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Introduction
Nowadays, we are observing significant changes in our businesses, trading methods,
and managing of human and economic resources worldwide which represent a new
vision to our world. The changes that we are involved in daily makeup a part of our
identity, culture, and customs so we can’t be indifferent to them.
We need to gain a better understanding of this new world for a better life and to take
advantage of the opportunities it presents.
We must be aware that these changes will grow day-to-day through the development
of knowledge and increased economic competition.
It is evident that manpower, wealth and standards are changing globally. This is the
reason why we need to promote ourselves and our jobs more than ever. In other
words, to be sustainable and successful in this dynamic market we need to keep up
to date, informed and be able to adopt intelligent strategies.
It is a key factor that managers and decision makers should learn the necessary skills
and gain experience to help them possess a greater understanding of work conditions,
workers’ behaviours and organisational targets. They need to plan their strategies
based on these factors. We need to constantly evaluate feedback in a conscious
manner.
Obviously, the most successful plans are the ones which are more resilient, informed
and human-centric.
In this Gbook, we have gathered the most up-to-date expert and professional views
from authentic sources, most recent research, challenges, ideas and valuable
professional tips applicable to the construction industry. We aim to develop your skills,
enhance your knowledge, and promote your business widely.

Gbooks are now available in our portal for free !
www.gcoportal.co.uk
www.gcoportal.com
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General contractors give insight into construction technology,
implementation
Sean O'keefe

Round Table discussion conducted in Denver investigated common challenges and solutions
contractors face and how technology can be both an asset and an obstacle at times.

construction has always been an old school kind of business, even among the techsavvy. A hands-on approach still seems the surest way to get things done in an
industry propelled by demanding project schedules and ever-increasing complexity.
2019 is far beyond the dawn of technology as an asset in commercial construction,
yet many in the industry still find the integration of new technologies difficult, expensive
and sometimes less than successful.
In the spring of 2019, MasterGraphics.aec (MG.aec), national specialists in design and
construction technology and process innovation and a premier partner of Autodesk,
convened a General Contractor Round Table in Denver. A group of 10 participating
firms enjoyed lunch and a thoughtful, spontaneous conversation on the challenges
and benefits, frustrations and successes they experience in the technological churn.
“MG.aec is interested in understanding the issues the building industry faces from the
users’ perspective. We’ll conduct similar Round Tables nationally,” says Stan Hennigh,
Business Development Manager of MG.aec’s Construction and Specialized Services
team.
The Denver Round Table included participants from readily-recognized general
contractors serving both Colorado and national markets:
•
•

GE Johnson Construction
Haselden Construction
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•
•
•
•
•
•
•
•

FCI Construction
JE Dunn Construction
Hensel Phelps Construction
Saunders Construction
Mortenson Construction
Fransen Pittman
UCHealth
MB BIM Solutions

“Buying and implementing new technology is supposed to solve problems, not create
them,” says Hennigh. Participants were surveyed using a mobile-phone poll around
three conversations:
•
•
•
•

Productivity and Waste
Implementation and Adoption of Technology
Disruptive Processes and Technologies
The group’s responses were tabulated instantly, setting the agenda for the
discussion that ensued.

Productivity and waste
What are the greatest concerns; root causes; and possible solutions
The group largely agreed that the biggest challenge is the cost and aggravation of
rework. Primary among the causes for rework in the eyes of participants was a lack of
design completeness. Lightly defined details or poorly-coordinated building systems
combined with subcontractors’ need to work at least as quickly as the schedule
demands can lead to complications and rework. The impacts of rework in the field are
mistrust, decreased profitability and possible delays to other trades.
Owners need to be aware when they hire an architect, they are buying a set of design
documents. They have a responsibility to demand quality documentation and clear
specifications that don’t leave contractors trying to resolve design issues in the field.
When owners incorporate an integrated contracting model like Design-Build,
Integrated Project Delivery (IPD) or Construction Manager at Risk, they take a big first
step in eliminating the probability of rework. Fluid collaboration among owners,
designers, contractors and builders and improved project documentation from start to
finish are primary advantages of integrated delivery methods.
Used in an integrated project delivery, Building Information Modeling (BIM) can
eliminate many of a project’s possible complications. Most importantly, successful
projects generally involve owners who are engaged, committed leaders rather than
passive participants.
Implementation & Adoption of Technology
Success, failures, and opportunities for innovation

