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How the BestCompaniesSurvive the 9 Traps
of Winning

SEDUCED BY
SUCCESS
THE SUMMARY IN BRIEF

Don’t let success put your company on theroad to ruin. When leadersof
organizationsexperience meaningful levels of success or periodsof stability,
theytendto believe that theyareentitled to continued successinto thefuture.
In manycases, managersbecomecomplacent, comfortable and mediocre,when
in fact theyshouldbebuilding on all thethingstheyhavedonewell in thepast.

It is importantto realizethat people and businesses fall into this success
trap.It happensto entirecompanies and departments, to small groupswithin
organizationsandto individuals. All are susceptible to theperils of success.

Robert HerboldwroteSeduced by Successin an effort to help individuals
and organizationsbecomesuccessfuland stay successful. This summarywil l
showyou how to look past your current successor stabili ty and constantly
probefor newandbetter ideas andwaysto do things.Herbold showscompa-
nieshow to avoid theninetrapsof success— thelegacy practices thatalmost
felled giants suchas General Motors, IBM andApple.

Theissueof how to put past successes in perspective is also addressed,
showing readersthat theyshouldnot rely too heavily on what workedyester-
day or what’sworking today. It’s too easy to betrapped in theexhilaration of
thepresent andto believe you’ve foundthetrueand everlasting formula for
sustained success.

IN THIS SUMMARY,YOU WILL LEARN:

• How GM’s successgradually led to its downfall .

• WhatstepsDaimlerChrysler took to becomea manufacturer of unique
automobiles.

• How a focuson details and execution helps organizationsavoidthetrapof
boredom.

• How Southwest Airlines rose to thetop of oneof thetoughest industries.

• Which three guidelinesarenecessary to clearly communicate expectations.

• How Applemanaged to make a comeback with iTunes and theiPod.
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SuccessIs a SeriousBusiness
Vulnerability

Thevulnerabilities resulting from successcanbring
down individualsandorganizationsof all sizes. For
example, look at whathashappenedto General Motors,
or GM, a 98-year-oldcompanythat took theleadership
of theautomobilebusinessaway from Fordin the
1920s.In the1950sit becamethelargestemployer in
thefreeworld and thefi rst fi rm to make $1 billion in a
year. In themid-1970s,GM had almosta 50 percent
market share in theUnitedStates, as well asthebest-
selling model in America,theOldsmobile Cutlass.

However, for thenext30 years, it wasdownhill for
GM. By early 2006,its financial problemswerestagger-
ing. It hadlost$8.6billion in theprior year, andits
market value wasdown to $11 billion. How could such
anincredibly successfulcompany experience a three-
decade-long decline?

For 30 years,GM watchedJapanesecarcompanies
cometo America andbuild nonunionplantsthat turned
out distinctive-lookingcarswith world-classquality and
industry-leadingefficiencies.Thecar manufacturer
nevercameto gripswith theenormousconstraints that
were put on thecompanyby its rigid legacypractices.
Besideshavingmodels described as“too timid to excite
consumers,”thecompany’s inaction on thelaborfront
waskilling it.

By 2005,it hadalmost700,000retirees and their
dependentswho relied on GM for pensionsandhealth
care; spendingon this came to roughly$2,200for every
vehicle thatGM built andwasthekey reasonthat the
company lost $1,227on eachvehicle it sold in North
America. Yearafter year,GM wentblindly along,pro-
ducingunexciting carsandsigningunion contractsthat
were clearly economic suicidein thelong run. It had
beenclearly capturedby its legacypractices.

Why DoesThis Happen?
When you stepbackfrom all this General Motorshis-

tory, it is absolutelyshockingto seeAmerica’s premier
corporation of the1970sspiraldownwardfor three
straight decades.What’s ironic is that theformer head

of GM, Alfred P.Sloan, is famousfor saying, “Any
rigidity by an automobile manufacturer, no matter how
largeor well established, is severely penalizedin the
market.” Sloan was actually referring to HenryFord,
who in the1920srefusedto changehis businessmodel
to build different cars that would suit different tastesin
America. Little did Sloanknow that thecommentwould
beapplicable to GM decades later.

Thestory of GM is a classic lessonof how companies
can becapturedby legacy practices from periodsof suc-
cess, causing very seriousproblems.There are three
destructive behaviorsthat are created and nurturedby
success. Theyarethefollowing:

1. Lack of urgency. Success seems to leadto the
avoidance of any kind of stressin favor of basking in
theglory of prior times. Individuals, companies,govern-
mentagencies,nonprofits and education groupsareall
vulnerable to this behavior.

2. Protective and proud. Success and stabili ty seem
to breed a lossof curiosity anda defensive attitude
towardany kind of newthinking that would suggestthat
what is currently being donemight not bethebest
approach. This is sometimescalledthe“not invented
here” problem.

