce’. The result was a wake up call
for the company and Anderson suddenly changed tack with the vigor of a
born again Christian. He gathered together the Interface managers, told
them that by fouling the earth they had been ‘doing it wrong’, and challenged Interface to adopt new ways. The company called in a group of
advisers including Paul Hawken, Amory Lovins from the Rocky Mountain
Institute, and David Browner, and set about reeducating the employees.
Since 1994, Interface has: eliminated a fourth of the nylon in every
carpet tile; begun design of a compostable carpet – including experimentation with hemp, sugar cane and corn; added a recyclable carpet tile to its
product line; begun making fabric for office partitions from recycled soda
pop bottles; and, implemented a $1 million photovoltaic grid to power its
looms in California. Despite all this the company is still unsustainable due
to the non-recyclable nature of nylon but the company’s activities are putting pressure on suppliers. Anderson tells suppliers that the first among
them to produce a recyclable nylon will get all his orders – a healthy incen-
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tive for their R & D teams. The company also acknowledges the impact
the activities of its executives have on the environment and now plants
one tree in the rainforest for every 4,000 mile air trip taken by one of its
employees. At the last count this amounted to 12,000 trees.
The result of the change of course for Interface has been an
increase in stock price by 70% and profits by 81%, since 1994. Annual
sales have risen 77%. On the sustainability front, the company estimates
that it is 22% of the way toward sustainability. Emissions and solid waste
are down 30% and 50% respectively, per revenue dollar. This has translated into $19 million of extra cashflow, net of $62 million of R & D and $14
million of capital spent on conversion to sustainable technology.
The adoption of sustainability at Interface has meant remaking the
business from the ground up including, product manufacture, distribution
and disposal. This change is reflected by the new company credo which
has been set in bronze in the floor of the newest US factory.
“If we are successful, then we will spend the rest of our days
harvesting yesteryear’s carpet and other petroleum derived
products, recycling them into new materials, converting sunlight into energy – with zero scrap going into landfill and zero
emissions going into the ecosystem. And we’ll be doing well
– very well – by doing good.”
(Source: Fortune Magazine, June 21st, 1999)

NUTRA WASTE - USING WASTE PRODUCT
Back in 1996, Jeff Watts, a former Pig Farmer, hit on the idea that
livestock would be more productive if they had a high energy diet. He discussed the idea with a dairy farmer and then tried feeding wasted confectionery product to the cows. The result was a 5 – 10% increase in milk productivity and a corresponding increase in income for the farmers.
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Nutra Waste, based in Ballarat Australia, now distributes about 100,000
tonnes of confectionery a week and makes about $400,000 a year. Jeff
Watts says,
“It’s a win-win situation, because I am turning something
which would normally go to landfill into money. Before this,
manufacturers were paying to get rid of their waste which was
either going to the tip or being buried. About two to three percent of production is waste.”

NORWICH UNION - THE PAPERLESS OFFICE
At the offices of Norwich Union, a UK insurance firm, all mail is
scanned on arrival before being marked up electronically by ‘mail operatives’ and forwarded to the relevant departments. Double wide VDU
screens allow operators to have a picture of the customer’s letter or form
and the database on the same screen. The offices have no printers and
few rubbish bins. All printing, signing (with scanned in signatures) and dispatch of letters is done centrally.
(Source: www.biothinking.com)

Nutra Waste now collects the waste chocolate, jubes and other goo
from manufacturers. It is then sorted and crushed before being sold to
farms. About 60% of production goes to dairy farmers, and dairy cattle
which once produced 25 litres of milk a day are now giving up to 27.5 litres.
With farmers receiving 25 cents per litre for their milk, the volume increase
means an extra $4 a week in income.
(Source: ‘The Courier’, Ballarat newspaper, Saturday, July 10, 1999, p.3)

GILLETTE - CLOSING THE LOOP
Gillette achieved 50% energy savings and 90% water savings in
razor manufacturing by building consensus. Top management established
resource efficiency as a priority and then empowered teams at each site
to work together on ideas generated worldwide. An employee at one plant
suggested recycling water but this would have required building a cooling
plant. Then another employee suggested using the swimming pool as the
cooling system. Those ideas were shared with Gillette’s European sites
who combined them with still more ideas. Eventually the Boston plant was
able to rely entirely on the heat it had formerly been venting to serve all of
its needs. The key was empowering people to come forward with their
ideas.
(Source: Global Futures Case Studies www.globalff.org)
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SOCIAL RESPONSIBILITY
Social Responsibility goes beyond just how you interact with your
local community, it encompasses the rights of:• Current generations
• Future generations
• People living in other countries
One of the organisations which has been most progressive in
addressing the concept of Social Responsibility is Canon. In 1988, a year
after celebrating Canon’s 50th anniversary, the company announced the
beginning of a new phase in the organisation’s evolution. The aim was to
define an appropriate philosophy that would guide the company’s future
development and express its vision. The philosophy the company agreed
on was,
“The achievement of corporate growth and development with
the aim of contributing to global prosperity and the well being
of human kind”.
From this philosophy the concept of ‘Kyosei’ was developed, which is
defined as,
“All people, regardless of race, religion or culture, harmoniously living and working together for many years to come.” 9
The Honorary Chairman of the Board of Canon, Ryuzaburo Kaku,
believes that the concept of Kyosei should occupy a central position in the
personal ethics of each individual. That it should be a creed that all corporations and nations follow and that it should be the guiding principle for
the currently emerging new world order.
According to Canon companies are essentially on a journey which
leads them to progressively become more socially responsible. The five
stages of this journey are:-
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1.

2.

3.

4.

5.

The purely capitalistic corporation
- this type of business stimulates the economy but management and owners care little for employees and share the
benefits of operation amongst themselves.
The company that shares a prosperous future
- in this type of company managers and workers share the
prosperity generated by the corporation but the company
does little to solve community problems nor is it
concerned with environmental issues.
The company assuming local social responsibilities
- this type of company respects the interests of stakeholders and its own nation but cares little about global issues.
The corporation assuming global social responsibilities
- the truly global corporation which endeavors to care for all
stakeholders on a global basis.
The ethical social institution
- this type of company seeks to change the world for the
better and tries to increase the number of like minded partners that assume global social responsibilities and are
actively concerned with global problems.

Ryuzaburo Kaku believes that there are three forms of imbalance that
truly global corporations should play a role in trying to address.
“These are:- imbalances in trade between developed nations; imbalances
in development between industrialised and developing nations; and the
contrast between the quality of the environment one generation inherits
and that left to the generation that follows.” 10
Since adopting the concept of Kyosei in 1988, Canon has strengthened its commitment to ecology and has launched a worldwide campaign
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to collect and recycle toner cartridges used in personal copier machines
and laser beam printers. It has also entered into, what it calls, Kyosei relationships with complimentary firms to create further innovations and provide the world with better products. Canon has Kyosei relationships with
Texas Instruments, Hewlett-Packard, Eastman Kodak, Olivetti and Apple.
What is the result of adopting a philosophy of working for the common good? Since introducing the Kyosei culture, Canon became the world
market share leader in copiers and desktop printers. The company’s profits grew at an annual rate of 20 percent. It sales grew at 9 percent per
annum and the return on equity more than doubled 11.
The concept of Kyosei was incorporated into ‘The Caux Round
Table Principles for Business’ announced in 1994 by business executives
from the US, Japan and Europe who sought to define the ethics of corporate activity. An extract from the principles is given here, however the full
text can be found at www.cauxroundtable.org

THE CAUX ROUNDTABLE
PRINCIPLES FOR BUSINESS
Principle 1. The Responsibilities Of Businesses:

Beyond Shareholders toward Stakeholders
The value of a business to society is the wealth and employment it
creates and the marketable products and services it provides to consumers at a reasonable price commensurate with quality. To create such
value, a business must maintain its own economic health and viability, but
survival is not a sufficient goal.
Businesses have a role to play in improving the lives of all their customers, employees, and shareholders by sharing with them the wealth
they have created. Suppliers and competitors as well should expect businesses to honour their obligations in a spirit of honesty and fairness.
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As responsible citizens of the local, national, regional and global communities in which they operate, businesses share a part in shaping the future
of those communities.

Principle 2. The Economic and Social Impact of
Business:

Toward Innovation, Justice and World Community
Businesses established in foreign countries to develop, produce or
sell should also contribute to the social advancement of those countries
by creating productive employment and helping to raise the purchasing
power of their citizens. Businesses also should contribute to human rights,
education, welfare, and vitalisation of the countries in which they operate.
Businesses should contribute to economic and social development
not only in the countries in which they operate, but also in the world community at large, through effective and prudent use of resources, free and
fair competition, and emphasis upon innovation in technology, production
methods, marketing and communications.

Principle 3. Business Behaviour:

Beyond the Letter of Law Toward a Spirit of Trust
While accepting the legitimacy of trade secrets, businesses should
recognise that sincerity, candour, truthfulness, the keeping of promises,
and transparency contribute not only to their own credibility and stability
but also to the smoothness and efficiency of business transactions, particularly on the international level.

Principle 4. Respect for Rules
To avoid trade frictions and to promote freer trade, equal conditions
for competition, and fair and equitable treatment for all participants, businesses should respect international and domestic rules. In addition, they
should recognise that some behaviour, although legal, may still have
adverse consequences.
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Principle 5. Support for Multilateral Trade
Businesses should support the multilateral trade systems of the
GATT/World Trade Organisation and similar international agreements.
They should cooperate in efforts to promote the progressive and judicious
liberalisation of trade and to relax those domestic measures that unreasonably hinder global commerce, while giving due respect to national
policy objectives.

Principle 6. Respect for the Environment
A business should protect and, where possible, improve the environment, promote sustainable development, and prevent the wasteful use
of natural resources.

Principle 7. Avoidance of Illicit Operations
A business should not participate in or condone bribery, money
laundering, or other corrupt practices: indeed, it should seek co-operation
with others to eliminate them. It should not trade in arms or other materials used for terrorist activities, drug traffic or other organised crime.
Declarations of Business Principles such as CAUX and CERES
give a clear indication of the expectations of investors and business leaders who have adapted to the new paradigm. Corporations wishing to gain
a mandate from such leaders and organisations will clearly have to change
their activities to suit these new principles.

UPSIZE DON’T DOWNSIZE
I’ve already mentioned downsizing in relation to its effect on trust
within an organisation but it is worthwhile considering it here from a social
responsibility perspective. Much discussion of corporate responsibility

100

A Social Mandate

focuses on the society in which an organisation operates but one of the
biggest responsibilities an organisation has is to its employees. The way
an organisation treats its employees can have a marked flow on effect to
the local community. These days a local manufacturing plant can be controlled by a manager based in a large city many miles away or for that matter in another country. To such a manager the people in the plant can often
become human resources rather than real flesh and blood people. When
the chips are down and costs are running over budget it is easy to slash
resources but it is much harder to cull people.
Situations where cost cutting is required provide opportunities for
organisations to show where they really stand in terms of their social
responsibilities. An organisation that elects to downsize effectively says to
its people - we are not in this together, you are expendable. Or, to use the
journey analogy, it’s like saying, when the chips are down we’re going to
shoot the stragglers. If you were about to embark on a journey and someone said that to you, what would you do?
The strange thing about downsizing is that when you look at organisations that have downsized, they don’t get the results they’d hoped for.
A 1995 study by Watson Wyatt Worldwide found that only 46 percent of
companies surveyed met their expense reduction goals after downsizing,
and fewer than 33 percent met their profit objectives, with only one in five
enhancing shareholder return on investment.12
In addition to this, the costs of downsizing can be huge. Reduced
productivity, loss of key talent, reduced risk taking, reduced idea generation, and potential legal and administrative costs are just some of the
drawbacks.
So, what’s the answer? In a word - empowerment. If we’re in this
together then surely the best way to go is to empower the members of the
organisation to make a contribution.
Republic Engineering Steels in the US did just that. When the
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employees bought the company in 1989, it needed to cut costs by US$80
million per year just to remain solvent. The company initiated an employee suggestion program for its 5,000 employees and initiated Project 80.
Suggestions were reviewed by a joint management-union committee,
workers then developed an action plan, and it was implemented.
In the first 20 months of Project 80, employees suggested about
1000 improvements of which 500 were suggested. These suggestions
have resulted in US$45 million in savings with another $20m more identified.13
Empowering employees will not always mean that no one loses
their job but it does change the whole feeling of the action. Telling employees exactly what is going on and inviting them to become involved in finding a solution is surely a better way than simply treating people like robots.
Downsizing is simply a short term solution to what is often a long term
problem. Upsizing involves finding long term solutions such as finding new
markets, new solutions to old problems and new ways of saving
resources. But above all, upsizing allows us to ‘see’ people and act
towards them in a responsible way.

CASE STUDIES
Developing Staff Pride through Community
Involvement – DHL
DHL, the international documents and parcels carrier, was the recipient of the 1998 UK Business in the Community communications award for
Excellence in Corporate Community Investment. DHL’s Moving Mountains
community investment program involves ‘The DHL Challenge’ where staff
are encouraged to come up with ideas for money raising activities. The
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corporate affairs department supports events with T-shirts, posters, baseball caps, and the company matches funds raised, up to two thousand
pounds.
The program depends on staff input so a key to its success is internal communications. The company uses videos, the in house magazine
and internal emails to publicise the company’s charity work. The primary
aim of the program is not corporate publicity but rather staff community
involvement. Whereas the company used to support one charity per year
it now lets staff members decide where the money goes. The result is an
increased awareness of the company’s community programs.
(Source: Business in the Community UK, 1998 Annual Report)

Accessing New Markets - Community
Empowerment for Mutual Benefit
In 1995 BMW opened a dealership in Johannesburg which was the
result of a partnership between one of the country’s largest car dealership
and the Women’s Investment Portfolio (W.I.P.). W.I.P. is a consortium of
black women investors using their purchasing power to negotiate economic empowerment and independence. The partnership benefits both
parties, the dealership benefits through the extensive links of W.I.P. which
represents the interest of some 30,000 black women. Alternatively W.I.P.
will work to ensure that economic empowerment continues beyond the
dealership by outsourcing and sub contracting work to small scale operators.
(Source: Business as Partners in Development, Prince of Wales Business Leaders Forum,
1996)

Building Corporate Reputation - Assisting
Local Entrepreneurs
In 1990, UK based United Biscuits (UB) bought Gyori Keksz, a food
processing company in Gyor, Hungary. To manufacture potato chips for
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the central and eastern European markets, UB also invested in a greenfields site at Gyor Industrial Park. But UB wanted the community to benefit from its investment in addition to the people it employed. As a result of
this desire and with the assistance of the local authorities in Gyor, major
companies such as IBM, and donor agencies such as the British Know
How Fund, UB established a business advice centre. Opened in 1992, the
centre now offers advice on a range of issues aimed at assisting small
scale businesses to be successful. Since opening, the centre has assisted more than 300 entrepreneurs and the company’s reputation has been
enhanced both in locally and nationally.

The key points from this Chapter are: Business does not operate in a vacuum, its activities have flow on
effects in the community, the marketplace, the environment and the
workplace.

(Source: Business as Partners in Development, Jane Nelson, Prince of Wales Business
Leaders Forum, 1996, p.118)

SUMMARY
“As we move into the twenty first century, it is increasingly
clear that the key elements of social responsibility - especially how we support our workers, their lives, and communities
- will be key elements in a company’s productivity and competitiveness”



There is evidence to show that an inclusive stakeholder approach to
running a business results in increased profits.



Leading companies will increasingly put pressure on other companies to be environmentally and socially responsible.



Improvements in raw material usage efficiency can provide for large
productivity gains.



Social responsibility includes the rights of current generations and
future generations as well as people living in other countries.



The key to social responsibility is open and honest two way communication with stakeholders in the spirit of inclusivity.



Downsizing is a short sighted solution to cost cutting.

Michael R. Bonsignore, CEO of Honeywell

QUESTIONS TO CONSIDER
The message from these examples is clear, the new paradigm for
business success means becoming an integral and valued member of the
global community and the environment. Only by doing this will an organisation have access to markets, attract consumers and investors, and be
able to recruit and retain talented people. By doing this, an organisation
also begins to create an environment where individuals can feel proud to
work and feel proud to tell their peers where they work.
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Does your organisation have processes in place which allow it to
consult with community members and other stakeholders?



Does your organisation see environmental groups as ‘the enemy’ or
as a valuable resource to be consulted with?



Does your organisation have an environmental policy? If so, how
often is it updated? How is it communicated to employees and suppliers? What action is taken if it is breached? How does it compare
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with the policies of other organisations? and, is the organisation
proactive in promoting the policy?






Does your organisation have a process in place for considering the
social impacts of business decisions on both current and future generations?
Is your organisation actively involved in community issues? If so, do
employees have a say and can they be involved? Are these activities
aligned to the activities of the business and the concerns of the members of the organisation?
Does your organisation have an ‘us and them’ culture or are you on
the journey together?

A SOCIAL MANDATE – HOW TO DO IT
1. Make a list of the key stakeholders in the four areas – community,
marketplace, environment and workplace.
2. Determine what you believe to be your responsibility in each of
these areas (It may help to consult with other organisations or
bodies such as CERES or the Caux Roundtable).
3. Make an initial assessment of how you believe your organisation
meets these responsibilities.