Gbook – views, Vol 05

www.gcoportla.com

5

The Denver Round Table shared that implementing new technology was initially
handled like other facets of construction, through departmentalization. At the onset of
the Building Information Modeling boom in the late 2000’s many leading commercial
contractors created BIM departments and staffed them with young, tech-savvy
specialists to bring building into the digital age. However, taking cues from the
ingrained wisdom of having a dedicated safety department or estimating team, at
many firms the BIM department was instantly siloed away from the daily flow of work.
“Departmentalization causes a stop-and-start process in the workflow,” says Hennigh.
“Technology should be integrating more participants into decision making, and to do
so it needs to be used start to finish.
Several participants commented on the benefits of co-locating entire project teams
through design-build or other integrated contracts to achieve better project
development. Co-location also reduces individual user’s frustrations with new
technologies due to easily accessed peer assistance.
Some firms are using BIM’s fourth dimension, the capacity to coordinate the design
documentation with the project schedules to improve construction sequencing. Many
involved in the Round Table recommend incorporating a Lean construction process
called Pull Planning to align all subcontracted and self-performed activities through
teamwork and advance communications.
“The construction industry is embracing new technologies and with it, new thinking on
old ways of doing things,” says Hennigh. Today, technology is working its way from
the office to the jobsite with increasing speed. A great example of how emerging
technologies are bringing advantages to the field discussed at the Round Table
involved the use of GPS tracking equipment on a bulldozer. Excavating the angled
slope of a below-grade parking structure and being able to immediately verify rather
than estimate the angle’s accuracy provides confidence that is hard to walk away from
once you’ve had it.
Getting technology into the hands that do the work has tremendous positives but can
come with steep implementation costs and the risk of rejection if things don’t go
smoothly from the start. The Round Table recognized that the schedule drives a
project. Anything that disrupts the schedule, technology included, is a negative.
Ultimately, subcontractors can’t build their work with a computer so whatever
technology they are asked to use must add tangible benefits or it’s a hindrance.
“When specialty contractors take ownership of the BIM model the ease of construction
is improved,” says Hennigh encapsulating the Round Table’s conversation.
Subcontractors that adopt a model-based workflow better understand expectations,
improve the coordinated delivery of their scope, and potentially improve overall
sequencing.
Disruptive processes & technology
The good, the bad, and how to implement new technology
The Round Table agreed that start-to-finish integration was imperative, and the
greatest opportunity for technology to improve a project’s performance was during the
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preconstruction phase. It’s no surprise the Round Table revealed prefabrication as the
industry’s best new ally in the race against time.
Prefabrication targets repeatable segments of the building that can be built offsite in a
controlled environment. Doing so allows a completely different perspective on
sequencing, trade integration, value-engineering and quality, all of which can be
modeled and evaluated independently of site variables.
“Prefabrication is an area where new and emerging technologies can be integrated
with a fraction of the schedule pressure,” says Hennigh. “Technology has to be
inserted behind the work people are already doing. Prefabrication is the Henry Ford
model of construction, so using technology to synchronize it makes perfect sense.”
Where things become more difficult around the concept of disruption is the idea of
causing any disruption on a live jobsite.
“Technology problems in the field result in immediate distrust,” says Hennigh. The
Round Table agreed that new technology needs to have all the kinks worked out
before being introduced in the field. Among the myriad of new technologies coming
into regular use, the group identified laser scans as highly effective because they are
easy to acquire, inexpensive and they provide genuine value in time saved and insight
gained. Laser scans generate a point cloud that allows teams to conduct a nearly
infinite level of analysis on a situation in far less time than it would take an individual
to measure manually.
“The bottom line for contractors with technology or anything else is, will it save time,
save money and eliminate risk?” says Hennigh. “Implementing new technology should
be done thoughtfully, and to be effective it has to render advantages to the people
doing the work.”
Published by: www.forconstructionpros.com
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How strong leaders own up to flops, mistakes, and
misjudgement
Dianna Booher

Being human means making mistakes. And being a leader means owning them. The
weak defend mistakes, deny them, or distort them so that it looks as though someone
else caused the consequences. If you want to see how that happens, listen to the next
politician or celebrity who’s caught in some shenanigan.
In the workplace, leaders have to do better than that to save their credibility—often
their career and occasionally their entire organization. Fortunately, it’s only the few
who find themselves fighting to recover from morale failures––fraud, adultery, abuse,
or the like.
The misjudgement or mistakes most leaders make in the workplace involve “routine”
decisions: Hiring a “hotshot” (at an exorbitant salary) who underperforms. Introducing
a new product that underwhelms customers. Changing a policy that creates a huge
backlash from employees.
Four steps leaders take to own their mistakes and misjudgement:
1-State Directly Who’s Responsible
That’s you. Far too often, the “responsibility” statement sounds like this: “I’m accepting
responsibility. But please understand that I’m not really responsible. I wasn’t aware
that blah, blah, blah.” To that, others are thinking, “Why weren’t you aware? You
should have been. To be aware is your job.”
If you made the decision, initiated the change, approved the policy, supervised the
people, or led the product campaign, you’re responsible for the outcome. Think “I,” not
“them”: “I misread the consumer trends when I decided to ….” Or “My decision to
revise the procedure turned out to be hasty. The change was not a good one. I didn’t
anticipate that…”
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Otherwise, people will translate your faceless, the-buck-stops-here statement as
denying, not accepting, responsibility.
2-Name the Mistake or Misjudgment
If you aren’t naming it, you aren’t claiming it. Owning a mistake means that you
recognize a specific error in judgment, bad decision, or improper action. Naming it
demonstrates reflection, analysis, growth—and humility.
For example: “It’s apparent that I didn’t do a thorough enough background and
reference check or some of these issues would have surfaced before I hired Michael.”
Or: “I talked to several people in the industry. But clearly I didn’t talk to the right people
and/or I didn’t do an accurate assessment of what I was hearing about the trends. In
hindsight, my decision on the price increase was unwise. The timing was just flat
wrong.”
3-Elaborate on Your Reasoning or Lesson Learned
Explain the thought process behind the unwise decision or mistake. Explaining is not
the same as excusing or defending. Your explanation (as long as it follows these steps
above) draws others into your inner circle. Additionally, sharing your reasoning
Allows others to analyse and learn the specifics of a situation—do’s and don’ts
•
•
•
•