3. Entitlement mentality. Onceyou achievesome
degreeof success or stabili ty, theworld does not owe
you lifelongsuccess. Many individuals and organiza-
tionsare soimpressed with themselves and their
achievements that theycanno longer imaginea world
where theyare in decline. ■
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Tr ap No. 1: Neglect
Neglect is sticking with yesterday’s business model.

It’s beenseentime and again. Individuals and organiza-
tions experiencetheeuphoriaof winning.But seldomdo
thesesame talentedpeople and organizationsstepback,
review all theelements of their businessmodeland con-
front thequestion of whetheror not theyareimproving.

Whenyou consider how businessesin a particular
industry operate, thething that is so striking is the
wealth of opportunitiesthatexist to dive into a particu-
lar areaandcreateuniqueadvantagesover thecompeti-
tion. We’ve seensuchcompanies emergeasunusually
successful becauseof a uniquelogistics approachor a
superiorcustomerservicesmodelor by addingsignifi -
cantnewcapabilitiesto theproducts and servicesthat
had beendefinednarrowly in a particular industry.
What’s importantis to beconstantly challengingyour
organizationto imaginea differentworld from theone
you are dealingwith today. And you mustreally probe
your potential to create realadvantages.

FaceReality, Then TackleYour Vulnerabiliti es
Oneof themostimportantthingsan individual can do

is to developa mindset thatconstantly assumesthat
thingscan beimprovedandaggressively pursuealterna-
tives. Here aresomestepsto follow to figure out where
thingsstand:

• Review all aspectsof your business model. This is
thekind of exercisethat typically never happens. People
get sobusyexecuting day-to-day activities that they
rarely stepbackandlook at the big picture.

• Be objective. This is thehard part. People who have
experiencedsuccessandareexperts in their legacyprac-
ticessee thingsthroughbiasedeyes.

Turning IBM Around
In theearly1990s,IBM wasanexampleof a previ-

ously successfulcompanywhosetop managers werenot
realistic. They were clinging to thewaysin which IBM
had operatedfor years,andtheycould not imagineany
viablealternatives.ThenLou Gerstner becameCEOin
1993.Gerstner raninto some incredibly entrenched
legacypractices— thefirst thing that infuriated him
wasthecompany’sprocessof strategicdecisionmaking,
which consistedof groupswithin IBM forwardingpro-
posalsto theManagementCommittee. Thecommittee
wasmadeup of six memberswho met onceor twice a
week andheld lengthy andformal meetings.

Thesecondthing thatbothered Gerstner aboutIBM
wasits complex financial managementprocess.It was
extremely difficult to pull togetherconsolidatedfinan-

cial statementsfor all of IBM, making it hard to find out
thestatusof projects.Thefinal problem thatGerstner
uncovered in thecompany’s businessmodel washow
confusing IBM was from a customer perspective.
Customers were disappointed by IBM’ s lack of respon-
siveness,undoubtedly because of its organizational
complexity.

Given theseproblems, Gerstner had to makesome
very fundamental changesin thecompany.Within six
monthsof his arrival, heannouncedto all employeesthat
their newrole would be to solve the customer’s informa-
tion technology-related business needs. His vision wasto
transform IBM from a computer companyinto a much
broadertechnology and services company. Facing reality
andfighting the urgeto stick with your old business
model canbe difficult, but with great leadership, asin
thecase of IBM and Gerstner, it canbe done. ■

Trap No. 2: Pride
Prideis thetrap that allowsyour products to become

outdated.Great products are all aboutunique,distinc-
tive capabilities that areconstantly updated andkept
fresh. Unfortunately, there are plenty of examplesof
successful products that havebeen left aloneand
allowed to drift into mediocrity becausetheir companies
became frozen in thepractices theybelieved werethe
secret to their success.

Uniqueness: An AbsoluteEssential
Back in 1996,Chrysler wasat thetop of its game.It

had achieved that statusby bringing out some very dis-
tinctive and successfulautomobile lines. It inventedthe
minivan and took Jeep andgenerated a newversion of
theGrand Cherokee, which basically created thesport
utili ty vehicle. At thetime, thesevehicles were unusual
and uniqueautomobiles.Chrysler wasalso riding on the
successof some of its othervehicles,but the1998
mergerwith Daimler-Benzwould prove difficult. The
next threeyears were very toughfor Chrysler aspartof
DaimlerChryslerAG.After several years of strongcar
and truck sales,demand for thecompany’s high-margin
minivansand SUVswascooling off, primarily because
thecompetition wascatching up.