6. Determine what actions need to be taken to bridge the gaps.
7. Take action.
8. Implement a regular communication and assessment procedure to
ensure the organisation stays on track.
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4. Consult with the key stakeholders and gain their feedback on how
they see the organisation is doing in meeting its responsibilities.
5. Determine what the gaps are.
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6
A HIGH TRUST ENVIRONMENT
“I firmly believe that any organisation, in order to survive and
achieve success, must have a sound set of beliefs on which
it premises all its policies and actions. Next, I believe that the
most important single factor in corporate success is faithful
adherence to those beliefs… Beliefs must always come
before policies, practices, and goals. The latter must always
be altered if they are seen to violate fundamental beliefs.” 1
Thomas J. Watson, Jr., Former IBM Chief Executive

Once an organisation has answered the questions of ‘What is our
Unique Reason for Being?’ and ‘What is the organisation’s Social
Mandate?’, the next issue that must be addressed is the creation of a climate of high trust. Only within a climate high in trust will individuals feel
safe to engage emotionally with the organisation and its members. In
doing so, individuals will be free to create meaningful relationships with
others that will allow them to grow and develop through the lessons they
can learn through those relationships. Alternatively, from the organisation’s perspective, the creation of a high trust environment is crucial for
bringing out the great energies and talents of its people. It is also crucial
in allowing the organisation to develop long term relationships with its customers, business associates, regulatory bodies, and to maintain its social
mandate.
What then is this thing called trust? In its simplest terms ‘trust’ is
an attitude that is marked by an absence of fear. If we trust someone we
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feel confident that we can place something in their care without fear that
they will breach our confidence or harm us in any way. In a personal relationship, if we have trust in someone we will feel safe enough to confide
in them our deepest secrets without fear that they will use those secrets
against us. In a business relationship, if we trust the other party, we will
feel safe that they will not default on the relationship or defraud us in any
way.
Trust therefore is an essential element to any meaningful relationship or business transaction. An absence of trust in a business relationship dramatically increases the costs of doing business as we will need to
have everything in writing, have witnesses and take other precautionary
measures to protect ourselves. Fear is the enemy of trust. When our relationships are marked by fear we have no room for trust. Instead we put all
of our energies into making sure that we will not be harmed in any way.
This is so for both business and personal relationships.
Trust has several attributes, the first and most important is that it is
generally only granted, in a lasting way, in retrospect. That is, when we
meet someone for the first time we generally grant them what is called ‘the
benefit of the doubt’. Such that we give them a limited degree of trust until
we get to know them better. Over a period of time we then observe their
actions to determine what their underlying belief system is. Upon reflection we will then make a judgement of them to decide whether we can
trust them and to what degree. In this way we create ‘trust spirals’. Once
we have decided to begin to trust someone we give them more trust, that
is, we place more confidence in them and have less fear of the consequences. After another period of time we then reflect again and decide if
they were worthy of that increased level of trust. If so we give them more
trust and so on.
The reverse, of course, is also true. Trust is very fragile and if it is
broken it generally causes some form of hurt to the one whose trust has
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been violated. Hurt causes pain which is unpleasant. The result is an
increase in the level of fear regarding the one who has broken the bond
of trust. Fear then tends to act like a virus, it mutates into such things as
paranoia. Paranoia then creates more fear and hence less trust, and so
down the spiral we go. The result is relationships based on fear and
anger. Fear that the other party will cause us pain, and anger caused by
the pain inflicted by the last breach of our trust. If we then act out of anger,
with the aim of seeking some form of retribution for the pain caused we
cause the other party pain, hence more anger and fear. All of which is no
use if we are trying to create a high trust environment where people can
feel empowered.
To create an attitude of trust, four conditions need to be satisfied:1.
Behaviour must be distinct – that is, actions taken to support stated
values must be clear and distinct.
2.
Behaviour must be consistent over time.
3.
Behaviour must be consistent in different situations.
4.
There must be consensus that it is correct to trust the person,
organisation or entity in question.
The creation of trust relies on the activities of individuals to create
these four conditions and an understanding of ethics and values allows
this. This is so for both business and personal relationships.
If an organisation is characterised by low trust there are several
ramifications. Firstly it will be unable to harness the energies of its people
because they will be utilising a lot of their energy in protecting themselves
against others within the organisation, including both other staff and management. Secondly, the organisation’s cost of doing business will be dramatically higher as suppliers and associates will require orders in writing,
credit checks will be required and various other legal sureties will need to
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be undertaken. Third, the ability of the organisation to form long term relationships with its customers will be diminished as the customers will judge
the organisation’s products and services only on their merits when compared with those of the competition. There will be no sense of loyalty to
the organisation. Lastly, the organisation’s social mandate will constantly
be in question which in turn will limit its access to markets and require it
to undergo regular regulatory scrutiny.
Organisations therefore need to create what I call high trust spirals
with:•The workplace
•The community
•The marketplace
•The environment
To do this, an organisation needs to firstly determine what values
are going to guide the behaviour of its members, and secondly be vigilant
in the adherence to those values. That is, it must be sure that its actions
reflect the stated values in a distinct and consistent manner over a considerable period of time. By acting in a way that is consistent with stated
values, in the four areas mentioned above, trust spirals can slowly be
built. The key to this is taking the time to clarify values and then having
integrity between actions and those values.
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VALUES
“Around us there is a breakdown of… values in business
and government… It is not just the overwhelming, overpowering greed that pervades our business life. It is the fact that
we are not willing to sacrifice for the ethics and values we
profess. For an ethic is not an ethic, and a value not a value,
without some sacrifice for it, something given up, something
not taken, something not gained. We do it in exchange for a
greater good, for something worth more than just money and
power and position.”
Jerry Kohlberg, formerly of Kohlberg, Kravis and Roberts, the leveraged buyout experts
made famous by the RJR Nabisco buyout and the subsequent book, ‘Barbarians at the
Gate’.

Values are the key reference points that we use when navigating
through the journey that is life. They underpin our behaviour and any economic transaction that we make. As we grow up we learn our values from
our families, our community, our religion and our education. Values are
the things that we care about most. Values determine what we consider
to be worth pursuing in life and they give meaning and purpose to our
lives. They provide motives and determine quality of life. They give direction to our lives like the rails that keep a train on track and as such they
provide our foundation.
Common values include: love, truthfulness, fairness, freedom, tolerance, responsibility, respect for life, accountability, achievement, duty,
justice, empathy, humour, integrity, humility, obedience, patience, self
confidence, wisdom, independence, serenity, creativity, generosity, loyalty, safety, dignity, service, generosity and purity.
Amidst the Chaos all around us, values allow us to see what is most
important and to pursue these things in our lives.
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 HEART
 HAND
HEAD
Values are based in the head where we are intellectually convinced
of something. That is, we can be intellectually convinced that it is good to
respect life, or that it is good to uphold the value of justice. Values are also
based in the heart, where we are affected by something’s worthiness. So
we see it as being worthwhile to be generous to people for example.
Finally, values are based in the hand where they commit us to decision
and to action. If we value something we generally Feel, Think,
Communicate, Choose and then Act.
Not all values are the same though, they can be divided into two
distinct categories. Instrumental Values are those that enable us to
achieve various ends or goals in life, by contrast Intrinsic Values, are valuable in themselves, whatever the conditions of life. Intrinsic values are
those values which are good whether they suit us or not. They are the
things like, freedom, fairness, respect for life, and justice. Intrinsic values
don’t necessarily serve us in the sense of providing us with some sort of
material benefit. By being honest, for instance, you may not directly benefit yourself in a material way.
Instrumental values on the other hand are the values which enable us
to achieve various ends or goals in life. For example, being efficient or the
value of profitability, will allow us to achieve material ends. The value of being
hardworking, again will allow us to achieve various ends. There is a big distinction between instrumental values and intrinsic values and we need both
to guide us through our lives.
There are three key points here. Firstly, we don’t see values, we
see actions. If a person says they are trustworthy it is not tattooed on their
forehead. Values form the foundation of a persons character and in that
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sense they are like the part of an Iceberg which is below the surface. We
only see the part which is above the surface, in this case, the actions of
the individual concerned. From these actions we try to deduce what the
persons values are and if their actions correspond to their rhetoric.

The second key point is, as Jerry Kohlberg has pointed out, a value
is not a value unless we are willing to make some sort of sacrifice to
uphold it, to pay some price. For instance, we may say we are honest but
if, when offered the opportunity to profit from dishonesty, we choose that
path instead of honesty it is clear that we value money ahead of honesty.
The third key point, which I discussed in Chapter One, is that the
new paradigm for business success involves a fundamental reordering of
the values which individuals hold as being most important. In the old paradigm, the hard instrumental values of profitability, accountability and
efficiency were seen as being the sole drivers for business success. In the
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new paradigm, these values are still important but they have been joined
by a set of the softer intrinsic values such as respect for the environment,
care for others, freedom and equality.
To be successful in the new paradigm, businesses must be able to
give these ‘softer’ values equal consideration when conducting their activities.

TRUTH = TRUST
As I have explained above, trust is an attitude which is built over
time around consistency in behaviour. To create trust spirals, organisations need to be able to:1.
Determine a set of organisational values.
2.
Be consistent to those values over time and modality to generate
belief that they are indeed true.
3.
Have the courage to stay in truth.
4.
Be open to admit error and return to the truth.
The most important of these four are: the courage to stay in truth;
and, the willingness to admit error. Lack of truth breeds suspicion, suspicion breeds fear, fear destroys trust. It is therefore crucial that at all times
managers and leaders of organisations have the courage to remain truthful and to remain in the conversation. Such that, even if things do not go
the right way, the avenues of communication remain open. Without the
courage to do this, an organisation will never truly develop the esprit de
corps that says ‘we’re in this together, let’s support each other.’
What does this mean in practice? Consider the case of Widget
Manufacturers Pty Ltd. The Sales Manager has just managed to land an
order from one of the largest car makers in the country. It’s something that
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he has been working on for years and it represents a significant breakthrough for the company.
Two weeks go by and the Sales Manager decides to find out how
the order is progressing. He walks down to the production floor only to find
that the widgets coming off the production line are of incorrect specification. He immediately sees red and, with smoke coming out of his ears, he
heads for the Production Manager’s office. Moments later he bursts
through the door and, ignoring the other junior staff present, begins abusing the Production Manager, calling him incompetent and stupid. The
Production Manager reacts angrily, accusing the Sales Manager of not
providing the design team with the correct specifications, and physically
throws him out of the office. Standing outside the office with all of the floor
staff now staring at him, the Sales Manager is even angrier. He decides
to go and see the design team and vent his anger where, he repeats his
performance. The result of this performance is that both the design team
and the Production Manager have decided that the Sales Manager is a
mad man. They have effectively gone into judgement and any semblance
of conversation has ended. The only dialogue they will have with the
Sales Manager now will be fear based and sceptical. They are not on the
same ‘team’ anymore and it is now an ‘us and them’ situation.
The following day the Sales Manager has calmed down a little. He
decides to check the specifications that he gave the design team and
finds that they match perfectly. Perplexed he checks the specifications
that the customer gave him and finds that they also match perfectly. With
trepidation he picks up the phone and calls the client’s administration office.
After some investigation it is found that an error has been made by a junior
clerk whilst typing up the order.
The Sales Manager has been in the business for over fifteen years,
he knows that if he had taken the time to check the specifications he
would have picked up the error immediately. He also knows that the order
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will now be late and that the widgets already made will have to be thrown
out. The result being that a highly profitable order will now cause the company a loss.
The Sales Manager has several choices. He can call the client and
blame either their clerk, the Production Manager or the design team. Then
he can call the Production Manager and the design team and blame the
client. Finally, he can call the Managing Director and blame one or all
three of the client, the Production Manager and the design team, for the
loss the company will suffer. The result will be that the Sales Manager will
save face in the short term but the relationships with the client and the
internal staff will be permanently damaged.
Alternatively, the Sales Manager could decide to have the courage
to stay in the truth and admit errors, he could call the client and explain
the error, accepting that he should have picked it up earlier. He could then
visit the Production Manager and the design team and admit the error and
apologise for his outburst. The result of this will still be a loss to the company in the short term but in the long term, by staying in the conversation,
the relationships will be able to be rebuilt and trust will grow.

VALUES INTEGRATION
Developing a set of organisational values can be done in several different ways but the key is that the values statement reflects the true beliefs of
the organisation. That is, it must reflect the culture and behaviour desired
within the organisation.
Values statements generally tend to consist of about half a dozen
values and they may be determined by staff surveys, management
decrees or from the founder’s core ethos. What is critical is that the values
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become part of the ‘inner’ immutable core of the organisation. In this way
the values combined with the Vision and Mission become the anchor
points of the organisation.
Once the organisational values have been determined, the organisation needs to create consistency and this means incorporating the values into every aspect of the business. This includes:• Recruitment
• Leadership training
• Staff assessment
• Policies
• Strategies
• Actions
Once again the analogy of the tree can be used to illustrate this. The values form the rules under which we agree to work together. In a tree these
would be such things as the older leaves supporting the newer leaves
until they grow large enough to support themselves. The trunk and
branches passing the water upwards to help nourish the top of the tree.
Values conflicts provide the best example to demonstrate commitment to certain values. For as Martin Luther King Jr. said,
“The ultimate measure of a man is not where he stands in
moments of comfort and convenience but where he stands
at times of challenge and controversy.”
In my book ‘Sensitive Chaos – A guide to business ethics and the creation
of trust’ I proposed a step by step model for resolving values conflicts and
ethical dilemmas in a clear and justifiable way.
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ple, What is the history of the problem? Who is involved? How did it
come about? Is someone at fault? Why is someone at fault? Are others
involved in the case? Is there any information which you need to solve
the problem?

Estimate
Once you have outlined the background you can make an initial
estimation of the ethical dilemma present. That is, what the core issues
are. What is the main ethical conflict?

List
After that List: list the possible solutions to the problem and what
you can do here is use the three questions, Is it right? Is it good? Is it
fitting? to mark off possible solutions.

Impact
I is impact: consider the likely impacts of each of the initial solutions
or the outcomes of each solution. Who will they effect? How will each
solution harm or help people?

Eliminate
As shown in the drawing, when faced with an ethical dilemma the
following steps can be taken.

Once you have a range of options you can eliminate the totally
unacceptable solutions. For example, if there is a solution which involves
significant harm to people, then obviously you would immediately eliminate that option.

Background
First of all B is background. State the background of the case
including its context, its origin and any other important details. For exam-

120

Values
Next you can consider the values which are upheld and violated by
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each solution. In each solution there will be significant principles and values, which are upheld or violated. At this point you can consider the stated organisational values and consider whether the organisation’s stated
values have been upheld or violated.

Evaluate
Lastly, evaluate the remaining solutions, considering again the likely impacts and values which will be upheld or violated. What must be
determined here is which values are most important and why is one solution better or worse than another. Is there another solution that you
haven’t considered?

IT - The Decision
And finally we come to a decision. You must make the decision, state
it clearly including why it is best, justify it and defend it against criticism.
How will you carry the decision out? Who will object to the decision? What
are the weaknesses of the decision and how will you defend the decision?
Using the BELIEVE IT Model, an organisation can train staff to incorporate a key set of values into their decision making. That is, when assessing the values involved in the dilemma, staff can make reference to what
the organisation has stated that it wishes to be the most important values.
In this way, the approach to resolving ethical dilemmas in an organisation
becomes less reliant on individual value judgements and more reliant on
stated organisational values. Additionally it gives staff a step by step
approach, which enables them to resolve ethical dilemmas quickly and in a
way that is entirely justifiable. The result is consistency in values application which helps to breed trust.
An example of this approach took place in South Africa soon after
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apartheid was abolished. A large manufacturing firm, which employed a
great number of black South Africans on the production floor, wanted to
change the values in the organisation. It started by putting all the management staff through a training programme, so that they had a grasp of
the main issues, but the key to its eventual success was that it printed its
new values on small wallet sized cards and distributed them to all of its
staff.
When the predominantly black production floor staff felt that the
management were acting in a way that violated these values, they simply
‘carded’ them. Much in the way a soccer referee red cards a player who
violates the rules. The success of the program was astounding, and
behaviour soon changed.
It should also be noted that the use of a step by step model such
as BELIEVE IT relies heavily on personal values in addition to any stated
organisational values. We don’t come to work as a blank sheet. For the
model to work best companies should encourage individuals to take the
time to actually sit down and work out exactly what values they stand for
and what is most important in their lives. Then when considering ethical
dilemmas, the BELIEVE IT model can be used to achieve rational and justifiable decisions, at work or in private life.
What should also be remembered, is that whilst it is very easy to
talk about ethics, values, and principles, it is much more difficult to actually put them into practice. To refine our skills we must continually practice and continually learn from our mistakes. The key to this is to have the
courage to remain in the conversation and confront our fears.
To fear to attempt, is to fear to gain.
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VALUES STATEMENTS
Just as our personal values provide the reference points that guide
us through the journey that is life, so the organisation’s Values Statement
provides the same guidance for the organisation. By setting down a set of
principles, the Values Statement defines what type of behaviour will be
acceptable in undertaking the pursuit of the organisation’s Vision. In doing
so, the Values Statement defines ‘the way we do things around here’ and
forms the foundation of the organisation’s culture.
In this way it says to the organisation’s members, ‘these are the
values that must be taken as being most important when making decisions’. It also says to the marketplace and the community ‘this is what we
stand for, these are the principles that we will uphold in the conduct of our
business’. In doing so, a Values Statement supports the organisation’s
Unique Reason for Being and its Social Mandate. As I’ve already men-
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tioned, the Values Statement is therefore the third hook of the organisation’s anchor which provides the stable inner core of the organisation.
Most Values Statements take the form of a list of values with differing degrees of explanation. Others form a statement of intent. One of the
best known of these is the Johnson & Johnson Credo penned in 1943 by
R.W. Johnson Jr. it has stood the test of time:-

Our Credo
We believe that our first responsibility is to the doctors, nurses, hospitals,
Mothers, and all others who use our products.
Our products must always be of the highest quality.
We must constantly strive to reduce the cost of these products.
Our orders must be promptly and accurately filled.
Our dealers must make a fair profit.
Our second responsibility is to those who work with us –
The men and women in our plants and offices.
They must have a sense of security in their jobs.
Wages must be fair and adequate,
Management just, hours reasonable, and working
conditions clean and orderly.
Employees should have an organised system for
suggestions and complaints.
Supervisors and department heads must be qualified and fair minded.
There must be opportunity for advancement – for those qualified
And each person must be considered an individual
Standing on his own dignity and merit.
Our third responsibility is to our management.
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Our executives must be persons of talent, education, experience and ability.
They must be persons of common sense and full understanding.
Our fourth responsibility is to the communities in which we live.
We must be a good citizen – support good works and charity,
And bear our fair share of taxes.
We must maintain in good order the property we are privileged to use.
We must participate in promotion of civic improvement,
Health, education and good government,
And acquaint the community with our activities.
Our fifth and last responsibility is to our stockholders.
Business must make a sound profit.
Reserves must be created, research must be carried on,
Adventurous programs developed and mistakes paid for.