Models the importance of vulnerability and owning mistakes
Demonstrates a culture of risk-taking and tolerance for mistakes
Increases credibility and likability for a leader who’s open, honest, intellectually
humble and emotionally stable
Focus on the Future

4-End with your plan to correct or improve a situation
What’s the solution going forward? If there’s not a specific “re-do” for a decision or
situation, at least state the lesson learned and how you’ll approach similar issues in
the future.
While no one likes to have the proverbial egg on their face, as a strong leader you can
wipe it off with grace and leave your credibility in place.
Published by: www.forbes.com
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How to identify great scalers
James Allen and Roger Philby

Sustainable, profitable growth requires more than innovation; it requires business
building. Most large incumbent companies have lost the ability to build new
businesses. They don’t declare war on their industry on behalf of an underserved
customer segment. They don’t disrupt industries, products and services, or business
processes. They don’t invest to develop innovations through uncertainty and
entrepreneurship. These big, slow-moving firms kill their growth with internal
complexity.
The most successful companies retain the ability to build businesses by acting like the
scale insurgent in their industry. Scale insurgents capture the benefits of size while
maintaining a strong sense of Founder’s Mentality, which we define as a clear
insurgent mission, a frontline focus and an owner mindset. Their greatest advantage
is the ability to compete on both scale and speed.
How can incumbent companies reinvigorate their Founder’s Mentality and become
fast-moving scale insurgents? They can launch micro-battles. In micro-battles, small,
cross-functional teams take a bold strategic initiative and translate it into a prototype
that can be tested in the marketplace. They turn a winning prototype into a repeatable
model that can be scaled across the organization. Senior leaders, who manage the
full portfolio of battles, work to amplify the impact of individual teams and recognize
patterns across the board. This process challenges bureaucratic behaviours and prods
executives to embrace a new way of working.
There’s a key tension in micro-battles. Teams must pursue fast prototyping but also
obsess over scaling innovation across the enterprise. They must be masters of
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disruption and scalable execution. Effective organizations tackle this problem by
developing three communities that work together to win and scale.
The first is the Agile/disruptive/innovator community. The members of this community
are focused on disrupting existing products and services, business processes, and
even the core business model of the company. Everyone recognizes the need for this
community. The second community is the expert/execution community. They deliver
innovation to customers flawlessly, using established playbooks and fixed routines.
But how can companies translate the disruptive ideas into something that can exist in
the world of routines? This requires a third group called the scaling community. This
community is the bridge between innovation and execution, between disruption and
routine. The scaling community is critical, yet it tends to go unrecognized. If you want
to be a scale insurgent, if you want to scale Agile, you must focus on building this
community.
The profile of a great scaler
How do you identify members of the scaling community? To better understand scalers,
we worked with The Chemistry Group, a London-based research company that helps
organizations get the most out of their people. It deploys a methodology centered on
“What Great Looks Like” and the 5-Box Model (see Figure 1). Let’s say you know your
company needs more people like Mary. Chemistry figures out what makes Mary and
others like Mary great. Using the 5-Box Model, it looks at Mary’s intellect, personality,
motivations, behaviors and experience to determine her capability and potential at
work. The order of the traits matters—from most stable (or hardest to change) to least
stable (or easier to change). To really understand what makes Mary tick, Chemistry
homes in on two aspects: her personality, as a measure of her intrinsic profile; and her
behaviors, as a measure of her external profile. Personality, developed during
childhood, is a good indicator of potential. Behaviors, developed through a person’s
working life, can be strengthened over time through experiences.

The Chemistry Group’s 5-Box Model examines an individual’s capability and potential at work
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Working with 20 Bain partners and five Chemistry partners, each with more than 20
years of experience, we asked the group to identify examples of a great scaler. From
a list of about 50 individuals, Chemistry interviewed and extensively profiled 20
scalers. A few examples alone can illustrate why these individuals stood out to our
colleagues.
•

•
•

Ritesh Agarwal, founder and CEO of Oyo Rooms: Oyo is the world's fastestgrowing chain of hotels, homes and living spaces. Starting in 2013 with a single
property in India, it has quickly become South Asia’s largest hotel network, with
more than 8,500 properties in more than 230 Indian cities. Oyo’s push into
international markets is moving fast—the hotel chain now offers around 460,000
rooms in eight countries, with recent expansions into the US and Philippines. As
founder, Ritesh has propelled Oyo’s rapid growth and success through repeatable
models based on data.
Mark Ibbotson, executive vice president of Walmart’s realty and central operations:
Mark’s role touches innovation, process improvement, associate communication,
online grocery and fresh operations, contact center operations, activity
management and asset protection, and safety. He views his role, however, as
making great ideas happen. Mark focuses on putting systems and processes in
place to scale ideas across Walmart’s store network. Once, he gave new life to an
idea from founder Sam Walton through a digital approach. Mark identified the key
scaling issues, determined a repeatable model for execution and turned it into a
multimillion-dollar annual revenue stream.

•

Pierre Laubies, CEO of Coty: Pierre has nearly 30 years of experience in the
consumer goods industry. Before Coty, Pierre was CEO of Jacobs Douwe Egberts,
a leading global coffee and beverage company. He also spent 25 years at Mars in
a variety of roles, including president of the global pet care division with
responsibility for $14 billion in sales. Pierre is a master of scaling the playbook. In
each company, he has identified key success factors for operations, working with
the execution community to create playbooks that can roll out across the
organization. He also publicly celebrates both heroes and failures, engaging others
in the spirit of test and learn.