During this period,Chrysler hired largenumbersof
people. Al l of theexcess, coupled with theabsenceof
distinctive newvehicles, led to financial trauma.When
Dieter Zetschetook over as CEO, hefounda lot of
complicated financial projectionsbut no thorough
analysis of thecompany’s strengthsandweaknesses.He
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quickly movedinto action, cutting20 percent of the
work force and reducingthecostof partsby 15 percent.
Zetschealsotook it uponhimself to get theexcitement
back into Chrysler’s vehicles. ■

Tr ap No. 3: Boredom
Clinging to your once-successful brandingafter it

becomesstale andboringis a dangerousholeto fall
into.Americanfast-foodgiantMcDonald’sfell into this
trapin 2002ascustomerscomplained aboutslow ser-
vice,rudeemployeesandcardboard-tasting food.
Because thefood chainhadbecomesoaccustomed to
being on top, it hadlet all theelementsof its marketing
slideinto disarray:ineffectivestrategy/theme,lack of
acknowledgment of currenttrendsandpoorexecutionat
thestore level.

Thebusinessworld is full of examples like this: once-
exciting brandsthatbecamedull, old and stale. This
often happensbecauselessfocusis placedon thebrand
once it is successful. Thefolks runningthosebrands
assumethat they havefoundthemagic formulaandnow
it’s time to sit backandreapthebenefi ts.

BeClearand Concise
It is startling to seehow manyproducts in themarket-

placeare strugglingasa result of a severe caseof lack
of identity. A greatexample of understandingdistinc-
tivenessandfreshnessis Harley-Davidson. In 1985,the
companywasin trouble. Its motorcycleswere of poor
quality, but themost severeproblem was constant oil
leaksin thebikes.

Fortunately, Jeff Bleustein steppedin as theengineer-
ing vicepresidentduringthis decline and finally con-

quered thequality issues.Fromthat point on,Harley-
Davidson became an incredible success story, primarily
because of fantastic branding — it essentially built a
motorcycle cult. It tackledthebuilding of this brand
from many angles,but thecoreelement in all its prod-
ucts and marketing was thedistinctive Harley attitudeof
individualism, freedomand rebellion.

FocusRelentlessly on Detailsand Execution
Starbucks is an excellent example of superb brand

execution.Thecompany has a very clear pictureof what
it wantsto bein theconsumer’s mind, and it worksend-
lessly to haveevery aspect of theconsumer experience
lineup with thatobjective.

Sohow do Howard Schultz and his teamkeepthat
consistent Starbucks experiencewhile constantly
refreshing theproduct line? Their success comesfrom
theway thecompany connects with customers,commu-
nities andeach other. As Schultz has said, Starbucksis
not in thecoffeebusiness serving people, it’s in thepeo-
ple business serving coffee. A typical customer stopsby
his or her favorite Starbucks anaverageof 18 timesa
month. No American retailer hasa higher frequencyof
visits. Starbucksexemplifies theessence of keeping the
coreof a brandstrong. ■

Trap No. 4: Complexity
As successful organizationsgrow, theyoften fall into

the trapof hiring too manypeople, which makes the
organization more complicated.Organizationsthen reor-
ganizeinto smaller groupsto get as much clarity aspos-
sible, but this oftenleadsto unproductive fragmentation
of processes that should becarried out organizationwide.

Don’t Wait for theCrisis
Why is it so hard to constantly pushfor improvement

in theprocessesthathelp run theorganization?Therea-
sonis that changeis very hardfor individuals to accept.
Thepriceyou pay for waiting and allowing thatprocess
to become out of date canbeenormous. Eventually, you
end up in crisis mode, trying to fix thingsjust to catch
up,without any notion of actually trying to getaheadof
your competition. In addition, by tackling thesethings
when theyare running fairly well, you havemoreof an
opportunity to experiment with different approaches,
since you are not under thegunto fix theproblemnow.

Schneider National is a trucking company thatserves
customerssuchasWal-Mart and Lowe’s.During the
1980sand 1990s,when Schneider was growing quickly,
its services were in high demandbecause thetrucking
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Chrysler’s Comeback Car
Zetsche’s comeback plan began to take hold in the

spring of 2004, with the introduction of the Chrysler
300 sedan. Its hulking look, small side windows and
massive egg-crate grille caused Car and Driver mag-
azine to describe it as: “This mobster in a pin-stripe
may just save the franchise.” It was named Motor
Trend’s Car of the Year.

The secret to Chrysler’s turnaround, driven by
CEO Zetsche, was summarized well in the Wall
Street Journal when it said, “Mr. Zetsche pushed
engineers working on new cars to give each model
features customers can’t get elsewhere, additions for
which they might pay extra.”