A High Trust Environment

RMIT will be characterised, as an organisation and in the conduct
of its individual members, by the following values:
• practicality
• relevance
• environmental care
• technological innovation
• ethical behaviour
• client focus
• enterprise
• fairness to all
• creativity
• innovation
• knowledge transfer
(Source: RMIT Internal publication on ethics and values, 1998)

Adverse times must be provided for, adequate taxes paid,
new machines purchased,
New plants built, new products launched, and new sales plans developed.
We must experiment with new ideas.
When these things have been done the stockholder should receive a fair return.
We are determined with the help of God’s grace,
To fulfil these obligations to the best of our ability.

The Johnson & Johnson Credo has survived for over fifty years with
only minimal changes to keep it up to date. It is an excellent example of a
statement of intent that not only gives a clear indication of how staff and
management should behave but also of how the organisation is going to
interact with the community and the marketplace.
As I have mentioned, more recent examples of Values Statements
tend to have a list of core values with some explanation. The Values
Statement of RMIT University, in Melbourne Australia, reads:-
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The Values Statement of the Department of Health in KwaZuluNatal is also of this form. It simply states:Core Values
• Trust built on truth, integrity and reconciliation
• Open communication, transparency and consultation
• Commitment to performance
• Courage to learn, change and innovate
(Source: KwaZulu-Natal Dept. of Health, 1999)

The global company United Distillers and Vintners (UDV) also has
a Values Statement:Our Values
UDV is developing a new way of working based on our shared
desire to build a strong, dynamic culture. At the heart of this culture is a
way of behaving, expressed through our four values:
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Freedom to Succeed
• Openness
• Challenge culture
• Team work
• Trust in people
Be the Best
•
•
•
•
•

Being first matters
Continuous learning
Beating the competition
Setting high standards
Delivering Results

Passionate about Consumers
• Innovation
• Curiosity propels growth
• Caring about brands
• Courageous
Proud of What We Do
• Social responsibility
• Integrity
• Sensitivity
• Diversity
(Source: UDV Annual Report,1998)
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LIVING THE VALUES
In the new paradigm for business success, with the increased level
of scrutiny of corporate activities, a corporation’s values are critical elements. In the words of Robert Haas, CEO of Levi Strauss,
“In the next century, a company
will stand or fall on its values”. 2
Values Statements lay down clear guidelines for behaviour but the
key is the same as it is for Vision and Mission statements, there must be
commitment to the values and they must be understood by all people in
the organisation. If there is not commitment and understanding, Values
Statements simply become more wallpaper.
Recall the Iceberg analogy - Values are hidden, the only things we
see are actions. Research has shown that what staff members take as
indications to the key values of the organisation are those behaviours
which are rewarded and the behaviour of leaders of the organisation.
Leaders must therefore have a keen grasp of what the values mean in
practice, a commitment to act on the values and the time to reflect on their
behaviour and assess whether or not their actions match their words. The
organisation, as an entity, must also ensure that its actions match its values. Without such actions, values simply provide a rod for the organisations back and breed cynicism and contempt.
One example of an organisation acting on its values is Merck.
Recall that Merck’s Vision is:
“We are in the business of preserving and improving human
life. All of our actions must be measured by our success in
achieving this goal.”
In trying to achieve this Vision, Merck has long articulated its key ideals.
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In 1935, George Merck II stated,
“We are workers in industry who are genuinely inspired by
the ideals of advancement of medical science, and of service
to humanity.” 3
In 1987 Merck was presented with a challenge to its values. It had
developed Mectizan, a drug to cure ‘river blindness’, a painful blindness
caused by parasitic worms, then affecting over a million people in the third
world. But Merck was unable to find a government body or other agency
that would pay it for the drug. Its decision – to give the drug away free and
distribute it so that those who need it would receive it. Asked why Merck
made the decision, P. Roy Vagelos the Chief Executive replied that failure
to go forward with the product could have demoralised Merck scientists –
scientists that were working for a company that explicitly states it is,
“in the business of preserving and improving human life”. 4
But demonstrations of commitment to values don’t have to involve
life threatening situations. Simple things can also get the message across
to members of the organisation. Take Bagel Works in the US, a New
Hampshire based chain of bagel stores. Its values include: an emphasis
on employee health; safety and empowerment; community involvement;
and, environmental responsibility. The company constantly reviews policies and procedures to ensure that values are integrated. For example, to
demonstrate its commitment to employee health and safety, the company
purchases flour in more expensive 50 pound bags, rather than the standard 100 pound bags, to protect the workers from back injuries.
Making the values live goes beyond simply printing them on a
glossy leaflet and distributing them throughout the organisation. It requires
engagement and discussion to translate the words into actions and
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behaviours that support a cohesive culture. Consider Ralph S. Larsen’s
advice, CEO of Johnson & Johnson,
“The only way to keep values alive is to continue to talk about them,
to study them, to live them.”
Let’s consider a simplistic example. Back to the Camel ride to
Sydney. We’ve now decided, after much discussion, that we are going to
the beach in Sydney and we’ve decided that the ‘how’ is by Camel. There
are many of us undertaking this journey so we need to decide on a few
rules, or values, which will guide our behaviour as a group on the way
down there. We decide that: we are going to stick together; that we must
care for the Camels; that we will make decisions by consensus; and that
we will not harm the natural environment on our journey. So, we have our
values. Now they need to be translated into behaviours so that all people
can understand them. If we value looking after the Camels there are several implications – we wouldn’t beat them, we would water and feed them
regularly, we wouldn’t ride them for too long each day and we would make
sure that they are not overloaded. We could do the same for the other values. The point is that to make values live we must translate them into
behaviours that all people understand. Additionally, we must realise that it
would not be enough to simply talk about the values at the start of our
journey and then not discuss them again. There must be constant discussion as to whether or not we are upholding our values and how to deal
with any violations of the values. In workshops most people agree that on
such a Camel journey we would probably have these discussions on a
daily basis around the campfire at night. The challenge for organisations
wishing to make values live is to find that space and time to have the
‘campfire’ discussion.
I’ve mentioned that the Zulus hold Indabas, one particular type of
Indaba involves an all night celebration where the activities of the tribe
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and its achievements are celebrated. In between the celebrations, stories
are told about the exploits of heroes – this provides examples of ideal type
behaviour. Leaders also hold forums where they lay out the plans for the
days ahead.
Indabas or meetings such as these provide ideal opportunities to
discuss, debate and celebrate the organisation’s values. At the same time
they provide opportunities to ‘indoctrinate’ new comers into the organisation. Other methods include, values based training, company songs, rituals, ceremonies, social gatherings and internal corporate communications.
To make the values live an organisation should include values
awareness training in its induction program. It should also take the time to
allow individuals to translate the values into behaviours applicable in their
particular area of work. This could take the form of forums where work
groups consider the values individually and ask ‘What would this mean in
practice?’. For example, the value of ‘challenge culture’ would mean being
open to having the traditional ways of doing things challenged without taking the challenge personally. Only by allowing employees the time to
translate the values into behaviour will values become alive in the organisation.
Additionally, one of the most important things an organisation
needs to do is ensure that its recognition and reward structures are
aligned to the values. Recall that research shows that people pay attention to what type of behaviour is rewarded and also to the behaviour of
leaders in the organisation. The organisation must therefore be careful to
ensure that it is rewarding behaviour consistent with its values and that
leaders are demonstrating behaviour which is also consistent with the values.
When leaders act in ways that are not consistent with values they
send a clear message to others in the organisation that the values are
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mere words. For example, consider an organisation which has as one of
its core values the principle of well being and balance. If senior members
of the organisation are working extremely long hours and possibly even
bragging about how long they are working, then it sends a clear message
to all that well being comes second to long hours at the office. The value
that will then be uppermost in the culture will then be long working hours
instead of well being.
It is therefore critical that leaders in the organisation also take the
time to consider the behavioural implications of the values and then act in
a way that is consistent with them. One way of ensuring this is by having
360 degree performance reviews which take the values into account so
that leaders can receive feedback on how their actions are being perceived by others.

CASE STUDIES
PICK ‘N PAY – ‘OUR EARTH. OUR FUTURE.
JUST SAVE IT !’
Pick ‘n Pay is a large discount and family supermarket chain in
South Africa which has a long standing policy on environmentalism that
emphasises sustainable development. It sees this policy as an extension
of its social investment program and has a specific mission which is,
“To improve the quality of lives, both inside and outside the
company, through a commitment to corporate environmental
awareness.”
The principles, or values, which underpin this policy are to:• Institute a broad based environmental education and training program
for all employees, ensuring that environmental policy is seen as integral to each employee’s job, and not as an additional function.
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•
•
•
•
•

Measure and monitor all environmental impacts of the business and
set specific targets in pursuit of continuous improvement.
Comply with environmental legislation and, where possible, meet
future legislation ahead of deadline.
Influence suppliers to reduce their impact on the environment.
Integrate environmental considerations and objectives into relevant
business decisions in a cost effective manner.
Publish information on the environmental performance of the company as a whole as well as that of individuals within the company.

The translation of these principles into action includes the following:• Workshops to promote the understanding of, and commitment to, the
policy.
• Involving line managers in reviewing the performance of departments
in areas such as energy use.
• Involvement in, and promotion, of such events as ‘Don’t let the 20th
century kill the 21st century’, ‘Adopt a dolphin’, ‘Marine Day’, ‘Water
week’ and ‘World Environment Day’.
• Running a staff competition called ‘The Green Trust Environment’.
The company’s environmental policy is a good example of laying
down a clear set of values and then taking action to support the belief in
these values. According to Ray Murray, of Pick ‘n Pay, the slogan for the
1999 World Environment Day campaign, which is, ‘Our Earth. Our Future.
Just Save It !’,
“epitomises the no nonsense attitude needed when tackling
the problems facing the earth. We no longer have the time to
sit around making policies. It’s time to act.”
(Source: The South African newspaper, ‘Independent on Saturday’, June 5th 1999)
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SUMMARY


Trust is an essential element to any meaningful relationship or business transaction.



A low trust environment increases the cost of doing business, hinders
an organisation’s ability to harness the energies of its people and to
form long term relationships with customers and suppliers. It may also
limit access to new markets.



Trust spirals need to be created in the workplace, the marketplace,
the community and with regard to the environment.



Values provide the key reference points for navigating through the
journey that is life.



A value isn’t a value if you aren’t willing to pay a price to uphold it.



Truth provides the basis for trust.



A person is what he does not what he says. We don’t see values, we
see actions therefore organisations need to work hard at values integration and consistency.



Organisational Values Statements provide the third anchor point for
the organisational culture. They define what type of behaviour will be
acceptable in the pursuit of the organisation’s Vision.



Organisational Values need to be constantly discussed and explored
if they are to live.
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QUESTIONS TO CONSIDER


If your organisation has a Values Statement is it hidden away in a
report or visible for all to see?



Is the Values Statement seen as a glossy marketing document or a
living reflection of the culture of the organisation?



Is there alignment between the actions of leaders in the organisation
and the stated Values?



Are the values taken into consideration when assessing performance,
promoting or rewarding people in the organisation?



Are the Values part of the induction program?



Is there a common understanding of what the Values mean in practice? That is, has a link been made between the Values and the
actions or behaviours that would support them?



Is any time made to allow for open and honest discussion of the
Values?
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A HIGH TRUST ENVIRONMENT – HOW
TO DO IT
The creation of a high trust environment is crucial for success in the
new paradigm. To do this an organisation must:• take the time to determine what its key values are.
• ensure that all are committed to these values and understand them.
• constantly monitor the actions of staff and management to ensure the
actions match the talk.
• constantly monitor company activities in the community to ensure that
actions match the talk.
• find time to discuss the values at a deeper level.
• be consistent over time and modality.
To determine organisational values requires the key stakeholders,
such as the partners or directors of the organisation, to take time out for
some deep reflection.
Because organisational values provide the anchor points for how
the people in the organisation wish to work together the first step is to
uncover the personal values of each individual. One of the easiest ways
to do this is to consider the critical moments or pivotal points in one’s life.
These may have been instances where you had to make a hard decision
which resulted in you being alienated from your peers, or it may have
been a decision which cost you your job or a promotion, or even a decision based on deeply held principles which cost you a close relationship.
Critical moments generally provide us with situations where we
must choose between one value and another. We must then pay a price
to support the chosen value and whatever decision we make shapes our
life from that point on. In this way, critical moments can be seen as a fork
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in the road of life, once a decision has been made it is very difficult to go
back.
For example, Bernhard is a young computer whiz who has accepted a job with a company in Singapore on a one year contract. However,
after working with the company for two months Bernhard begins to feel
uneasy about the way the company treats its clients, noting that they
sometimes neglect to mention new product developments which are in the
pipeline, causing the clients to have to upgrade more regularly than needed. At the same time, one of the largest clients offers Bernhard a job working directly as an independent consultant. It is one of Bernhard’s dreams
and he must now make a decision between upholding his commitment
and remaining loyal to his employer or choosing to break his commitment
and work independently where he can uphold the value of honest communication.
Whichever decision Bernhard makes will affect his life from that
point on. If he decides to break his contract he will be unlikely to get another contract and will possibly suffer from internal doubts as to his ability to
make and stick to his commitments. Alternatively, if he stays with his
employer he will have to live with what he sees as dishonest business
dealings and will then have to make a decision as to what action he is willing to take to rectify the situation. This may include standing up to his
employer, which may cost him his job. In each of these choices Bernhard
will have to pay a price to uphold the values he sees as being most important.
In examining the critical moments in our lives, the key is to be able
to make the distinction between what you say your values are and
whether or not you act on them – actions are the key. In Bernhard’s case
if he chose to stay with the employer but did nothing about what he sees
as dishonesty he could not truly say that his actions supported the value
of honesty. Alternatively, if he left his employer without first confronting

138

A High Trust Environment

them, he could not say that his actions supported the value of loyalty. The
point is - he must make a decision and then take action based on his values – and then he will have to live with the result.
In doing this exercise, write down the values that come up, then
next to each value write down all of the behavioural implications of that
value. For instance, if I believe in the value of honesty, the behavioural
implications are that I will not lie or attempt to deceive people in any way.
This would include instances where the lack of information would create
deception of some sort (refer to the detailed Case Study at the end of Part
3 for more examples).
Once you have determined your personal set of core values (probably no more than seven or eight root values) consider how these core
personal values translate into how you wish to behave in a business setting. What are the implications for how you should behave at work if you
are being true to your personal values? Write down a list of all the actions
that would support each value.
Next, consider the business in the context of:• The workplace
• The marketplace
• The community
• The environment
Go through these one by one and write down the values that you wish to
be the guiding principles for the behaviour of the organisation. Now, write
down the behavioural implications for each value. Next, add this list of values to your personal list and eliminate the duplicates.
You should end up with a list of about ten to twelve values and a
corresponding list of the actions that support these values. For example,
if we believe in the value of Loyalty then some of the behavioural implications would be:• We always look for good intentions.
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•
•

We work as a team acting with loyalty to our colleagues and clients.
We never gossip about people behind their backs and we honour our
commitments.
When all stakeholders have completed this exercise a meeting
should be held to share and consolidate all of the individual work into an
organisational Values Statement. This will require discussion as to what
each value means and how each value relates to each other. What will be
found is that there is a significant degree of overlap, much like the elements of an atom, as most situations require the consideration of more
than one value. The key is to ensure that the sphere of operations of the
organisation is covered by the values embodied in the organisation’s
Values Statement.
The key is to involve the hearts, minds and spirits of all people in
the organisation. Only by doing this on a consistent basis will a high trust
environment be created.
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7
INNOVATION AND CREATIVITY
“All of history supports the observation that the desire to create is a fundamental urge in humankind. Fundamentally we
work to create, and only incidentally do we work to eat. That
creativity may be in relationships, communication, service,
art, or useful products. It comes close to being the central
meaning in our lives.” 1
Willis Harman and John Hormann, in ‘Creative Work’

In an era of globalisation and free markets, products reach the
mature stage of their lifecycle at ever increasing rates and hence the window of competitive advantage gained from the introduction of new products becomes smaller and smaller. Innovation arises from human creativity and the only way to sustain competitive advantage is to create an
enduring culture of innovation built around harnessing the talents and creativity of individuals. Such innovation needs to occur not only with regard
to products but also to processes, services, management, technology,
marketing, distribution and every other area of business activities.
From an individual perspective we need to connect with the creative life force. As children we all love to play and create but as adults
many of us have this socialised out of us. The creation of an innovative
culture provides an environment which allows individuals to reconnect
with their passions and to bring this sense of fun and play into their work.
Such a culture can only be built in an environment of trust where everyone in the organisation has a clear idea of, and commitment to, a shared

141

Innovation and Creativity

The Second Coming of Capitalism

vision and values. In addition, true creative energies can only be
unleashed when individuals feel that what they are doing is for a greater
good, that it makes a contribution to society at large, that it is worthwhile.
Hence, by taking the time to establish a Unique Reason for Being, a Social
Mandate and a High Trust Environment an organisation lays the base for
an Innovative Culture.