•

Pippa Wicks, deputy CEO of Co-op: Pippa not only serves as the deputy chief
executive of Co-op but she also chairs AlixPartners UK, a turnaround and
restructuring business. Prior to joining AlixPartners, she was CEO of FT
Knowledge and group CFO of Courtaulds Textiles. Pippa focuses on getting things
done with speed at industrial scale in every role, especially by identifying
roadblocks to solutions, removing the obstacles and building repeatable models.
“You create far more impact doing something valuable multiple times than pursuing
a one-off initiative. I look for repeatability,” she emphasizes.

Not surprisingly, Ritesh is an insurgent founder and, therefore, a clear example of a
successful scaler. The other individuals are extraordinary CEOs and senior business
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leaders with strong track records, achieving their roles because of the scaling abilities
they have developed and demonstrated throughout their careers. The group is united
by a sense of duty to scale good ideas, moving from an innovation to a repeatable
model. From our interviews and detailed profiling of these leaders, we developed a
five-part definition of a great scaler.
Scalers are all-rounders
Working with Chemistry, we evaluated the group on a 5-level scale against the 11 key
behaviours of high-performing leaders. Scalers score highly and consistently across
all 11 behaviours. Roger Philby, the founder and CEO of Chemistry, notes, “Finding a
5 is like finding a unicorn. The scaler group has the highest number of 5’s I have ever
seen in 15 years of doing these interviews.” To most people, a score of 5 sounds the
best. But for Chemistry, a 4 is best. It represents that an individual excels at a given
behaviour. A 5 is something different, according to Roger, “This isn’t a Spinal Tap ‘up
to 11’ score. A 5 is someone that excels personally on that dimension and has taken
specific actions to build an institutional capability on that behaviour.”

Scalers outperform across 11 leadership behaviours, especially processing information and
improving performance
Beyond high performance, the group doesn’t have clear weaknesses, which is also rare. When
comparing the performance of different communities, Roger noted, “Disrupters and executors
are spikier. They are very strong on some areas, but also have weaknesses. Scalers score
higher than any group, on average, but also avoid the blind spots.”
Scalers excel at processing information and improving performance
Great scalers score around 5 on two major leadership behaviours. The first is processing
information. Scalers improve their organization’s ability to analyse options, make decisions,
evaluate results and learn from outcomes. Scalers also score well on improving performance.
As leaders, they focus their people on outcomes, defined as something that adds value for
customers.
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These two behaviours work together in a remarkable way. Scalers build feedback loops. They
create the right systems and culture to find ways to help customers, test the best options,
collect performance feedback and make improvements based on their findings. One exemplar
scaler acknowledged that among his strongest skills, he is able to determine quickly ways to
make product or service improvements. If scalers are defined by a single approach, it is this:
They notice patterns, learn what levers to pull for greater customer value and identify one or
two simple insights that can be rolled out everywhere. Once they figure out a repeatable model
to scale an initiative, they focus ruthlessly on it. “The key to scaling is about finding what works
and repeating it. Over and over again,” noted Ritesh of Oyo, who rapidly expanded the
company through repeatable models.
Scalers influence organizations through results
Using behavioural data, Chemistry also explores how leaders influence others and motivate
their organizations to act. Many business leaders, for example, score quite highly on empathy
(knowing what matters to their teams) and inspirational communication (moving a team to
action through a call to arms).
While scalers don’t perform poorly on these dimensions, scoring an average of 3.1 and 3.3,
respectively, they tend to influence an organization more by building confidence, where they
score an impressive 4.1. Scalers speak through the results achieved on their projects. They
are doers more than talkers and actors more than feelers. When explaining how he built new
revenue streams at Walmart, Mark noted, “It was a question of fact. I didn’t need to create a
story; the story was both the data and the results.” Pippa, from Co-op, echoed this sentiment
in describing how she engaged her organization in an initiative: “My intent was not to
understand how they were feeling. Of course, that was interesting, but I was really trying to
determine what the win was. If I focused on that, the engagement would follow. Without the
results, my words were hollow.”
Scalers act as a bridge
Along with the scaler’s external behaviours, we also looked at their intrinsic profile, or
personality. Chemistry first focuses on personality traits surrounding conscientiousness, or the
measure of an individual’s self-control, organization and drive to achieve. In studying six
different traits, we found that scalers act as the how, taking the ideas of the disrupters and
installing the structure needed for the executors. This is especially true for two traits: consider
and fulfil (see Figure 3).
Consider looks at how much an individual deliberates before he or she acts. Is the individual
a “ready, aim, fire” personality or a “fire” personality? Executors lean toward “ready, aim, fire.”
Disrupters lean toward the immediate “fire.” Scalers are right in the middle. They share the
executor’s sense of deliberation and the disrupter’s sense of urgency.
Fulfil looks at an individual’s sense of duty and the degree to which he or she values keeping
promises. Executors feel rules are important. Disrupters feel constrained by rules and
commitments. Scalers stand directly in between, sharing the executor’s sense of duty with the
disrupter’s desire to be unconstrained.
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Due to their personalities, scalers act as the bridge between disrupters and executors