THE INNOVATION CHECKLIST
Peter Drucker wrote that innovation is capable of being presented
as a discipline, capable of being learned, capable of being practised. But
is there a process?
A preliminary step to encouraging Innovation might be to consider it
akin to growing the grapes for a fine wine rather than the simple process
of selecting and purchasing the wine at a bottle shop. There are several
key elements to growing good grapes, as there are to encouraging innovation. First, one must have the right soil – that is the culture of an organisation must be conducive to encouraging innovation. Second, growing
good grapes requires the right structure, they must be planted in the right
orientation, encouraged to grow along the trellises and pruned if necessary. Innovation has the same requirements. Third, grapes require assistance to grow, in the form of water and other nutrients - innovation also
requires nurturing. Fourth, grapes require time - nothing kills grapes or
innovation faster than pressuring growth. Lastly, to grow good grapes we
must be focussed on what type of wine we want to produce, a Merlot will
of course require different grapes to a Chardonnay. Innovation also
requires such focus.
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From this analogy, we can construct an Innovation checklist
consisting of five elements: Culture
 Structure
 Tools
 Time
 Focus
Just as with growing grapes, innovation requires the presence of all
five elements. If one or the other is missing, innovation will be missing.

CULTURE
Let’s start with culture. Alan Robinson, in his book ‘Corporate
Creativity’2, cites the comments of Frank Jewett, Vice President of R&D
at AT&T from 1925-44 who said,
“The real creative ideas originate hither and yon in the individual members of the staff and no one can tell in advance
what they will be or where they will crop up.”
From this we can take the key point that participation is vital.
Innovation requires a culture which encourages participation from all
members of the organisation. A study of Projects in Japan (cited in
‘Corporate Creativity’), that had won national awards from the Science
and Technology Agency and the Japan Institute of Invention and
Innovation revealed that more than half of the award winning projects had
been initiated by individuals and had not been anticipated by management.
They key to participation is trust and empowerment – the new paradigm. When fear is present people don’t participate, they keep to themselves. Likewise, if individuals are not empowered and committed to the
achievement of the vision they will have no initiative to look for new ways
of doing things.
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•
•

•
•

•

To encourage participation, several actions can be taken:All suggestions must be acknowledged as opportunities.
The suggestion box should be banned, instead all ideas should be discussed directly with supervisors or whoever else is capable of taking
the idea further.
Staff should be encouraged to work on ideas through to the implementation stage not just submit a plethora of suggestions.
All ideas should be documented and shared. This ensures the system
is held accountable and allows replication and elaboration. Possible
ways of doing this include internal Intranet systems and internal
newsletters.
A reward system should be adopted. This could be anything from gift
certificates to team rewards or bonuses. The key is to recognise the
contribution, recalling that when determining an organisation’s values,
people look to see what behaviour is rewarded. By recognising and
rewarding innovation it encourages it on a cultural level.

Take the example of Quad Graphics, a Wisconsin based printer of
magazines, catalogues and newspaper imprints. Back in 1989, when the
company initiated a waste reduction program, one manager stopped the
presses and brought in 16 drums of waste ink, asking the employees how
long they thought it took to generate the amount. They were stunned to
find that the drums were generated in one month and immediately set
about finding ways of reducing waste.
Some of their innovations have included:• A centrifuge to extract solvent from press cleaning rags which were
previously passed on to the laundry to deal with, and,
• The development of vegetable based ink to replace petroleum based
inks.
The results of the employees efforts have been staggering. Drums

144

of waste ink dropped from 762 in 1989 to 292 in 1992, a 62% reduction;
and cost savings related to ink recovery in 1989 and 1990 were estimated to be US$ 515,000 with an additional US$ 77,250 savings in disposal
costs. 3
The message from this example is clear - empowering employees
can reap valuable rewards.

STRUCTURE
Structure is the second crucial element. As an organisation gets
bigger it is more likely to contain the elements of creativity but it is less
likely that the elements will come together. This means that key roles
within the organisation need to be created and filled, and opportunities for
idea transfer and stimulation need to be developed.
The first role that is required is an orchestrator right at the top of the
organisation who has a mandate from the CEO to encourage innovation
and creativity. This person must be outside the operational structure of
the organisation and have funding for innovative activities.
An example of a company that has such a role is Allied Domecq in
the United Kingdom. In 1994 after the company restructured, it appointed
a ‘Concept Executive’ reporting directly to the CEO and responsible for
introducing a dynamic innovation culture. The ‘Concept Executive’ is in
charge of what is called ‘ADventure’, which consists of two other people
and a network of about one hundred other people across the organisation. The aim of ‘ADventure’ and its ‘ADventurers’ and ‘ADvocates’ is to
act as a catalyst to liberate the creativity and innovation within individuals. 4
The second structural elements required is a network of individuals, such as the ADventurers and ADvocates at Allied Domecq, working
across the different functions of the organisation and reporting back to the
Innovation Orchestrator in addition to their direct line manager. These
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people become, as in the Allied Domecq example, the catalyst for innovation. It is their role to communicate cross functionally, to be the idea champions and to drive any initiative of the Innovation group.
Within this network there is a third function that needs to be filled.
This is the role of liaison and integration between different departments,
suppliers and clients. Individuals should be made responsible for providing ongoing communication between the company and its customers and
suppliers. Task groups then need to be established between different
departments and the relevant people from suppliers and customers. Great
benefits can be gained from involving suppliers and customers early in the
innovation process.
United Distillers and Vintners (UDV) has benefited from such
involvement. In 1998 the company was trying to devise a method of packing their bottles into boxes without using dividers which would create a
substantial saving in cardboard and money. The only problem was that the
labels kept rubbing off in transit. To solve the problem they brought in the
bottle manufacturer who designed a bottle with glass ridges aimed at stopping the labels from rubbing together. The savings have been substantial.
The other issue, which needs to be addressed structurally, is communication. As noted above, one of the key problems with large organisations is that the bigger they get the less chance people have to interact.
One way of solving this is to provide opportunities for staff, who do not normally meet, to do so. This could include social activities, staff secondment
or rotation. Additionally, there is great benefit in allowing people with different backgrounds to interact. This allows cross fertilisation of ideas and
creative stimulation. Xerox tackles this problem by hiring anthropologists
to work alongside their computer scientists. The anthropologists have a
totally different view of the world to the computer scientists and hence their
interaction provides significant stimulus to both parties.
Idea transfer must be encouraged as much as possible. It is critical
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that ideas are acknowledged and encouraged. Even if they are bad ideas
the next one may be great. To do this the organisation must:• Push approval authority as far down the organisation as possible.
• Evaluate managers on the number of ideas given in by those they are
responsible for.
• Give managers incentives to promote ideas.
• Acknowledge that most improvements initially lower performance due
to the learning curve effect.
The US company 3M does this through its 30 percent rule. Each
division is expected to generate 30 per cent of annual sales from new
products and services introduced in the previous four years.4 The result
is that 3M is renowned for innovation, in 1988, 32 percent of 3M’s
US$10.6 billion came from new products introduced in the prior five
years.5

TIME
Time is perhaps the most critical element for encouraging innovation and creativity. The creative process has four key steps:• Preparation - the time when all of the facts are put on the table and
the problem is considered from a logical perspective.
• Incubation - the period when any attempt at logical thought is abandoned, the seed has been planted and must be allowed to germinate.
• Illumination - that stroke of divine inspiration that often happens on
the golf course or whenever else you might least expect it.
• Verification - when the idea is brought back to the office and tested to
see if it will really work.
Of the award winning projects listed in the Japanese study the
average time to implementation was 13 months and most Projects were
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worked on by an individual in their own time for a period of 6 to 9 months.
Encouraging innovation therefore requires allowances to be made
both for ‘play time’ and the incubation period. Cannondale, the maker of
arguably the world’s finest bicycles, encourages staff to jump on the latest
bikes and go for a ride on the tracks that surround the factory. Their attitude is that they want people to work for them who are not only brilliant
technicians and engineers but who are also passionate about cycling.
3M has what is called the ‘15 per cent rule’ which encourages technical people to spend up to 15 per cent of their time on their own ideas and
projects.6
The key is to legitimise unofficial activity or ‘play time’ so as to
ensure that it is not hidden and that employees have freedom to experiment.

TOOLS
“Every valuable, creative idea will always be logical in hindsight. If an idea were not logical in hindsight, then we would
never be able to appreciate the value of the idea.
(But) the purpose of the brain is to establish and use routine
patterns. That is why creativity is not a natural process in the
brain and why there is a need for something like lateral thinking to cut across patterns.”
Dr Edward De Bono

In his book ‘Mechanisms of the Mind’, Dr Edward De Bono proposed that the brain acts as a self organising patterning system and that
in fact we need to create these patterns to enable us to make sense of the
world. Dr De Bono uses the analogy of a flat plain upon which rain begins
to fall. Initially the rain forms pools then it slowly forms streams and then
eventually rivers. The next time rain falls on the plain it runs immediately
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into these streams and rivers. The mind operates in the same way. We
form patterns from our experiences then the next time we face a situation
which is similar we use the patterns we have already created to make
sense of it. This makes our lives easier because it means, for instance,
that we do not have to learn how to drive a car every time we get into it.
But it limits our ability to have fresh ideas when faced with familiar situations.
Innovation and creativity require tools to help us break out of our
patterns and to encourage lateral thinking. Dr Edward De Bono has
developed several lateral thinking tools including Random Word,
Provocation and Challenge. Challenge is probably the simplest to explain
and it also relates closely to the work of Joel Barker, author of
‘Paradigms’. Challenge simply questions the assumption that the way
things are done is the best way of doing things. It requires an examination of the dominant ideas and paradigms that surround the problem. It
then requires these ideas and paradigms to be challenged. For example,
how many people would know that the reason London Taxis are the
shape they are is that a law was passed requiring taxis to have enough
headroom such that a gentleman could enter without having to remove
his top hat.
Other creative thinking tools include:• Storyboarding – originally used by Disney to help manage the production of their animated features. The process involves taking three
by five cards and bright markers. One card with the topic on it is
placed at the top of a board, other cards with sub topics are then
placed underneath this. As ideas occur in each of the areas they are
written up on the board. Being able to see the whole story stimulates
ideas.
• The Six Basic questions – once the topic for consideration is defined,
the six questions of who, what, where, when, how and why are asked.
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•

•

Attribute Listing – Take a product, a car for instance. It has a feature
called the spring. The attributes of the spring are that it’s metal, coiled
and hidden. Some alternatives would be that it is plastic, square and
exposed.
Mind Mapping – developed by Tony Buzon, mind mapping involves letting ideas flow and drawing them on a sheet of paper with connecting
lines. Excellent for meetings, think tanks and presentations.

Whichever method for creative thinking is used, what is most important is that the organisation takes the time to train some people, at a minimum the Innovation network, in the use of these skills. Ideally, the members of the Innovation network would then train all other members of the
organisation.

Innovative Space
Providing the right Innovative Space is also a crucial tool for encouraging Innovation.
“Edison would go out at the end of his dock and sit and fish but he’d fish without any bait on his line. Down there in snook
country, when a man was fishing, you didn’t bother him…
Edison was not interested in catching fish; he was after time
to think up new ideas.”
James D. Newton on Thomas Edison in his book ‘Uncommon
Friends’

FOCUS
Focus is the last element on the Innovation checklist and it has two
levels. Firstly, a ‘big picture’ focus is required - how does the work that
each person performs fit into the achievement of the overall company
Vision? This requires clear and direct two way communication from the
CEO and Board, down to the shop floor.
Alignment to this Vision must then be managed such that all activities of staff are contributing in some way to the achievement of the
Vision. Recall the tree analogy – a link should be able to be made
between all projects and activities and the Vision.
The second level of focus needs to be much more immediate - it
needs to prepare the mind and plant seeds for incubation. Edward De
Bono’s recommendation is a ‘Creative Hit List’, a list of not more than
twenty items prepared by members of a group or department, which formally requests some creative thinking on specific issues. The Creative Hit
List should be placed on Bulletin Boards and given to all members of the
workforce. Such a list supports a culture of participation and gently
prompts all involved to at least consider the issues.
In summary, Innovation and Creativity can be encouraged to ‘grow’
within an organisation, provided the five elements: Culture, Structure,
Tools, Time and Focus, are present. What should also be remembered is
that the finest wines are generally only savoured after a period of storage,
which rewards only the most patient among us.

Although there is no research that shows what is the best physical
environment to support innovation, there is research that shows that people learn and think better in physical environments that suit their personal
preference. And there is research that shows that environments can stimulate creativity.
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CASE STUDIES
CROSS FUNCTIONAL TEAMS - CHRYSLER
A few years ago, Chrysler was facing bankruptcy for the second
time in a decade. The crisis caused the top executives to meet and totally
redesign the way they were making cars. As a result, Chrysler was the first
car company to put together teams that included people from engineering,
marketing, and manufacturing, all working together simultaneously to
design new cars. The company also gave suppliers free reign to come up
with novel solutions to design problems.
Chrysler now gets innovative models to the market faster than Ford
or General Motors and in much smaller model runs. As of 1997, the company had the highest margins per vehicle and the best performing stock of
any American auto manufacturer.
(Source: ‘The secrets of America’s most admired companies’, Fortune, March 3rd, 1997,
p.41)

ALIGNMENT IN RESEARCH
- GENERAL ELECTRIC
General Electric restructured so that manufacturing divisions were
free to fund GE’s research and development centres only if they wanted
to, or alternatively spend the money elsewhere. The result is that only
research which is aligned to manufacturing requirements is undertaken.
(Source: ‘The secrets of America’s most admired companies’, Fortune, March 3rd, 1997,
p.42)

CREATING THE ENVIRONMENT
- MIRAGE RESORTS
As a resort, Mirage’s success lies in providing great service, great
food and entertainment, all of which relies heavily on the enthusiasm and
commitment of its people. To create enthusiasm in employees, the com-
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pany’s CEO, Steve Wynn, decided to spend more per square foot to build
the employee cafeteria than it took to build the hotel’s coffee shop. The
company also decorated the back corridors that the employees use in the
same way that guest corridors are, and insisted that if supervisors and
managers couldn’t explain why they’re asking employees to do something, then the employees didn’t have to do it. This all sends a clear message to employees that they are valued. The result has been an average
return to investors of 22% per annum in the decade leading up to 1997.
(Source: ‘The secrets of America’s most admired companies’, Fortune, March 3rd, 1997,
p.41)

LATERAL THINKING - PFIZER
Few would realise that the world acclaimed drug Viagra came
about by accident and lateral thinking rather than design. Pfizer was testing a drug designed for angina which was supposed to improve blood flow
to the heart. But when they tested the product on a group of college students it turned out that there were more receptors for the medicine in the
penis than the heart, so students kept getting erections. If the scientists
had remained strict to their original aim the drug would have remained in
the laboratory, however a little bit of lateral thinking and we now have the
impotency drug sweeping the world.
(Source: ‘The secrets of America’s most admired companies’, Fortune, March 3rd, 1997,
p.42)

PARADIGM BUSTING - THE ‘S’ TRAIN
Trains are big, heavy, solid, steel structures, right? But what if they
weren’t?
Danish Railway asked exactly that question and then set about
developing the ‘S’ train. 95% of all the energy required throughout the lifecycle of a train can be attributed to power generation for movement. The
designers of the ‘S’ train reduced weight by 46% whilst increasing car-
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riage space by 35%. The result is a train that stops and starts more quickly, shortening travel time and reducing energy requirements by another 1014%. The train is also driven by engines that work as generators during
braking, ensuring part of expended energy is recycled.
(Source:- Business for Social Responsibility - Case Studies)

Being allows for alignment and commitment, A Social Mandate provides
for a greater sense of purpose than simply pursuit of profits, and a High
Trust Environment provides the basis for participation and co-operation
amongst different members of the organisation regardless of their background or geographic location.