Due to their placement in the middle of two personality groups, scalers act as a bridge.
As Roger explained, “Disrupters reject structure and processes because they impede
breakthrough innovation. Executors demand structure and processes because this
helps them deliver—and the fulfilment of promises matters hugely to this community.
Scalers stand right in the middle of both groups, sharing the desire to disrupt but also
recognizing that delivery matters.”
Mark recognizes that his job is to make innovation happen. In describing how he
brought one of Sam Walton’s ideas to life at Walmart, he explained, “The idea already
existed…. All I did was understand the intent of the idea, understand the context (the
system, process and people) by which it would come to life and described the
repeatable process by which it would happen. That one idea perfectly executed in a
repeatable model is now a multimillion-dollar annual revenue stream.”
Another senior leader shared how one scaler regularly translates innovation to routine,
due to his personal nature, saying, “He is always the quiet one in the meeting. He
waits to hear all the ideas. Usually, we end up with 20 ideas on the whiteboard—lots
of excitement, but no real idea what to do next. Then, he stands up and says, ‘I think
we can take these two ideas and build them into our new sales training; by June, we
could get every salesperson globally bringing this to our customers.’ He makes big
ideas small enough to act. But he builds the small idea into a routine that can scale
everywhere.”
Scalers are built, not born, and they struggle to find a home
Our work with Chemistry indicates that about a third of your people are inclined to be
good disrupters, a third to be executors and the remaining third to be scalers. You
likely have scalers in your leadership team—in fact, about 10% of them hold the
potential to become very good scalers. But for scalers to reach full potential, they need
opportunities to learn from experiences. Of the scalers we interviewed, each
emphasized that they had become a student of scaling. Pierre, the CEO of Coty,
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described his growth as a scaler, acknowledging, “It wasn’t until my last job that
everything came together. I realized every experience to date was a journey.”
However, most scalers don’t know what to do with themselves. Why? Few business
leaders have a way to identify scalers, assign them the right roles and develop a
community. They know a disrupter or an executor when they see one, and disrupters
and executors know themselves. These groups tend to cluster around specific jobs
(see Figure 4). Disrupters gravitate toward roles that reward innovation and idea
generation. Executors gravitate toward roles that reward the day-to-day delivery of
results. While scalers are vital to a company’s success, they are lost. They can be
found anywhere, but they struggle to feel at home.

Scalers do not gravitate toward any specific job type

Building the community
To grow their companies, one of a CEO’s most important roles is to identify potential
scalers and assign them to lead micro-battles. Micro-battles not only provide a
repeatable model for how the three communities can work together but they also give
scalers the experiences they need to become masters. They force the organization to
elevate scaling to the same level as innovation and execution while rediscovering the
art of business building. CEOs who are just getting started on this journey should
consider five commonly asked questions.
How do I start to identify members of the scaling community? Look to your top 100
leaders to find well-rounded high performers. Within this group, focus on the two
behaviors that really matter for scalers: processing information and improving
performance. You are looking for leaders with a track record of results achieved
through constant testing and learning. Most CEOs can think of one or two people that
fit the bill. More broadly, with Chemistry, we’ve developed a diagnostic tool that allows
executives to segment their full leadership team into the three communities. The tool
should start a conversation about the importance of disruption, execution and scaling.
The goal is not to put leaders in a box, but rather to appreciate how all three
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communities are vital to business building. You should allow leaders to switch out of
their initial grouping. From this exercise, you’ll end up with 5 to 10 definite scalers who
can start to work on micro-battles. As your organization gets more comfortable with
the concept of the three communities, more scalers will come forward and build a
community. But be patient.
How do I give them learning opportunities? Once you’ve identified an initial set of
scalers, you must provide them with experience. Micro-battles focus on the specific
motion that scalers are trying to master—namely, taking a successful innovation and
turning it into a scalable repeatable model.
Through amplify sessions, where senior leaders review the portfolio of micro-battles,
we encourage scalers to learn from each other. The reviews are a great place to ask,
“What are we learning from our successes and failures in scaling?” Through microbattles, you help your scalers learn individually and collectively.
How do I build a scaling community? You don’t need to reorganize around scalers or
the other communities, but you should create an opportunity for community members
to share experiences and best practices. It’s important to give each community a voice,
especially in recruiting and personal development. After sorting your top 100 leaders,
ask the communities to discuss one way the company can improve execution,
disruption, scaling and one way the company can stop impeding execution, disruption,
scaling. Plan for these communities to meet twice a year to discuss lessons learned.
Separately, CEOs should also ask their HR directors, “How can we recruit more
scalers and give them more scaling experience?” Over time, you want to identify
scalers earlier in their careers and give them more experience from the start.
What are the most common pitfalls, and how do I avoid them? There are three pitfalls.
The first is that people feel that the communities are constraining rather than
empowering. When initially sorting leaders into communities, we emphasize that their
profile is indicative of the group to which they are most affiliated. We ask leaders to
talk with their communities for 20 minutes, then determine if their community fits or if
they want to change. Your goal is to empower leaders to find their like-minded peers.
The second pitfall is that a CEO accidently implies a hierarchy of communities. All
three communities are critical. You need disruptive thinking, flawless execution and
scalable repeatable models to build your business. The third pitfall is that a CEO
rushes to an organizational solution. You want to encourage flexible ways of working
and teaming across organizational lines. You are not trying to create a new org chart.
To avoid these pitfalls, use the word community deliberately—these are similar folks,
and they should be encouraged to talk to each other and work together to grow the
business.
How do I bring the organization along on this journey? The idea of scale insurgency is
extremely motivating. Who wouldn’t want to be in an organization that competes on
scale and speed? Your people want to rediscover the insurgent mission. They want to
champion customers and the front line that serves them. They want to cut through
bureaucratic nonsense. They want to do this as a team of teams, valuing each
community. The best way to start this journey is to make your team aware that they
control the growth agenda of the company. It is in their hands, but you need to put it
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there. Business leaders talk a lot about transformation. How do I return to growth?
How do I move faster in a world of digital disruption? But they don’t talk enough about
the choreography of transformation. What levers should I pull, and in what order? In
choreographing a transformation, CEOs heavily rely on horizontal initiatives, or
initiatives that work across the top of the organization (such as reorganization or
complexity reduction). CEOs rarely rely on vertical initiatives, or initiatives that move
down the organization and involve the front line to get results for your customers.
These kinds of initiatives maintain the momentum for change by creating market wins
and heroes. Deploying micro-battles and building a scaling community are vertical
actions, creating and sustaining organizational support for your broader
transformation.
For CEOs, bringing the organization along is the easy part. The hard part is getting
started. But a few steps can make that a little easier: Find some scalers, and through
micro-battles, help them learn to excel.
Published by: www.bain.com
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Your employment engagement survey is destroying your
company’s culture
Laszlo Bock