SUMMARY
The creation of
factors:•
•
•
•
•

an Innovative culture requires the presence of five
Culture
Structure
Time
Tools
Focus

The creation of an innovative culture also goes beyond simply the
creation of a few good ideas. There must be a constant stream of ideas
and a commitment to see them through to implementation. Often new
ideas are threatening to management and this must be dealt with if an
organisation is to prosper in the new paradigm. For as Machiavelli warned
over 400 years ago,
“The reformer makes enemies of those who prospered under
the old order, and only lukewarm support is forthcoming from
those who would prosper under the new.”
Implementation of the five elements of the Innovation checklist not
only acts as a self supporting mechanism for Innovation but it also feeds
off the three other outer elements of the Unity Model. A Unique Reason for

154

QUESTIONS TO CONSIDER
•

How does your organisation encourage the participation of employees in idea generation?

•

How quickly does your organisation respond to suggestions?

•

Are ideas rewarded in any way?

•

Do staff from different departments have the opportunity to come
together and exchange ideas?

•

Are suppliers and customers involved in the innovation process?

•

Are managers assessed on how many ideas come from their department?

•

Is time allowed for staff to ‘play’?

•

What creativity tools are used in the organisation? Are people being
trained in these?

•

Is there a ‘play room’ or innovative space available in the organisation?

•

Is there a clear focus for idea generation?
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INNOVATION AND CREATIVITY
– HOW TO DO IT
1. Appoint one person with direct access to the CEO, as the Innovation
Orchestrator, and give them permission to break the rules.
2. Select a cross functional team, possibly one person from each
department, free them from some of their usual functions and allow
them to work with the Innovation Orchestrator.

Innovation and Creativity
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3. Train this Innovation team in creative thinking tools and set them
specific targets.
4. Set aside space as the ‘Innovation Room’.
5. Assess all managers on the number of ideas generated by their
department.
6. Establish a method of sharing these ideas e.g. Intranet.
7. Establish a reward and recognition system for good ideas.
8. Organise events that allow for people from different areas to interact.
This could simply be a regular Friday afternoon barbecue.
9. Allow ‘play time’ for all staff to work on their own ideas.
10. Have each business area establish a ‘Creative Hit List’.
11. Create an Innovation and Creativity newsletter with the latest ideas,
together with games, riddles and stories.
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Awakening Spirit

8
AWAKENING SPIRIT
“A man’s life consisteth not on the abundance of the things
which he possesseth…. but in those inner treasures of the
spirit which no thief approacheth, neither moth corrupteth.”
Luke 12:15 and 33

“A life of the spirit higher still than that of the mind, and that is the
only life that can satisfy a person.”
Saint Exupery

“Where the spirit does not work with the hand there is no art.”
Leonardo Da Vinci

By addressing the four questions contained in the outer elements of
the Unity Model, an organisation lays the foundation for the awakening of
spirit. The satisfaction of these four areas should be viewed as similar to
the lower levels of Maslow’s hierarchy of needs. Maslow said that by
addressing the needs of safety and survival, belonging and self esteem,
we lay the basis for addressing the needs of self actualisation. He
described this as,
“a state in which a person becomes more ego transcending
and more independent of the lower needs (material and psychological)” 1.

158

159

The Second Coming of Capitalism

In the lower state of consciousness our values are underpinned by
fear and scarcity, whereas once one moves into questions of self actualisation and the spiritual nature of existence our values are underpinned by
love and a deeper connection with the common good.
As individuals, to be deeply happy, we need to find the space and
time to be able to reflect on, and contemplate our lives to enable us to
grow spiritually and move from self interest to the common good. When
our energies are aligned on a physical, emotional, mental and spiritual
plane we can be who we are truly capable of being and hence be free of
sadness and anxiety. There is a great wave of depression sweeping the
world at present. To my mind this is a yearning of the human spirit, a result
of anger turned inwards. Anger which is arising because people cannot be
the people they wish to be.
Only by addressing the deeper questions in life can such depression and unhappiness be alleviated. These questions do not concern the
outer material world but the inner spiritual world. These questions include
such things as:- What am I here in this world for? What do I believe in?
What is my vision of a good life?
By answering such questions individuals can move towards the full
expression of the human spirit where the ‘inner being’ is never at the
mercy of the ‘outer being’. This would mean being free of fear, pain, anxiety and stress. To be able to see the beauty and connectedness of all
things and be full of love for all. The challenge is to bring this type of existence into reality and to be bigger than the mere material things that surround us.
From an organisation’s perspective, there is a need to create something which is bigger than the sum of its parts. The spirit of an organisation is that which endures and sustains it over time, through the good and
the bad times. It is the ether, or corporate personality, that one intuitively
senses when entering an organisation for the first time. It is the feeling that
remains after an interaction with the organisation.
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Interactions with organisations can leave one feeling either good or
bad. Richard Barrett, in his book ‘Liberating the Corporate Soul’ 2 proposes that organisations are living entities which have motivations, similar to
individuals, and distinct personalities. He proposes that there are seven
levels of corporate consciousness. These are:- Survival Consciousness –
totally focussed on profits; Relationship consciousness – focus on relationships which meet its own needs; Self Esteem Consciousness – focus
on a desire for greatness; Transformation consciousness – focus on self
knowledge and renewal; Organisation consciousness – focus on internal
connectedness; Community consciousness – focus on external connectedness; Society consciousness – focus on service to humanity and the planet.
By addressing the four outer elements of the Unity Model organisations allow themselves the opportunity to progress to the higher levels of
these levels of consciousness. Only by doing so, do I believe that organisations will be able to be successful in the new paradigm characterised by societal desires for companies to address the crises I detailed in Chapter One.
The key to all of this is that as a living entity, an organisation’s parts
are themselves living matter. An organisation only exists due to the shared
sense of meaning of a group of people. Its parts therefore, consist of its
people. By allowing its people to grow spiritually, an organisation allows
itself to grow spiritually. Just as individuals are most powerful when they
are aligned emotionally, physically, mentally and spiritually, so is an organisation. If all the energies of the individuals in an organisation are aligned
to the organisation itself, it is able to create a unifying force which is the
spirit of the organisation.
Just as an organisation needs to take the time to answer the questions of ‘What is our Unique Reason for Being?’, ‘What is our Social
Mandate?’, ‘Is there a High Trust Environment present?’ and ‘Is there an
environment conducive to Innovation and Creativity present?’, so an individual needs to do the same thing.
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An individual needs the time and space to determine:- What is my
reason for being, my purpose?, What is my role in society?, What do I
believe in and am I living according to those beliefs?, and, What am I passionate about that gives my life a sense of fun and play?

tion’s values interact or, if indeed, they may clash.
Innovation presents the same conundrum, unleashing the creative
energies of the individuals within the organisation requires tapping into
their passions. If they don’t know what they are passionate about, how
can these passions be tapped?

WHY BOTHER?

CREATING THE SPACE AND TIME FOR
GROWTH

Why should an organisation provide the time and space to allow
individuals to do this? Surely activities such as these will only detract from
the pursuit of the important things in the running of the business such as
looking after clients and profits?
In the Chapter on determining a Unique Reason for Being, it was
explained that all individuals within the organisation need to be committed
to the Vision of the organisation. The only way this can be achieved is
through enrolling people in the Vision by determining a basis for relatedness between the individual’s Vision and the organisation’s Vision. If the
individual is not clear about their own Vision there will be no chance that
they will have a clear sense of relatedness to the organisation’s Vision.
Hence it will not be possible for them to be truly committed to the organisation’s Vision. It is similar with regard to the organisation’s Social
Mandate, if the individual is not clear what they see as their role in Society
how can they relate to the organisation’s role?
Similarly with regard to the creation of a High Trust Environment, it
was explained in that chapter that individuals do not come to work as a
blank sheet ready to be programmed with the organisation’s set of core
values. Individuals come to work already containing their own set of values.
Without knowing what these are and the implications of them, individuals
will have trouble understanding how their own values and the organisa-
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Spiritual growth is movement along the journey which is life. Any
journey begins at some point and the first thing that needs to be done
before beginning a journey is to find out where we are now.
Interactions with others combined with reflective space allows us
the opportunity to exchange ideas, thoughts and beliefs and then to
assess where we are now. This can be done by providing appropriate
mentors, either within the company or externally, or establishing people
in the role of ‘sounding board’ or counsellor. The aim is not to provide all
the answers but simply to empower the individual along his or her journey.
Other activities that a company can undertake include: allowing
individuals the time to establish internal forums, or to be able to attend
external forums with other business people; and, inviting guest speakers
to come into the organisation and address staff as a means of stimulating thought.
In terms of addressing the four questions asked above, individuals
should be encouraged to address the following feeder questions:-
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CASE STUDIES

Discovering a Reason for Being and Purpose
•
•
•
•
•
•
•

What is your unique gift to the world?
What is it that makes you unique?
What is your vision of the good life?
What do you want to have?
What do you want to be?
Who do you want to be with?
Where do you want to be?

A Role in Society
•
•
•
•

What do you most cherish in your community?
What sort of world do you want to leave your kids?
What are you most concerned about with regard to the challenges
facing the environment and the community?
What would you most like to do about the problems you see facing the
world?

High Trust and Self Integrity
•
•
•
•

What do you believe in?
What have been the critical moments in your life where you have had
to make values decisions? What values did these moments reveal?
What are you doing now to support your values and beliefs?
Have you set aside time to determine if you are being true to yourself?

What
What
What
What

In 1993, Richard Barrett started the World Bank’s Spiritual
Unfoldment Society. The Society began as a group meeting once a week
at lunch time to discuss a variety of spiritual topics but soon grew to more
than 500 when people from nearby companies joined in. The Bank noted
a change in workplace climate, from one of fear to one of co-operation,
equality and creativity. As a result, Richard Barrett organised the World
Bank’s first International Conference on Ethics, Spiritual Values, and
Sustainable Development in 1995.
(Source: Richard Barrett, ‘Ethics and Spiritual Values: Promoting Environmentally
Sustainable Development’, Washington D.C., World Bank, 1996)

EXXON
The management training program at Exxon corporation includes a
two day workshop on spirituality looking at changing oneself. Participants
are encouraged to define their personal purpose, mission and values, and
to consider how they wish to be perceived by others. They are asked to
reflect on how to bring spiritual values learned in family and community
into their offices and refineries.
(Source: E. Brandt, ‘Corporate Pioneers Explore Spirituality Peace’, HR Magazine, 1996,
41(4), p.82-87)

SHELL

Innovation and Play
•
•
•
•

THE WORLD BANK

are you passionate about?
gives you a sense of joy?
would you do if you knew you could not fail?
would you like to do but are afraid to do?
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Shell Oil top executives meet regularly to discuss ‘leadership as
being’ and host dialogues throughout the company where personal values
are compared to corporate directions.
(Source: P.H. Mirvis, ‘Soul Work in Organisations’, Organisational Science, 1997, 8(2),
p193-206)
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SUMMARY

TOM’S OF MAINE
Tom’s of Maine manufactures personal care products and has a
mission to create caring and creative work environments that balance
responsibility, goodness and profit. As part of this, employees regularly
attend talks by spiritual leaders including aboriginal tribal leaders.



An organisation is ideally a living entity consisting of people with a
shared sense of meaning. By allowing its people to grow, the organisation itself can grow.



If all the energies of the people in the organisation are aligned it creates a unifying force which is the spirit of the organisation.



An organisation’s spirit is what one intuitively senses when entering
an organisation for the first time. It is the feeling that remains after an
interaction with the organisation.



Individuals can only truly relate and commit to the organisation when
they have a good understanding and sense of themselves.



Creating space and time for individuals’ personal growth contributes
to the well being and growth of the organisation as a whole.

(Source: J.J. Laabs, ‘Balancing Spirituality at Work’, Personnel Journal, September 1995,
p61-96)

WORLD VISION INTERNATIONAL
The global non profit organisation has an Office of Spiritual
Formation Manager whose role is to provide personal direction to any
employee wishing to develop along a spiritual path toward a better understanding of their own values and the organisation’s values. Employees
also have the opportunity to attend weekly chapel meetings and group
retreats. The Vice President for Personnel says, “(it) increases employee
energy levels. They seem to have a more positive attitude and a higher
creativity level… dramatic changes in their mental, emotional and physical health – fewer disabilities, stress and worker compensation cases,
and increased fund raising activities.”
(Source: J.J. Laabs, ‘Balancing Spirituality at Work’, Personnel Journal, September 1995,
p61-96 and Kalburgi M. Srinivas, ‘Spirituality at work in the Land of the Dollar God’,
Journal of Human Values, 4:1, 1998, p. 55)

QUESTIONS TO CONSIDER


Does your organisation allow time for individuals’ personal development apart from skills improvement and training?



Is there any forum in the organisation for the discussion of matters of
the spirit?



Is there anyone in the organisation who naturally plays the role of the
spiritual counsellor?

THE MYER FOUNDATION
The Myer Foundation in Australia funds ‘The Cranlana Program’
which involves taking approximately a dozen business leaders away for
residential programs generally lasting one week. The programs present
philosophical papers to participants and ask them to consider some of the
deeper meanings and the applications to their own lives and the business
environment.
(Source: The Cranlana Program, Melbourne, Australia)
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Do you know what your personal reason for being is?



Do you know what your personal role in society is?



Do you know what your personal values are?



Do you know what you are passionate about?

PART THREE

AWAKENING SPIRIT – HOW TO DO IT
1. Establish a role in the organisation of Spiritual Development
Counsellor.

MAKING IT HAPPEN

2. Incorporate some more reflective style courses into staff training.
3. Invite interesting and culturally diverse speakers to address staff on
a regular basis.
4. Allow staff time either inside or outside office hours to work with the
Spiritual Development Counsellor on such issues as their reason for
being and personal values clarification.

REFERENCES
1. Abraham Maslow, ‘The farther reaches of human nature’, New York, Penguin Books,
1968.
2. Richard Barrett, ‘Liberating the Corporate Soul’, Butterworth Heineman, 1998, p67.
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Making the Impossible Possible

9
MAKING THE IMPOSSIBLE
POSSIBLE
“Those who dream by night in the dark recesses of their
minds wake in the day to find that all was vanity; but the
dreamers of the day are dangerous people, for they may act
their dreams with open eyes, and make it possible.”
Lawrence of Arabia

Part Two laid down a clear framework for addressing both corporate and individual needs which need to be met in order to be successful
in the new paradigm. But the key, naturally, is in actually being able to
make it happen. The quote above from Lawrence of Arabia highlights the
difference between people who dream during the day as compared with
those who dream at night. To be successful in the new paradigm requires
the ability to dream during the day, believe that it is possible and then create the new. This requires a fundamental transformation in the way many
organisations conduct their affairs. Small changes in the way things are
done will not be enough. Transformation involves a fundamental change
in the way of being rather than just doing. One must be able to align all
the organisation’s activities to the delivery of the Vision and seek to bring
that future possibility into reality, rather than work from the past and make
changes to the way things have always been done.
One person who knows all about transformation is Chilean,
Fernando Flores. In 1970, at the age of only 29, Flores was named Chile’s
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Minister of Economics, later to become Minister of Finance as the country
was undergoing a transformation from Dictatorship to Democracy. But in
1973, Augusto Pinochet’s fascist forces overthrew, and killed, Salvador
Allende, the democratically elected President, and seized power. Flores
was imprisoned for three years until Amnesty International negotiated his
release. Released from prison, Flores had a new understanding of the
connection between language and action,
“When I left prison I had to figure out how to embrace my
past. Those three years represented a tragedy that I used to
re-create myself, not something that was done to me…. I
never told a victim story about my imprisonment. Instead I
told a transformation story, about how prison changed my
outlook, about how I saw that communication, truth and trust
are the heart of power. I made my own assessment of my life,
and I began to live it. That was freedom.” 1
Flores went on to begin a PhD in the United States, based on the work of
Martin Heidegger and focussed on the link between words and the self. He
now works with organisations around the world helping them to transform
the way they do business.
When studying Philosophy, which is the seeking of knowledge or
wisdom dealing with the ultimate nature of reality, the first branch to consider is Existentialism. Existentialism deals with the nature of existence,
and one of the best known existentialists was Descartes who coined the
phrase, ‘Cognito Ergo Sum’ – ‘I think therefore I am’.
Once one has considered the nature of existence, arguably the next
issue to consider is that of the nature of being, which is the field of
Ontology, a branch of Meta Physics. This is the area where Flores
focussed his studies and specifically he focussed on the power of language to create our way of being.
The critical part of the work of Flores is the ability to distinguish
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between the three domains of communication – Past, Present and
Future. Most people spend the majority of their time creating the Present
from the Past instead of from the Future. To be able to transform our way
of being we need to be able to learn to create the Present based on the
Future we desire.