It only takes one engagement survey to destroy the company culture you’ve worked
years to create.
I’ve seen this pattern happen at too many organisations–including ones where I’ve
been on the payroll. Leadership sets out with the best intentions: to increase
happiness, well-being, and inclusion at work. They know that the best place to start is
to ask employees for feedback on what’s going well and what needs attention.
And then they make a fatal mistake.
They pour countless hours and millions of dollars into an engagement survey that
utterly fails to measure what actually matters. They ask employees to spend precious
time giving feedback, costing even more. After this massive investment, at best,
leaders see charts and cross-cuts that only raise new concerns. These leaders are
stuck–unable to take action, and powerless to make change on the things their people
care about the most.
This paralysis may seem inconsequential. But it is destroying your company’s culture
one question at a time. By asking someone for their opinion–whether it’s about work
or what they’d like for dinner–you imply that you care about it, and create an
expectation that you’ll do something based on what they have to say. At the very least,
when you ask for feedback, you make an implicit promise to acknowledge it.
When you don’t act on what your people have told you are the most important issues
they face, your company’s culture doesn’t just stay the same. It gets much, much
worse. Futility turns to apathy and resentment. Why speak up if it won’t make a
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difference? Why invest in an organization that dismisses you? The engagement
survey, meant to improve your culture, has instead destroyed morale and motivation.
I see this now with companies we talk to at Humu. Employees, asked to speak up,
don’t feel heard. They feel hurt. And this industry standard of silence and inaction
breeds dangerous resentment. By failing to make any changes, leaders squander
huge budgets and worse: They actively signal to employees that their time isn’t valued
and their feedback is worthless.
But it doesn’t have to be this way. At Humu, we’ve built a solution that automates
action on a large scale, but companies of every size can make simple tweaks to the
way they think about measuring–and making changes on–engagement today, that will
benefit everyone tomorrow.
MEASURE WHAT MATTERS
The majority of employee experience or engagement surveys I’ve experienced,
whether built in-house or from a vendor, become a laundry list of questions. Every
leader has a pet initiative to measure, making the survey bloated and impossible to
act on. When deciding on survey items (or eliminating others), ask yourself: What
would we do immediately if this item scored low? If it’s not actionable, it’s not
measuring something that matters.
CLOSE THE LOOP AND COMMIT
When your people take time to give feedback, thank them for it–right away. Leaders
who acknowledge the value of their team’s responses, share the findings, and, most
importantly, commit to taking action, make employees feel seen and satisfied. What’s
more, this commitment becomes a forcing function for management to actually do
something. Which brings me to my next point.
DO SOMETHING—ANYTHING
Take action on your team’s feedback, and if your survey delivers results broken down
by manager, ask them to do the same. Every time you make a change, talk about it–
at company all-hands, at team meetings, by poster, email, or carrier pigeon. Let your
employees know that you heard what they said and are doing something about it.
Don’t want to focus on the negative? Celebrate what’s good first–and then tell people
what you’ve improved.
MAKE FEEDBACK AS ESSENTIAL AS OXYGEN
Don’t let surveys become the only place where employees can give valuable feedback.
Encourage employees to suggest solutions to problems as they arise, and ask
managers to do the same. Invite questions during all-hands, foster open discussion in
team meetings, and ask specific questions. (“What two changes would make it easier
for you to do a great job?”) Wherever the feedback comes from, the power lies in
connecting any action taken back to its source.
Is your organisation following these rules? If not, you’re at risk of falling into the trap
of inaction. Bring leadership together to reflect on how you can better create a culture
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in which your employees feel heard and valued–and ensure that your engagement
efforts don’t destroy the culture you’ve spent years building.
Published by: www.fastcompany.com
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Reflection can improve your team's performance
Alaina Love