In the Chapter on Innovation I discussed the ideas of Dr Edward
De Bono and specifically his notion that the brain acts as a self organising patterning system. As we grow up we accumulate beliefs, judgements, opinions, assumptions and experiences that create these patterns
and enable us to make sense of the world. From our past experiences we
know what works and what does not work in various situations. From our
values we determine what is right and wrong. Additionally our opinions
and assumptions guide our behaviour in different situations. As individuals we always act in accordance with our perceptions. That is, if we perceive that the world is a dangerous place we will always act in a way that
reflects that perception. Actions that would reflect this perception may
include never going out at night or installing home security. Alternatively,
if we believe that the world is a place full of opportunities and support for
us, we may feel safe to travel to places late at night and pay little attention to the security of our possessions.
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From our Past we create our Present. Our past experiences allow
us to know what we are good at and what our weaknesses are. As we
grow older and accumulate more experiences we refine what types of
actions provide us with success and we become better at judging what
action will be most likely to bring us that success in different circumstances. But, in addition to helping us be successful, our past perceptions
also limit us and limit the present reality that we are able to create. They
create our fixed view of the world.
In creating our Present from our Past we have the benefit of those
experiences but it also means that, when faced with a problem, we have
only a range of options to choose from, not unlimited possibilities. This is
because our Past dictates to us what will and won’t work and from that we
generate a series of options – we are not starting with a blank sheet of
paper – our mind is already travelling down the patterns that we have
formed over the years.
In this sense it is a reactive loop, from our Past we have opinions
and judgements about many things. We make assumptions about certain
issues, and to a large extent we believe we ‘know’ everything. This is what
forms our fixed view of the world and feeds the fears which in turn create
the barriers to change. By acting in the Present in a way which is aligned
to our fixed view of the world we ensure that it does indeed manifest – we
perpetuate our Past into the Present.
Consider the example of Jeff and Margie. Their fixed view of the
world is that work is a chore and that life is a struggle. Jeff is the Head
Chef at a large Hotel and he hates his job with a passion. Margie works
part time and struggles to make ends meet in feeding, clothing and educating their three children. Their dream is to have their own bed and breakfast place and they live in hope that one day it will happen. Everyday Jeff
goes into work expecting it to be a chore, he has no direction so as soon
as something goes wrong he shakes his head in a knowing way, mutters
something to himself, and then sets about fixing the problem. At the end

174

Making the Impossible Possible

of the day Jeff has been bounced from problem to problem just like the
ball in a pinball machine. He has been busy but he hasn’t achieved what
he wanted to achieve.
His first action upon arriving home is to sit down with Margie and
complain about his day. From his perspective the Hotel Management
have got things totally wrong, most of his sentences start off with ‘If only
they would … then I could … and then everything would be okay’.
From Jeff’s perspective he is right and they are wrong. He blames
them for the situation he is in but accepts no responsibility himself.
Nothing he is doing is aligned to fulfilling his and Margie’s dream of owning their own establishment. In this way he is totally reactive and the
dream will remain nothing more than a wish. The next day he will go into
work and the process will repeat itself, hence the Past will become the
Present.
Acting in this Past/Present loop enables us to undertake continuous
improvement and to improve upon the systems and processes we are
currently using, but it will not allow us to undertake transformation.
Transformation involves ‘being’ a different way. This different way
involves creating the Present from the Future that we desire rather than
from our Past. We must be able to believe that what we desire exists at
some point in the Future. We then act to bring that Future towards us. By
acting in the Present/Future loop we begin with a clean sheet, completely unencumbered by our past experiences. Instead of a range of options
we have infinite possibilities when it comes to taking action – anything
becomes possible.
In this sense, the Present/Future loop is the loop of creative manifestation. It is a proactive loop. To be able to create the reality you wish
for requires:• Absolute Clarity - about what it is that you want to create. That is, you
must be able to feel it, touch it, smell it and see it.
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•

•

Intention – you must intend to create this reality and have duration of
intent. That is, not to continually change your mind about what it is that
you want.
Belief – you must sincerely believe that it is possible and then act in
alignment with the belief that what you are trying to create does exist

Making the Impossible Possible

By using the Vision, the Mission and the Values as the anchor points for
action, an organisation always has a set of reference points to enable it to
determine what it is that it wants. It knows what the destination of the journey is, how it is going to get there and what types of values will guide its
behaviour along the way.

at some point in the future.
To be able to operate in the Present/Future loop, in an organisation,
the anchor points for this future orientation become the Vision, the Mission
and the Values. This is why clarity of the Vision, the Mission and the
Values is so crucial.

Instead of looking at a problem, considering what has worked in the
Past and then choosing from one of the options, becoming future orientated allows us to consider what it is that we want and then to ask how we
are going to get there. In this way an organisation, and its people, can
become proactive around a Vision, rather than reactive to circumstances.
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John F. Kennedy used this approach when declaring that the
United States would have a man on the moon by the end of the decade.
Many said that it couldn’t be done, and many of these people were eminent scientists. If Kennedy had based the Present on the Past, the United
States would never have even attempted to land men on the moon.
But Kennedy made the Vision clear and invited NASA to become future
orientated. When they first did the sums, NASA was only able to get the
Astronauts half way back to earth but by continually addressing problems
from a future perspective they eventually succeeded at the task.
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Sony is an organisation that has always been future orientated. In 1986, Akio Morita, the Chief Executive, put the company’s ideology in a simple statement, called the ‘Sony Pioneer Spirit’,
“Sony is a pioneer and never intends to follow others.
Through progress, Sony wants to serve the whole
world. It shall be always a seeker of the unknown. Sony
has a principle of respecting and encouraging one’s
ability and always tries to bring out the best in a person.
This is the vital force of Sony.” 2

CHECK YOUR BAGGAGE
Becoming future orientated is not about throwing away everything learned from the Past, that would be akin to throwing the baby
out with the bath water. What must be done is an honouring of the
Past and a careful selection from the Past of what is necessary and
what is not.
Consider this analogy. Imagine that you are about to go on a
long and exciting journey. You pack all your bags and go to the airport. The journey requires you to be unencumbered so that you can
move quickly and react to changing circumstances. At the airport you
check in and you must check through all of your large luggage items.
You are only allowed to take a small bag onto the plane with your
essential items. What do you put in that bag? Naturally, only the
things that will be useful to you on your journey.
It is the same with becoming future orientated, you must sift
through your beliefs, judgements, opinions and past experiences and
take with you only that which will assist in making the Vision reality.
The key question to ask is which of these past beliefs, assumptions
and experiences will stop me from achieving what I want?
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South Africa has been doing this in the recent past. Since Nelson
Mandela came to power with the Vision of creating a non-racial, non-sexist, democratic society, there have been a plethora of attitudes, opinions,
and judgements from the past that have had to be sorted through.
The important thing is, that these issues cannot be ignored. A lady
undertaking a journey will not leave behind her best shoes unless she is
committed to the destination and convinced that the shoes will not be
needed. Just as, in South Africa, the white minority that has held power
for so long will not let go of their beliefs unless they are committed to the
country’s new Vision and convinced that those beliefs will not help in the
achievement of that Vision.
Communication is essential in helping people to let go of the past
and move to the future and truth is the most crucial element of this. In
South Africa, the present Government established a Truth and
Reconciliation committee. Not as a witch hunt but so that the deplorable
activities of the past could be brought to light and reconciliation sought. If
they did not do this, they would fester like a sore and eventually manifest
in retribution, which would not assist in the achievement of the Vision.
Organisations wishing to transform and address the new paradigm
must therefore become future orientated using the Vision, Mission and
Values as the anchor points and, strive to create an environment of open,
honest communication to enable people to air their concerns and have
them dealt with.
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THE PRESENT IS THE POINT OF POWER
“Concerning all acts of initiative (and creation) there is one
elementary truth, the ignorance of which kills countless ideas
and splendid plans: that the moment one definitely commits
oneself, then providence moves too. All sorts of things occur
that would never otherwise have occurred. A whole stream of
events issues from the decision, raising in one’s favour all
manner of unforeseen incidents and meetings and material
assistance, which no (human) could have dreamed would
have come his way.” 3

supreme importance. We aren’t at the mercy of our past beliefs unless we
think we are.
It is therefore vitally important that we be wide awake and fully
present to the moment as each of our actions carries with it a flow on
effect into the future. Once we recognise this the key task becomes acting in a way which is one hundred percent aligned to what it is that we
wish to create. To make the impossible happen we must make specific
commitments to take actions which will make the Vision a reality. Only by
doing this can we transform.

Goethe

We live in a cause and effect world. Therefore if we wish to make
something happen, we must take some action. Action can be anything
which causes an effect, the spoken word, the written word and the physical act. With the spoken and the written word we can cause a change in
mindset but we cannot directly cause a physical act. This being the case
we must acknowledge that the only way to directly change the physical
world is to physically act.
In the Past domain of communication we can gossip, discuss opinions, have judgements and make assumptions, but it is all just talk. In the
Future we can invent fabulous concepts and declare fantastic Visions but
this is also just talk. The only place where we can change things is the
Present. The Present is therefore our point of power. It is the point where
flesh and matter meet with spirit. The only place where we have an opportunity to have an influence on the physical world. That juncture embodies
the actions and beliefs we choose to draw from all our previous points of
power. From our Present we project, for better or worse, those choices,
plus any new ones we may decide upon, into each of the presents we’ll be
creating in the Future. The contents of our projections then, are of
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BIG HAIRY AUDACIOUS GOALS
In ‘Built to Last’, James Collins and Jerry Porras discovered 4 that
one of the habits of highly successful companies was that they made ‘Big
Hairy Audacious Goals’ (BHAG’s). These goals provide the stepping
stones toward the achievement of the Vision and are important because
they break people out of the mindset that is rooted in the past. Without
stepping stones toward the Vision, it may seem just too big, too impossible to grasp and get organised around.
One could consider these goals to be similar to the goals one sets
when climbing a mountain. If one were to sit at the bottom of Mount
Everest and consider climbing to the summit it may seem an insurmountable task. However when setting out to scale Everest, climbers set themselves a series of stepping stones. These are the Camps along the way
to the summit. By focussing only on reaching the next Camp, instead of
the summit, the goal becomes easier to achieve. It is the same process
for achieving a Vision.
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Porras and Collins conclude 5 that a BHAG :• Should get people’s juices going and be so clear and compelling that
it requires little explanation.
• Should be well outside people’s comfort zones.
• Should be bold and exciting in its own right.
• Should be part of a series of BHAG’s such that as one is achieved
another takes its place.
• Should be consistent with the company’s core ideology.

sweat and dust and blood; who strives valiantly; who errs
and comes short again and again; who knows the great
enthusiasms, the great devotions and spends himself in a
worthy cause and who, if he fails, at least fails while bearing
greatly so that his place shall never be with, those cold and
timid souls who know neither victory or defeat.”

Whilst BHAG’s break the Vision down into smaller goals, specific
commitments to action are also required to break the BHAG’s down into
bite sized chunks. For example, if the Vision is, ‘To create the ultimate
culinary experience’, the BHAG may be to have the restaurant open and
running within three months. From the BHAG we can then distil out the
smaller actions such as, finding the location, acquiring the furniture,
designing the menu and so on. What is then needed is an owner for each
action and a date for completion. The result is a list of specific commitments to action which then feed into the BHAG which in turn feeds into
the creation of the Vision.
It is worthwhile at this point to look at the advice of some leaders
who have achieved BHAG’s.
“The future does not belong to those who are content with
today… rather it will belong to those who can blend vision,
reason and courage in a personal commitment.”

STAYING ON TRACK

Theodore Roosevelt

“The greatest glory of living lies not in never falling down but
in rising every time we fall.”
Nelson Mandela in a speech, 23rd September, 1998

Big Hairy Audacious Goals require the organisation and its people
to stretch, and any sort of stretching will always involve more failures than
if one remains in the safety of the past. What needs to be recognised is
that all events are neutral. We choose to give them meaning through our
interpretation of those events. In pursuing challenging goals we can
choose to see an event as a failure or alternatively as simply an opportunity to learn from.
The only mistakes we make are the ones we don’t learn from.

Robert Kennedy

“It is not the critic that counts, not the one who points out
how the strong man stumbled or how the doer of deeds
might have done them better. The credit belongs to the man
who is actually in the arena; whose face is marred with
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It is key then that all leaders in the organisation pay a lot of attention to keeping things on track and aligned, by managing the meaning of
different events. This can be done by managing the context of situations.
Context can be compared with content by considering the analogy
of a play. The content is the words of the play, the context is the back-
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ground scenery. By changing the backdrop of a play, one can change the
meaning. An actor can say the same words and have the audience interpret them completely differently.
Consider this story about a Chinese farmer. He lived in the countryside far away from any cities and was fortunate enough to have a horse
to pull his plough, something which many people didn’t have. His neighbours used to say to him, ‘You are so lucky to have a horse’, ‘Maybe’, he
used to reply. One day the horse ran away, the farmer’s neighbours came
to him and said, ‘You are so unlucky that your horse ran away’, to which
he replied, ‘Maybe’. Then about a week later the horse returned bringing
with it three wild horses. The farmer’s neighbours were overjoyed for him,
they came to him and said, ‘You are so lucky, you’re horse ran away now
it has come back with three extras’, to which the farmer replied, ‘Maybe’.
Soon after, the farmer’s son decided to break the horses in, but one of
them threw him and he broke his leg. The farmer’s neighbours were upset
for him, they came to him and said, ‘You are so unlucky, those wild horses broke your son’s leg’, to which the farmer replied, ‘Maybe’. Several
days after that, the military came into the village to conscript the young
men into the army, because the farmer’s son’s leg was broken he couldn’t go. The farmer’s neighbours came to him once again, ‘You are so lucky
your son broke his leg, now he doesn’t have to go into the army’, to which
the farmer replied, ‘Maybe’.
This story clearly illustrates how context can change the meaning
of events. What seems to be a disaster can actually be a blessing in disguise. Imagine if the Pfizer scientists had failed to see a different meaning in the effects of Viagra on the college students. They would have
deemed the experiment a failure and returned to the labs.
It is the role of leaders in an organisation wishing to achieve
BHAG’s, to manage the context. Being future orientated, the anchor
points for setting context are the Vision, Mission and Values. When faced
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with an event that seems like a failure, what needs to be asked is:• What actually happened? – just the facts, not the story which is based
on interpretation and opinion.
• What are we committed to? – that is, the BHAG and the Vision.
• What action can we take to move us towards the achievement of the
Vision?
In this way, organisations can keep on track and ensure that all actions
are aligned, hence eliminating wasted energies. It is also crucial that any
incidences of misalignment to the Vision, Mission or Values are called
immediately. For this, an environment of trust, rich in courage and honesty
is required. This is where the creation of a high trust environment supports
the achievement of the Vision.
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REWARDING PEOPLE
Addressing the new paradigm for business success has huge
rewards but it also requires maximum input and commitment. To have all
people in the organisation pulling in the same direction and acting in an
environment high in trust requires a sense of community. This means the
old paradigm of control must be thrown out the window. A company run like
a dictatorship or even a benevolent kingdom will not succeed in the new
paradigm. Rewards must be shared.
There are several innovative ways of doing this, including, production bonuses and share options. The latter has been the most popular
instrument used in America with small start up organisations, particularly
in the high technology area. It allows organisations to begin with very little
capital and ensures that the people it attracts are as committed to the
Vision as the founder. Unless the organisation succeeds they stand to
make very little material gain. However if it does succeed the benefits can
be enormous. Microsoft is a classic example of this, due to the incredible
success of the company many of its staff are now millionaires many times
over.
Consider the rationale of Kara Berklich, Director of Communications
at Tripod 6. The company was started by Bo Peabody in 1992 when he
was a 19 year old college student. Berklich knew Peabody at college and
would have joined up straight after graduation but at that stage the company couldn’t even offer a liveable salary. When the company was able to
put together a package including options, Berklich says the company suddenly became much more attractive,
“You think that eventually those options will become publicly
traded stocks, whether through an IPO or through the buyout
of a public company.”
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Berklich was right. In February 1998, Tripod was bought by Lycos for
US$58 million and the stock rose by 25 points and then split soon after.
Berklich now, continues to receive options and says, “Lycos remains a terrific financial opportunity.”
Robert B. Reich writing about the Company of the Future 7 says
there are three simple propositions about the nature of competition today,
“First, the real competition is over talent. Second if you want
to attract and keep talent, you have to pay for it. And third, if
you want talent to work for your organisation with the enthusiasm that comes with ownership, then you have to trade
equity for it. These days, money does more than just talk. It
creates glue.”

CASE STUDIES
REWARDING PEOPLE - MLC
MLC is an Australian based funds management company. All of its
employees are automatically enrolled in the employee share scheme,
where a percentage of their wages goes into shares. All employees also
participate in a six monthly profit sharing scheme, where each receives an
equal share of 5% of the company’s pre-tax profits.
However, the rewards don’t stop there, employees can participate
in self development courses focusing on such subjects as; healthy living,
cooking and film making. Additionally, there are out of work activities such
as a company choir that people can get involved in.
The effect of these programs?
“I didn’t realise the importance of [employers] valuing people
until I came here, and realised how much better it is working
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for a company that does value its people… we work really
hard because we know we are allowed to have fun during our
working space and time… [work] gives that feeling of being
part of a family, rather than being a part of an organisation
where you just come in to work at 9 and then leave at 5 and
do your job - but that’s all.”
Rachael Reed, Internet Producer, MLC
(Source:- ‘The Weekend Australian’ Newspaper, April 8th and 9th, page 38.)

EMPOWERING PEOPLE - ST. LUKES
St. Lukes Communications in London started off life as the London
branch of the US advertising group Chiat/Day. In 1995, however, the
Chiat/Day group was sold to Omnicon, a large marketing services group,
and the London office was to merge with another advertising agency
TBWA.
Of the 35 staff, only the Chairman of the London office was guaranteed a position, with 75% of the remainder expected to be made redundant. So, with the backing of the staff, the Chairman, Andy Law, began
negotiations for the London office to break away from the deal and
become independent. The resulting buyout was via a deferred acquisition
payment, based on agency income over seven years.
With a clean sheet of paper and the opportunity to create a new type
of company, St. Lukes was formed with all 35 employees allocated an
equal shareholding of 5,000 shares for a nominal sum of fifty pounds. This
shareholding was allocated regardless of rank, salary or length of service
and represented less than 20% of the authorised capital of the new company, the balance being left for future distribution.
This new ownership structure was groundbreaking for the advertising industry where most organisations are owned by a small group of people who benefit richly from the talents of others. St. Lukes reversed this
trend and instead empowered its employees as shareholders.
Each year the share price is determined by auditors and agreed at
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the Annual General Meeting. Money is set aside from profits to purchase
more shares for the employee share ownership trust. Every employee
who has been with the company for at least six months is entitled to a distribution of shares regardless of their job function. The agreed share price
is also used as a basis for purchasing shares from individuals who leave
the company and also from those wishing to sell some of their shares.
Only employees can retain shares and only the trusts can purchase
shares.
The results of the new ownership scheme speak for themselves.
• The original share price of 1 pence in 1995 increased to 120 pence
as at April 1998. 1996 pre-tax profits of 287,000 pounds sterling
increased to 1,164,000 pounds sterling in 1997.
• The company won Campaign Magazine’s ‘Agency of the Year’ in
1997.
• Staff turnover has gone from 15-20% pre buyout to less than 5% and
no one has left to join another advertising agency.
The company also operates on some enlightened principles including guaranteeing no redundancies (opting to take collective pay cuts if it
became necessary) and electing six employees who have responsibility
for the welfare of all employees.
Not surprisingly the organisation has also concentrated on creating
stimulating work environments. Staff are allowed to work anywhere in the
building including the Italian restaurant that serves as the canteen, in the
formal meeting room which has an aircraft wing complete with porthole,
as the door, or in a dark pink meeting room called ‘the womb’.
St. Lukes provides an ideal example of how true empowerment
looks, there is no hierarchical management structure, the company is
managed openly and decisions can be questioned with all information
except salaries and personal information being shared.
(Source:- St. Lukes Communications Ltd.)
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SUMMARY
Achieving stretch targets and making bold Visions a reality requires
a future orientated mindset, contextual management, courage and truth. It
is not for those who wish to remain in the comfort zone but its rewards can
be outstanding. To do it though requires more than just talk, it requires
focussed and committed action, as Shakespeare points out in Measure for
Measure,



Big Hairy Audacious Goals help to break the Vision down into achievable goals.



Commitments to specific actions then allow us to achieve the BHAG’s.



To stay on track we must manage context and recognise that the only
mistakes we make are the ones we don’t learn from.



To attract and truly empower good people requires adequate rewards.

“Our doubts are traitors and make us lose the benefit we oft
might gain by fearing to attempt.”

QUESTIONS TO CONSIDER

William Shakespeare, Measure for Measure, Act 1, Scene 5


Are you and your organisation Past/Present or Future/Present
orientated?



Is there clarity around what the organisation is trying to create?



How much baggage is there in the organisation, and is it stopping the
creation of the new?



Is the organisation’s Vision broken down into BHAG’s and in turn do
people in the organisation make commitments to specific actions? Do
they keep these commitments?

The key points from this Chapter are:

To be able to transform we must be able to shift from being
Past/Present to Future/Present orientated.



Clarity, Intention and Belief allow us to create the future we want.



To be future orientated an organisation’s Vision, Mission and Values
become the new anchor points to being.



Our baggage can hold us in the past so it is essential to check your
baggage before beginning the journey.



Is the organisation pervaded by a blame culture reflected by ‘I’m right,
you’re wrong’ and ‘Us and them’ situations?



The Present is our point of power – it is our only opportunity to have
an influence on the material world.



How are people being rewarded?
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MAKING THE IMPOSSIBLE POSSIBLE
– HOW TO DO IT
1.

Make a decision to be future orientated

2.

Clarify Intent - Declare a Vision

3.

Generate Belief – Gain common understanding

4.

Gain Alignment – Clarify the Mission

5.

Declare the values

Being Not Just Doing

10
BEING NOT JUST DOING
“Over the years we developed not only a different strategy,
but also a different strategy planning process. Basically we
just don’t do it. In an industry where a two week plan is likely to become obsolete… it is a meaningless exercise.”
Herb Keller, CEO, Southwest Airlines

6.

Train people in Managing Context

7.

Establish communication structures

8.

Determine the gaps between ‘as is’ and ‘to be’

9.

Establish key projects and actions

10.

Get into action

11.

Stay in ACTION
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Living entities don’t just do things, they are, they exist, they live in
a way that goes beyond just the sum of their actions. Nature doesn’t work
to a pre-programmed plan rather it plans in action, adjusting to changes
in the environment in a fluid and responsive way. One only has to go to
the deserts of Australia to see this. Plants, animals and insects remain
dormant under the surface until rain comes, then within days the desert is
transformed into a vibrant environment full of life. The change in the external environment triggers their actions, it doesn’t happen to a set plan.
They know that to act out of sync with the environment is doomed to failure.
In the new paradigm, businesses need to be living entities, reflecting nature. As Southwest Airlines has found, in a business environment
characterised by rapid change, what is the point of planning for a three or
five year period. Such plans may be true at the time of writing but they
quickly become obsolete. It is better to aspire to be a certain way and be
guided by intent.
In changing from doing to being, the organisation’s Vision, Mission
and Values become its new anchor points. As, I have detailed in Part Two,
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the Vision becomes the destination that the organisation is striving to get
to, the Mission becomes the way that the organisation will do this and the
Values define the behaviour that will be acceptable along the journey.
Instead of pouring time and effort into grand plans the organisation
should set BHAG’s for all of its operational areas and then set out to
achieve these. Through alignment to the Vision, Mission and Values,
these BHAG’s provide the stepping stones to the destination. As one
BHAG is achieved another arises in its place, determined at the time the
last BHAG has been achieved and according to the circumstances present at that point in time. By doing this an organisation plans in action,
remains flexible and responsive, and, most importantly, remains aligned to
its stable inner core.
Once an organisation has shifted out of the old rigid planning paradigm, the next question that needs to be answered is, how does the
organisation measure how it is progressing?
A concept which has been proposed recently is the Balanced
Scorecard, developed by Robert Kaplan of the Harvard Business School
and David Norton of the Renaissance Strategy Group 1 . The Balanced
Scorecard focuses on four aspects of performance: the financial perspective, the customer perspective, systems and processes, and human
resources. However, it does not address the cultural aspects, the organisation’s role in society, its level of innovation, nor is it values driven. In this
way it is still addressing the old paradigm and to my mind different aspects
need to be used in the model. To be competitive in the new paradigm,
organisations should assess themselves on the elements of the Unity
Model in addition to financial aspects.
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SPIRITUALLY BALANCING THE
BALANCED SCORECARD
From the five elements of the Unity Model, in addition to financial
concerns, the following aspects for assessment can be developed:-

Unity Model Element

Scorecard Aspect

•
•
•
•
•
•

Organisational Alignment
Organisational Contribution
Organisational Culture
Organisational Creativity
Organisational Well Being
Organisational Materialism

Unique Reason for Being
Social Mandate
High Trust Environment
Innovation
Spirit
Finance

The result is the Unified Scorecard.
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THE UNIFIED SCORECARD
Using this Model, an organisation then needs to develop attributes
corresponding to the six different areas which it can then measure.
Possible options include:Organisational Alignment
• Number of BHAG’s set, number of goals achieved, key projects
underway, employee productivity.
Organisational Contribution
• Measurement against environmental targets and impacts, evaluation
against set social targets, number of staff hours volunteered for community work.
Organisational Culture
• Actual versus expoused values, supplier and customer relations, percentage of commitments kept.
Organisational Creativity
• Number of new products, services and processes implemented,
employee participation, number of ideas generated.
Organisational Well Being
• Staff happiness measures, staff turnover, number of employee complaints and grievances, corporate reputation.
Organisational Materialism
• Share price, return on assets, profitability, equity.
The trick to implementing the Unified Scorecard is to ask the question of what would change to reflect a change in one of the six different
areas. Take the area of Organisational Culture for instance. If the organisation aspires to have a culture where people actually do what they say
they are going to do then a measure needs to be developed to reflect this.
One possible way of doing this is to keep a record of the commitments to
actions made in each meeting that is held. At the next meeting the number
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of commitments kept can be tallied up and a completion percentage generated. This can be logged over a period of time and the change noted by
all involved. In this way it becomes clear what progress is being made.
If progress is not being made, the organisation is then able to ask
the three questions to get it back on track.
1. What actually happened? That is, what are the facts, not the story
(the excuses etc) but just the facts?
2. What are we committed to? That is, are we all still committed to
achieving a culture where people do what they say they are going to
do?
3. What action needs to be taken? That is, do people need to be more
vigilant about saying no to commitments that they know they cannot
keep?
Using the Unified Scorecard an organisation can constantly evaluate its progress in each of the six areas without the need to undertake
extensive and limiting planning. The result is a flexible and highly responsive way of being which is aligned to the achievement of the Vision and
allows the Values to live.

NURTURING THE WITNESS
As I have already stated, a corporation wishing to be successful in
the new paradigm must be a living entity. One of the traps of any sort of
assessment model is that measurement is only undertaken at the times
set for assessment. Living creatures do not check how they are feeling
according to a fixed timeframe. It is a constant process of monitoring and
adjustment. To be able to mimic this, an organisation needs to ‘nurture the
witness’. What I mean is that the organisation needs to nurture a part of
itself which has a sense of objectivity and is able to see with unencumbered eyes.
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Consider this analogy. We all have a witness inside of us, some of
us more developed than others. Even when we are out of control on intoxicants or just simply at the whim of our emotions, there is still some part
of us which recognises that we are out of control. This is the little voice
that may say “I think you’re a bit drunk”, or “You’re depressed”. It is the
part of us that is able to recognise our current state of being in an objective and impartial fashion.
Organisations need to nurture the same type of witness. This cannot be one person acting like a type of policeman running around the company checking up on people. It can only happen by allowing individuals
the time and space to nurture the witness in themselves.
In between thought and action lies opportunity.
Sometimes we act in haste and then later on with time to reflect we
regret our actions. The provision of time to reflect and contemplate what
we have done and what we are about to do is the only way to find that
opportunity. This is where allowing time for spiritual development provides
benefits.
Organisations must find their own way of doing this that fits with the
corporate culture but one suggestion is the encouragement of reflective
time first thing in the morning and last thing at night. In addition, the
encouragement of a weekly reflective time is also useful. The point is that
sometimes we can get so caught up in the day to day affairs that in our
rush to the destination we forget to smell the roses.
This story of a young Japanese boy wanting to learn martial arts
illustrates this. Tetsuro was small for his age and was often picked on by
the other boys in his village. One day he decided to learn martial arts to
protect himself so he asked around and found that there was a great
Sensei living nearby in the mountains. Tetsuro set off to see the Sensei
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and become a great warrior. After several days travel he arrived at the
Dojo, greeted the Sensei and told him that he wished to join the Dojo. The
Sensei was pleased and Tetsuro was very keen to learn.
‘How long will it take me to be a black belt, Sensei?’, he asked.
‘Ten years’, replied the Sensei.
Tetsuro was disappointed, he didn’t want to wait that long.
‘What if I work twice as hard as the other boys, how long will it take then?’
‘Twenty years’, the Sensei replied.
Tetsuro was confused.
‘What if I work twice as hard as the other boys and stay up late and work
during the night, how long will it take then?’
‘Thirty years’, replied the Sensei.
Tetsuro didn’t understand.
‘Sensei why do you say it will take longer if I work harder?’
The Sensei looked down at him thoughtfully then said,
‘Because if you have one eye on the destination you can only have one
eye on the journey.’
This story illustrates that we need to keep our destination in our
minds eye so that we can be fully present to the moment and make full
use of the power that we have in the present. Only by doing this can we
be fully aware of our current actions and have the presence of mind to see
the opportunities that arise along the way.
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THE LEADERSHIP CHALLENGE
The challenge that will be greatest to achieve success in the new
paradigm is the challenge facing the leaders of organisations. We have
been travelling along the control/fear path for a long time and it has
formed a deep rut which will be hard to get out of. Many organisations still
view their staff as human resources, to be utilised like machines and discarded when they are worn out. These concepts will not provide for success in the new environment. Leaders must learn to get beyond self gratification and truly adopt an attitude of leadership as service. By creating
community and nurturing well being, the rewards of the material world will
come in a more enduring and gratifying way. This is the challenge for the
leaders of today and tomorrow.
To shift from the control/fear paradigm to the empowerment/trust
paradigm means a reordering of priorities for leaders. A personal transformation must be undertaken before the organisational transformation
can be achieved because the transformed self is the medium. To truly
empower people, relationships become critical. Transformation can be
seen as akin to shifting from a comfortable and routine mode of transport
such as a regular bus service to one of a corporate jet. If you are used to
catching a bus to your destination you know when the bus leaves and
where it is going to. To catch it all you have to do is go through the motions
of getting ready and making your way to the bus stop. Once on board you
sit back and relax and wait until it reaches your stop when you simply pull
the cord and get off. By contrast a corporate jet is completely different. It
is not enough to simply go down to the airport and jump on the plane.
Someone must fly the plane, flight paths need to be filed, the jet needs to
be filled with fuel and pre flight checks need to be undertaken. If these
things are not done the jet will simply take off and start circling the runway
waiting for direction until it becomes low on fuel and is forced to land.
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To catch the jet which is transformation, a transformational leader
needs to spend time at the beginning of the journey forming relationships
with people, enrolling them in the journey, determining who is best to fly
the plane and make the pre-flight checks, and then empowering those
individuals to undertake those activities. When things don’t go right the
leader then needs to work with the individuals to help them learn from
their mistakes and find a way past the obstacles that are in their path. It
is not good enough to simply tell people what needs to be done, it must
be reached through working with them and empowering them to go out
and achieve it. By doing this a leader empowers others to action and frees
up more of their time to concentrate on guidance rather than control. What
must be overcome is the fear that others will not succeed at their tasks
and that the leader will be blamed for failure. In its place trust must be built
in individuals through the formation and maintenance of relationships.
This can only be done by taking the time to determine what the
organisation’s Vision, Mission and Values are, and then incorporating
these into organisational activities such as recruitment and promotion. By
taking the time to recruit and promote people who are truly enrolled in the
Vision, Mission and Values the leaders job becomes easier. Instead of
controlling the corporation, a leader’s role becomes the guidance of the
execution of the journey. That is, the fulfilment of the Vision, through the
Mission and with the behaviour as dictated by the Values.
This is not wisdom that has just been discovered, hundreds of
years ago the Chinese Sage Lao Tzu wrote,
“Fail to honour people
They fail to honour you;
But of a good leader, who talks little,
When his work is done, his aim fulfilled,
They will all say, ‘We did this ourselves’.”
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SUMMARY
Execution is the key, it is where organisations fail. To execute effectively an organisation needs to shift from a reactive to a proactive mode
of operation. This is done by recognising the distinction between being
Past or Future orientated and then changing the organisation’s attitude
towards failure. Only by seeing failure as a great opportunity to learn and
then quickly getting back into action can an organisation stay on track.
Successful organisations must act as living organisations being present to
the moment and acting in real-time. By using the Unified Scorecard, an
organisation can constantly assess its own health in terms of its journey.
The setting of challenging goals allows it to maintain forward momentum
and critically, the shift in leadership from control/fear to
empowerment/trust allows the opportunity for all members of the organisation to contribute fully.
By staying in creation and recognising that the journey is the destination it is possible for the organisation to achieve the twin goals of profitability and well being. It is a shift which is often not easy but it is a shift
which is essential to be successful in the new paradigm for business.



Reflective time must be made to enable the organisation to nurture
the witness.



In between thought and action lies opportunity.



Leaders need to spend time at the beginning of the journey nurturing
relationships and enrolling people in the journey so that they can be
truly empowered.

QUESTIONS TO CONSIDER


Does your organisation have strategic planning sessions where grand
plans are agreed upon only to be then thrown out when circumstances change?



Are the relationships in your organisation personality and circumstance based rather than commitment based?



At any given point in time, how do you know if the organisation is making progress?



Do you rush through the day in reactive mode, never taking the time
to reflect on what you are doing or trying to achieve?



At the first meeting of a new project team do you rush to develop an
action plan or take the time to determine how you are going to work
together as a team and who needs to be on the team?

The key points from this Chapter are:

Organisations need to become living entities that plan in action.



The Unified Scorecard allows for a holistic way of measuring
progress.