Joshua Earle/Unsplash

Most of the leaders I work with are masters of multitasking. Their days are filled with
meetings, conference calls, client visits and resolving complex problems. In short, they
spend their time gulping water from a firehose, with no visible end in sight to the
relentless pace.
Does this sound familiar?
Interestingly, there are some leaders who seem to manage this intensity much better
than others, particularly those who have made reflection a practice. They seem to
more seamlessly navigate their daily challenges and better leverage knowledge and
past experience when doing so.
The secret: These leaders structure their workweek to include time for introspection,
and they promote this practice with their own teams.
The process that Lauren has employed since becoming the VP of sales in a heavilyregulated healthcare company was developed out of frustration.
“I was rushing from meeting to meeting on daily basis,” she told me. “Most of the time,
I’d get to the end of the week and realize that I’d barely had time to sit down and just
think. That concerned me because we were dealing with some particularly challenging
accounts and I wasn’t sure that we’d actually formulated a strategy that would be
difference-making. We were clamoring to put out fires, without reflecting on what we
were learning.”
That’s when Lauren instituted a ban on Friday afternoon meetings after 3 p.m. She
wanted her team to have space at the end of each week to consider the progress of
their projects, review the insights they’d gained from client interactions and plan their
objectives for the following week.
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Team members are encouraged to disconnect from the intense pace for at least 30
minutes and spend that time in a reflective space.
“We have a lovely campus with walking trails, so I actually go outside for a walk during
that time,” Lauren said. “It allows me to become more centered, and somehow I come
back feeling less stressed and with more answers.”
Lauren’s practice of spending her reflection time outside is supported by studies that
indicate that nature improves cognition and mood. Simply put, a walk in the park can
improve your mental well-being and allow you to more readily improve your working
memory. It’s more than just a momentary escape from the office.
Research also proves that encouraging your team to adopt a reflective process is likely
to improve job performance, especially when reflection is coupled with an examination
of the strategies employed to solve problems.
To capitalise on what science is showing us about the power of reflection, there are
four main factors you can use to leverage this process with your team:
Establish the time
Creating space in the week for your team to reflect has a much more meaningful
impact when it’s designed during business hours. Establishing “meeting-free zones”
which are dedicated to reflection time sends a powerful message to your team that
you take the practice seriously enough to devote paid hours to it.
Simply encouraging your staff to reflect isn’t enough, especially in intense, deadlinefocused cultures where employees are likely to perceive “busyness” as the mechanism
for achieving success and upward mobility. Defining a time for employees to reflect
makes it more socially acceptable to engage in the practice of doing so.
Choose the right location
If you’re one of those people who feels better after a walk in the park, it’s no surprise.
Studies show that spending time in nature not only improves mood and reduces
anxiety, it also enhances cognition, especially working memory. In Japan, for example,
the practice of shinrin-yoku, or “forest bathing,” is a prevalent practice that is part of
the country’s national public health program.
Being in the presence of trees has been proven to reduce stress hormone production
and blood pressure, while boosting the immune system -- an antidote to the tension
created in hard-driving work settings.
Teams that work in an urban environment should take advantage of nearby locations
that provide exposure to nature. If these are not readily available, consider creating
indoor or outdoor spaces with plants and trees, and seek out meeting rooms with
natural light, especially those with windows overlooking green space.
Structure the process
Once you’re in those meeting rooms, how you structure your team meetings can be
difference making for your business. Rather than a staff meeting that includes the
typical status updates on projects, structure your meetings to encourage insight
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sharing. This can be accomplished by including “team insights” at the end of every
meeting agenda, when individual team members are encouraged to share key “takeaways” from the discussion.
When individuals know that they’ll be asked to offer their insights at the end of a
meeting, it encourages higher order thinking, listening and processing, which naturally
builds reflection into your meeting process. Sharing in a team setting also allows the
organization to benefit from the team’s collective insights and harness them to achieve
better outcomes.
Apply proven techniques
Technology is wonderful, and each of us has a preferred digital device. Yet, science
indicates that going “old school” has its value, especially when designing a reflective
process.
To capture your ideas when reflecting, hand writing your notes is so much more
effective than typing those ideas into your mobile device or laptop. Journaling by hand
allows you to retain conceptual information over a longer time period, enhancing your
capacity to apply that information when confronted with future challenges.
The data are compelling. Improving performance may not be best accomplished by
pushing employees to work harder or longer. Although seemingly antithetical, the
secret to creating a winning team is to give them permission to slow down, so the
benefits of reflection can shine through.
Published by: www.smartbrief.com
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How listening more will change you
Mary Jo Asmus

A leader in a large organization was having a difficult time influencing his employees
to move forward on a significant project that needed to be completed in a short period
of time. The people who were most resistant were long-time technicians at the
company who resisted the change that this project would make to their daily routines.
In speaking to his employees, they told me that they really didn’t see much of him, and
when they did he talked too much. He didn’t ask them how they felt about the future
changes. He was more inclined to talk about how important the new technology they’d
be installing was for the company. When they did speak up, he cut them off and
pushed back on their ideas. In short, they weren’t listened to.
Time was of the essence, and this leader was desperate to complete the project on
time and within the budget, but it was behind schedule. When it was suggested that
he could start listening for understanding his team’s concerns, he was intrigued and
began to stop talking and open his ears. He practiced listening at a deeper level to
understand what others concerns were.
These are the benefits he experienced when he listened more:
Empathy for the concerns and perceptions of others who felt this change was thrust
upon them without their input. The leader was able to walk in their shoes and
understand how they felt, something he hadn’t experienced before. He began to
include them in the project design.
Connection and a sense of relationship to the people on his team. He felt he was
developing the relationships in a way he hadn’t previously. The employees also began
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to feel the connection on their end. The leader’s armor was let down when he stopped
cutting them off and began to listen to their ideas.
Grace that he could extend to himself in a way that he hadn’t before. He was frustrated
and blamed himself for the lack of progress on the project (even if he didn’t see his
role in that). As he listened, he understood that he could stop judging himself so
harshly. When he developed empathy, he also stopped having harsh negative
judgments of his team.
Smarts about what makes others tick. When he listened, the leader began to
understand others before and stopped preaching about the project. When that
happened, he could better work with them to adjust the work of the project in a way
that accommodated many of their ideas. Knowing them better would help him to lead
even after the project was completed.
Trust was built with the people on his team. When they felt listened to, they also felt
that he (finally) respected them. This made them willing to trust him in a way they
hadn’t before, and when that happened, he was able to make some decisions that
were previously unpopular. He no longer had to push his reasoning on employees who
were resisting; they became more accepting. The team was more willing to go along.
This leader didn’t just struggle at work with leading people. He also struggled with
building and maintaining relationships in his personal life. In his words, “learning to
listen better changed me and all the relationships in my life for the better”. Imagine
what would change for you if you listened more!
Published by: www.aspire-cs.com
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Can you master your motivation?
Susan Fowler

Do you love conducting performance reviews? Do you swoon over submitting expense
reports? Are you enthralled with preparing budgets?
Face it, your leadership role demands some activities you will never love, swoon over
or be enthralled to do. But you still need to master your motivation to do them. Imagine
hating to conduct performance reviews, yet you’re supposed to be “motivating” a staff
member to put energy into something they don’t like doing. Hypocritical, inauthentic,
and ineffective are descriptions that come to mind.
Thankfully, motivation science provides an alternative. Applying what we know about
the nature of human motivation, you can learn to generate the positive energy that
helps you achieve your goals while elevating creativity, productivity, sustainable
performance, and mental and physical wellbeing.
First, master your motivation mindset
1- Admit that most of what you’ve done to “motivate people” hasn’t worked, so it’s
probably not working for you either. More than likely, your opinions about
motivation have developed because you’ve been held accountable for applying
leadership competencies based on studies on animals from the 1940s such as B.F.
Skinner’s detrimental carrots (incentives) and sticks (fear, punishment),
McClelland’s misleading achievement motivation (based on power), or Maslow’s
misinterpreted hierarchy of needs (never proven and potentially more harmful than
helpful).
2- Explore your beliefs about leadership. Have you ever challenged common beliefs
such as: “It’s not personal, it’s just business,” or “The primary purpose of business
is to make money”? If not, you could be thwarting the psychological needs required
for you and your people to perform and thrive at work.
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3- Instead of asking yourself if you’re motivated, ask yourself why you’re motivated.
When it comes to motivation, what matters most is not the quantity of motivation
you have, but the quality. Consider this: not all motivation is created equal. The
reasons for your motivation determine the quality of your motivation.

Motivation is the energy to act. When you have low physical energy, you can kickstart
yourself by eating a candy bar or drinking a cup of coffee or caffeinated soft drink. You
might benefit in the short run from the sugar spike and caffeine rush, but then what
happens? Your blood sugar plummets, leaving you needing another energy fix. But
when you eat a handful of almonds or a healthy breakfast, you not only generate
energy, you create positive energy and vitality more conducive to innovation,
productivity, sustainable high performance, and mental and physical well-being.
A similar phenomenon happens with your psychological energy that also influences
your physical energy. Junk-food motivation, fuelled by rewards, incentives, power,
status, fear, or shame, is the psychological equivalent of sugar and caffeine. Research
shows that even if you get that initial rush of psychic energy, it’s suboptimal -- meaning
the motivation you generated isn’t sustainable enough to attain your goals.
This low-quality motivation also detracts from your creativity and mindfulness. But
optimal motivation is fueled by creating choice, connection, and competence—the
three psychological nutrients required for the type of energy needed to achieve your
goals and thrive.
Now, master your motivation skill set
1- Create choice by asking yourself: What choices have I made and what choices can
I still make?
2- Create connection by asking yourself: How can I deepen connection through
demonstrating genuine caring, aligning with my values and purpose, or contributing
to the greater good?
3- Create competence by asking yourself: How can I build competence by
acknowledging my skills, developing expertise, and learning something new?
Imagine applying these questions to conducting performance reviews. This cartoon
demonstrates six different types of motivation -- each reflecting the quality of your
choices, connection and competence. Through the skill of motivation, you can shift
from…
•
•
•

disinterested motivation (because you can’t find value in conducting reviews)
external motivation (driven by tangible or intangible rewards)
imposed motivation (based on fear, pressure, or shame)

to
•

aligned motivation (recognizing that performance reviews help you fulfill
meaningful values you have as a leader)
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•
•

integrated motivation (because performance reviews support your self-identity as
an effective leader)
inherent motivation (because you simply enjoy the whole performance review
process).

Can you learn to master your motivation? Yes. If you first liberate yourself from
outdated notions about motivation and embrace a new motivation mindset. Then, learn
to master the motivation skillset to experience the optimal motivation required to
achieve your goals and thrive.
But there’s more good news. When you master your motivation, you are more likely to
find success facilitating your staff members’ motivation mindset and skillset. And, who
knows? Performance reviews might prove to be one of your most potent leadership
tools for developing people -- not because you love, swoon over, or are enthralled with
conducting them, but because you recognize their value in creating choice,
connection, and competence for yourself and those you lead.
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