The process of monitoring progress and making appropriate adjustments needs to be done on an ongoing basis.
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BEING NOT JUST DOING – HOW TO DO IT
1. Using the Vision, Mission and Values go through the six elements of
the Unified Scorecard and determine the key organisational aims in
each area.
2. Consider each of these areas in turn and determine what would
change, which is measurable, as the organisation makes progress
towards the aim.
3. Set up a process for continually monitoring the changes in each
attribute.
4. Establish a method of communicating the changes in the attributes
you are measuring.
5. Encourage all staff to allow for some reflective time each day.
6. Personally take the time to see all staff members so as to form a
relationship and enrol them in the journey.
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IN DEPTH CASE STUDY
THOKOZISA’S VISION QUEST
Thokozisa, is a small business situated in the Central Drakensberg
region of South Africa. Thokozisa is a Zulu word meaning ‘A place where
you may find happiness’ and the business consists of a mountain
café/restaurant and an indigenous nursery. The business was established
in 1996 by three partners, two of whom are operational in the business
and one who resides in Johannesburg and acts as a silent partner.
In 1999 two new partners entered the business, one as an operational member and the other as an additional silent partner. The addition
of new energy and resources caused the business to reevaluate the direction in which it was heading. In the past the business had never had an
explicit Vision, Mission or Values statement, the three partners not seeing
it as being necessary since they were all good friends and had a clear
understanding of each others values and passions. The change in ownership structure was therefore seen as an ideal opportunity to take some
time out to get to know each other and to clarify the organisation’s Vision,
Mission and Values.
Arrangements were therefore made to take three days and go
away to a country guest farm far away from any distractions that would
impede the process. Prior to the weekend each partner was given a background document detailing the aims of the weekend and requiring each
person to complete some preparatory exercises on their personal Vision,
Mission and Values (the exercises explained in the relevant Chapters on
discovering a Unique Reason for Being and creating a High Trust
Environment).
Having completed the necessary preparation the five partners
arrived at the venue on a Saturday morning to begin the work at hand.
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The first session began in the afternoon and was intended to be an introductory session of three hours in length.
To begin with the aim of the weekend and the agenda was agreed
to. It was determined that the aim was to develop a shared Vision, Mission
and Values statement for the business which would allow the spirit of
Thokozisa to be awakened and the collective energies of the members of
the business to be aligned behind this. The agenda consisted of a three
hour session on the Saturday afternoon, a five hour session on the
Sunday morning and a four hour session on the Monday morning. In
between these sessions, activities were organised to allow the partners to
get to know each other. These included a horse ride around the property
and a celebratory dinner. This was seen as an important aspect of the
weekend as the five partners had spent only a limited amount of time
together.
Once the aim and agenda was agreed to the next issue to be
addressed was how the partners wished to work together over the weekend. These ‘Game Rules’ included:• To be in the spirit of peace and joy
• It’s a light journey not a heavy journey
• Call any crap
• Commitment
• All equal
• Time out when needed
• Fun
• Full participation and honesty
• Not to take things personally
• Confidentiality until group decides
• Take responsibility
• Change seating
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Following this the partners were then asked if they had any concerns that would stop them from being fully present to the weekend. This
is the process of ‘Dealing with baggage’ and the responses included such
things as:• Whether or not people would get on with each other
• What to do if conflict arises
• Security at home whilst away
• Whether or not opportunities were being missed in
the business
• Other personal issues such as concerns over the
coldness of the room
These issues were then covered one at a time to determine if anything could be done about them on the spot or if they would be dealt with
over the weekend. When everyone was satisfied that there were no burning issues preventing them from fully participating the issue of Celebration
was looked at. That is, what had happened in the business to give cause
for celebration. This list was extensive and included:• The day to day happiness of people in the business
• The addition of the new partners
• The fact that all of the partners had been able to
make the time to be there together
• The Zulu staff assuming western responsibilities
and running departments in the business - office,
driving, empowerment
• The contribution of the business to individuals in the
valley/community
• The ability of the business to balance social and
commercial priorities
• The Thokozisa gardens
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• The ability of the business to draw in people from
all directions
•The hard work that had been put in to get the busi ness to get it to where it is today and the effect on
the local community
•That the business is a positive place
With everyone now feeling good about the business and clear about
the intentions for the weekend some background theory was given on the
importance of becoming future orientated and using the Vision, Mission
and Values as the new anchor points (refer to Chapters 9 and 10). This
ended the Saturday session and participants were asked to relook at the
preparatory exercises they had done in preparation for the Sunday morning session which was intended to be a ‘Dreams and aspirations sharing’
session.
Sunday morning began with a sharing and clearing session to discuss any issues that had come up overnight or any new concerns that
people had. Once completed it was time for the individuals to share their
dreams and aspirations for the business and the role that they saw themselves playing in relation to those dreams. Some of the dreams included:• Enhancement of the lives of all who come through Thokozisa,
upliftment of the community, dedicating our combined energies to
providing unsurpassed quality and service for all who pass
through Thokozisa.
• Creating the ultimate destination for people to experience true
joy, fun, excitement and satisfaction.
• A place providing plants at affordable prices of good quality
• Involved in educating people in the use of plants, landscaping,
medicinal and culinary uses
• Fruit trees – helping impoverished people
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• Improve way of life for people
• Joy
• The Drakensberg to become a world heritage site through plants
• Creating a space for the local community
• Thokozisa to be an example of how landscaping can be done
correctly
• We can instil joy to people through our gardens
• More plants, happy people, aesthetically beautiful
• Multi nationality, all people welcome including families
• Happy uplifting friendly
• Creative environment
• People will find happiness
• Leaves an exotic taste
• Must come back and taste again
• Shops, crafts creative experience business
• People have to come and stop to find out what is happening in
the valley - gateway
• Create a profitable business, low risk, fair and honest environment
• Enhance the lives of visitors and local community - empowering
• A place that can be a springboard for everyone involved
• Inspiration through seeing and meeting people
• People can take something positive back into the world
• A Creative village
• Craft/product market International, our name internationally
known create overseas sponsorship for local community projects
These responses were then consolidated into a shared Vision
statement, as follows:-
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THOKOZISA’S VISION
Through harmony, create a safe, aesthetically beautiful and supportive environment, which is the gateway to enhance lives, empower and
uplift the local and global community. To be an inspiring example of a
social, environmental, spiritual and business village where all people are
welcome and may find happiness and true joy.
The next step was to develop the Mission statement, that is, given
this Vision, how was the organisation going to achieve it?
To begin with the key areas of the business were identified as:•
•
•
•
•
•
•
•

Nursery
Ethno Botanic Reserve
Restaurant/Deli
Kid’s Corner
Village Outlets
Adventure Tours
Commercial Global Trading
Indaba Centre

A brainstorming session was then held for each of these areas to
determine what activities would be undertaken. These activities were then
prioritised and a Mission Statement for each area was written. Taking the
Nursery as an example, the result was:-

consultation demonstration and supply.
The nursery will have a sub section providing non indigenous
plants which will be fruit or food bearing for human and animal consumption, but there must be a criteria of being non evasive to natural areas.

Key Areas of Activity
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Focus - endemic species
Producing own fruit trees
Increased landscaping
Structure for apprenticeships
Consultation
Garden services
Garden ornaments and accessories
Fixtures and fittings
Education
Demo’s
Herbs
Veggies for garden
Nutrients
Environmental issues
Field trips
This ended the Sunday session and the partners were asked to
consider the preparatory work that they had done on Values in preparation for the Monday morning session.
Monday’s session began again with a sharing and clearing session
of anything that had come up overnight. Following this each partner
shared their values and what it would mean. Responses included:-

The Nursery
A nursery specialising in indigenous plants promoting the harmonious practical and aesthetic use of plants and herbs through education,
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LOYALTY
• I will strive to be loyal to all those around me in business, work
and play.
• Showing respect, consideration, dedication and commitment.
• Not self centred or greedy.
RESPECT
• I will show and acknowledge respect on all levels.
DEDICATION AND COMMITMENT
• I will take on any challenge with complete dedication and
focus.
• Teamwork.
• Tackling problems head on.

In Depth Case Study Thokozisa’s Vision Quest

OPTIMISM
• Not to overlook the downside
• Positive thinking
• No challenge is too great!!
CASUAL
• Creates an air of individual and comfortable environment
• Allows people to get on with what’s important
ACCOUNTABILITY
• Take responsibility for one’s actions
GENEROSITY
CONSIDERATION

FUN
• I will have extreme fun doing any projects or planning.
UNSURPASSED QUALITY AND FOCUS
• We will strive to offer only the best in quality and service.
OPENNESS
• Don’t let things linger
• Create an unthreatening comfortable environment
• Clear the air
CREATIVITY
• Not giving up
• Never say no
• Nothing is impossible
• Unique ideas that allow the world to move forwards
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JUSTICE
• Creates a positive, fair environment for the world to move
forwards
CREDIBILITY
• Running the business for long term open relationships
HONOUR
• Not guided by what should or should not be done but by what
you believe is correct
HONESTY
• Within Life
• Communication, dialogue, dealing with customer

213

The Second Coming of Capitalism

• Being true to your own sense of honesty rather than the
expectations of others.
• To set the stage where one feels safe enough to explore the
boundaries of this value. In personal and other relationships.
• Not promise what I cannot commit to.
SERVICE
• Any request followed up to completion
• 100% commitment to any Project
CUSTOMERS
• The most valued person at Thokozisa is the customer and they
should feel at ease on entry and be completely satisfied on leaving, possibly feeling a little sad to be leaving but have a need to
return and to spread the news of Thokozisa.
ENVIRONMENT
• Thokozisa to be environmentally sound on every level physically
possible and that we are proactive on environmental issues from
education to our own recycling and not to be wasteful on any
thing e.g. driving the car, gas, lights
EDUCATION
• Can become an institution where knowledge can be stored and
made available.
• Spread knowledge to others.

In Depth Case Study Thokozisa’s Vision Quest

LEAD BY EXAMPLE
• The world around me can only be perceived from where I am at,
therefore I can’t expect more or less than where I’m at.
For example, if you don’t want staff to steal, I can’t. If I want staff
to put their best in, I must. If I want customers to feel safe and
inspired, I must be.
INTELLIGENT CO-OPERATION
• Nothing can evolve without this.
• Must communicate what I am feeling so that everyone knows. If
I can’t identify this how can others?
• Take staff and customers feelings into account.
IMPECCABILITY
• Not being a perfectionist.
• Doing the best that I can at any given moment.
• Commit to constantly working on this.
HARMONY
• To always work hard at bringing the extremes into balance.
INCLUSIVITY
• Never assume that what walks through the doorway is not suitable, there is a reason why it walks in. Therefore commit to work
hard at being inclusive with my world around me. See Intelligent
Co-operation to find a way to do this.

RESPECT OF LIFE
• Assisting the world in changing the habits of man in food
production and use.

214

215

The Second Coming of Capitalism

In Depth Case Study Thokozisa’s Vision Quest

THOKOZISA’S VALUES

SUSTAINABILITY
VISION
• To be constantly inspired by the evolution of Vision which means
to have your eyes open to the sources of inspiration and be flexible in that process.
GOOD HUMOUR
•To stay in tune with the child inside which is spontaneous, adventurous and not become too analytical.
COMMUNITY
• To be involved with Projects which springboard or stretch community possibilities. Community being our group and our community around us. I must be a mirror to this, that is, stretch my
own possibilities.
COURAGE
• Being able to tackle the unknown in terms of projects and other
potentials. Only through true Joy can this take place.
AESTHETIC BEAUTY
• Leads to harmony, creativity, comfort, relaxation. Reflects our
inner beauty.
During a vigorous session on how these values related to each other,
they were interlinked and a ‘lead’ value was chosen for each group. The
result was:-
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COURAGE
Optimism, harmony and honour.
HONOUR
Credibility, honesty, respect, loyalty, dedication and commitment,
courage, optimism, harmony, justice and accountability.
LEAD BY EXAMPLE
Education, environment, aesthetic beauty and respect of life.
SUSTAINABILITY
Education.
INTELLIGENT CO-OPERATION
Consideration, openness, credibility and freedom.
IMPECCABILITY
Customers, unsurpassed quality and focus, service.
HARMONY
Community, environment, respect of life, do not plunder
resources, aesthetic beauty and inclusivity.
CREATIVITY
Vision, good humour and fun.
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The final session of the three days was to determine some timelines and
get commitments to actions around these areas. This was done by determining an ‘owner’ for each area who then decided on what the key actions
were for the next three month period, at which time a review meeting
would be held. The result was that each partner walked away with a list of
actions, complete with a ‘by when’ date.

CONCLUSION
The Thokozisa Vision Quest resulted in a clear and shared Vision,
Mission and Values statement which will allow the partners in the business
to get into action and begin evaluating, from a financial aspect, the new
ideas and plans that came up. But the key is that the business has now
put a ‘stake in the ground’ about what it wants to create and its challenge
is to stay future orientated around that. Some of the recommendations for
keeping the business on track included:1.

2.

3.

Each person to finalise the mission statement for individual areas
with a specific date. Once this is done and signed off, determine
how you would measure progress towards achieving the Mission.
Look at what possible measures you could put in place to see
progress at least monthly, from a values, vision and business
perspective.
(If you don’t measure it, it won’t happen)
Take a first cut at a business plan including budget and resource
requirements, as you see it to date, for the business areas.
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4.

Weekly meetings with daily office staff.

5.

Weekly meetings with shop and nursery staff

6.

Sharing of the Vision, Mission and Values with the whole team.

7.

A one day workshop with all staff to create the next level down,
from this work.

8.

Review of promises to committed actions weekly, holding each
other to account in fulfilling promises. (not beating each other up)

9.

As a group, review a value a week and look at what it means to
Thokozisa on a day to day basis and implement changes where
required.

10.

The team to look at the AS IS at Thokozisa and the TO BE and
create actions to stop doing what is no longer relevant and look at
what else needs to happen to move forward.

11.

Each individual to look at what you are doing on a day to day
basis in relation to the Vision, Mission and Values. What is appropriate and what is not.

12.

Review what has happened and the issues that have come up
from 1st workshop.

The exciting aspect is that the business is now on a clear journey,
which will allow the passions and creative energies of the people in the
business to be unleashed. The result of this is the awakening of the spirit of Thokozisa.
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PART FOUR
A VISION FOR THE
FUTURE
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11
A VISION FOR THE FUTURE
“The triumph of the mission – and its joy – is that we are
being ourselves in running the business. Our knowledge that
our values matter keeps reinforcing our identity, sharpening
our competitive edge. Most importantly we have taken control of our future. (We all need to be able to) lead with who
we are, live with who we are, (and) progress according to
who we are. But if our souls aren’t on the journey, if our quest
is only about figuring out another plan, it will be just another
strategy, just another plan, just another game. Living and
working are too important to let that happen.”
Tom Chappell, Co-Founder and CEO of Tom’s of Maine

“No heart has ever suffered when it goes in search of its
dreams, because every second of the search is a seconds
encounter with God and with eternity.”
Paulo Coelho, ‘The Alchemist’

Addressing the new paradigm for business success requires that
we invite all of our beings into the workplace. Not just our physical bodies
but our hearts, minds and spirits as well. We started along the great capitalist road over two hundred years ago and we are now at a critical juncture point where we can choose to create something which will allow the
full expression of the human spirit instead of just being cogs in the system. We can create workplaces where people will look forward to going,

222

223

A Vision for the Future

The Second Coming of Capitalism

where they can interact with others free of fear, develop and grow as

are bad all we will see is bad, if we believe people are essentially good

individuals and contribute to the greater good of our planet.

then we give ourselves and them every opportunity to bring that good-

To do this requires the fundamental shift away from control and

ness to the surface. Nelson Mandela is one man who could have every

fear, and towards trust and empowerment which honour human freedom.

reason to harbour anger and resentment towards the people who incar-

If we recognise that we are in this together then it is easy to see how we

cerated him for 27 years, but instead he has a remarkably enlightened

are all interconnected. From the perspective of interconnectedness and

view of the world. In 1994, after South Africa held its first democratic elec-

unity of all things there is no cause for fear, there is no reason to control

tions in fifty years, Nelson Mandela was sworn in as President. In his

people, no reason to put people down, or discriminate against them.

inaugural speech he quoted from Marianne Williamson’s book ‘A Return

Doing this only harms ones self. As long as you keep a person down,

to Love’ when he said,

some part of you has to be down there to hold him down, so it means you

‘Our deepest fear is not that we are inadequate

cannot soar as you otherwise might. Instead of this, if we identify with the

Our deepest fear is that we are powerful beyond measure.

whole then we have every reason to lift people up, to empower them so

It is our light, not our darkness that most frightens us.

that they can be everything they are. We must realise that we can only

We ask ourselves, who am I to be brilliant, gorgeous,

truly be part of the world when we realise that the world is part of us.
From a perspective of interconnectedness and unity we would treat

talented and fabulous?
Actually, who are you not to be?

people in the workplace entirely differently. Instead of seeing their role and

You are a child of God.

asking ‘What can you do for me?’ we could see their spirit and ask ‘What

Your playing small doesn’t serve the world.

can I do for you?’. We would see that all people have a unique gift to bring

There is nothing enlightened about shrinking so that other

to the world but that they may be hindered by their fears. They may be

people won’t feel insecure around you.

operating from a perspective of separateness instead of unity, believing

We are born to manifest the glory of God that is within us.

that it is just them against the world. By judging them and putting them in

It’s not just within some of us; it’s in everyone!

a box, we only allow ourselves to react to their words and their actions and

And as we let our light shine, we unconsciously give

hence never give ourselves the opportunity to see the unique soul under-

other people permission to do the same.

neath that is just like us. The soul that has the potential to give its unique

As we are liberated from our own fear,

gift. By judging people we give them and us, no room to move to a better
place. Judgement roots us to the spot whereas acceptance allows us to
create a dialogue for change – to be future orientated.

our presence automatically liberates others!’
Nelson Mandela’s inaugural speech in 1994 (from ‘A Return to Love’ by Marianne
Williamson, Harper Collins, New York, 1992)

What all of this requires is faith in human nature. If we believe people
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This is the challenge for all of us. To let our light shine and to liberate others from their fears and doubts so that we can all create a world full
of happiness, joy and compassion. For, the greatest gift that we may offer
one another is the gift of ourselves, in wholeness, completeness and truth.
This is my hope for the future.

THE END
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