Trap No. 2: Pride
(continued from page3)



industry wasn’tvery well-developed.However, in 2000,
thecompany’s growth beganto sagdueto theincreased
overcapacity in theindustry andtheslowing economy.

In order to deal with this impending crisis,Schneider
National put someoperational principles in placeto
ensurethat this didn’t happenagain.Here arethesix
stepsSchneider took to put a set of proceduresin place
on an ongoing basis:

1. Process focus.Schneiderdevelopedanenterprise
model that describedhow thebusiness works.It then
dissectedthat model into its component processesand
committed itself to constantly perfecting each one.

2. Process owners. Eachof theprocessesoutlinedin
theenterpriseprocessmodelwas assigneda particular
process owner, who wasa seniorexecutive empowered
to makewhatever changeswereneededto keep that
process superiorto thecompetition.

3. Managerial engagement.Themanagement of an
organizationhasto providestrongleadershipby setting
anexpectation that thingswill constantly beimproving.

4. Full -time designteams.Whenpotential improve-
mentsin a process arespotted, peopleneed to be
assignedto thetask of achieving thoseimprovements,
andtheyneedto beworking on themfull time.

5. Buildin g buy-in. Thedesign teamneedsto get
people’s ideasandwork to enroll peoplein thecauseto
makesignificant improvement.

6. Biasfor action. Both thedesign teamandthe
process ownerneedto operate with themindset that
saysthat80 percent is goodenough.At Schneider, the
designteam adopteda principleof “70 percent and go.”
This meansthatwhentheteamdevelopedan improve-
ment,eventhoughit hadn’tachieved perfection, it
implemented what it hadandmodified it on thefly.

Thesix stepsshould enableanorganization to avoid
crisis, but a strongfocuson continually achieving sim-
plicity, efficiency andstandardsis required. ■

Trap No. 5: Bloat
Successful organizationsthatwereonceagile typical-

ly tendto rewardthemselveswith moremanpower.
These additionalemployeestend to make thebusiness
morefragmented,which complicates and slowsdown
decision making. It alsoleadsto slow reaction times
whenthere are changesin themarketplace and to a
defensive attitude.

Assign TopTalent to theTough Issues
Volumes havebeen written on theimportanceof get-

ting theright people in theright jobs. Differentorgani-
zationsgo about this in a myriad of ways, but once
these people are on board,you need to get themexcited
aboutwhat theycan achieve,and thendelegate respon-
sibilitiesto them andsee what theycando.

At Microsoft, they tend to look for individuals who
have a passion for thecomputerindustryand,most
important, are super-intelligent. Thecompany trains its
current employees to interview candidatesfor passion and
intelligence, seeking peoplefrom top schoolsand other
companies.Microsoft’s emphasis is on IQ, and recruiters
are taught a variety of questionsto usein probing for the
desiredintell igenceand problem-solving skills.

For example, a candidate might beasked to estimate
thenumber of gas stationsin theUnited States.What’s
important is to see what kind of stepsthis candidatewil l
come up with on thespotto make a reasonable estimate.
Therecruiter isn’t after a “correct” answer; heor sheis
interested in thespeed and creativity with which the
candidate could put togethera reasonable processfor
making a logical estimate. Oneof Microsoft’s core
competencies is recruiting top talent. Thecompany
recruits for incredible enthusiasmand raw intelligence,
which has largely helped its successesover theyears. ■

Trap No. 6: Mediocrity
Many organizationsfall into thetrap of sloppy per-

sonnel management. This is dangerous,since peopleare
your most important asset. Thesecompanies treatall
their employeeswell, but theyalso treat all their
employees thesame.

While many companiestake pridein this approach,
theproblem is that thesuperstarsdon’t get challenged
to their full potential and thepoorperformers don’t get
confronted. Typically theperformance appraisalsystem
atrophiesto thepoint where it is nearly nonexistent. The
organization evolves from a meritocracyto onethat is
attempting to create a team spirit centered on a success-
ful past.

There are four stepsthat you need to take to revitalize
your talent pool and to create that lean, meanfighting
machine. These stepsseem to comeright out of a
humanresources textbook,but it’s shocking how sel-
domtheyare donewell.

1. Insti tute a performance appraisal processthat is
actually used for each and every employee at least

Summary: SEDUCED BY SUCCESS

Soundview Executive Book Summaries® 5

Trap No. 4: Complexity
(continuedfrom page4)

(continuedon page6)



annually. Make surethat thereare checks and balances
to ensurethateveryonegets a high-quality appraisal and
that theratingsfor peopleareadequately spread out.
Roughly10 percentof your peopleshouldbeclassified
asexcellent, andthereshouldbe10 percentwho are
clearly classifiedasdoingunsatisfactory work. The
middle80 percentneed to bemanagedaccording to
how theyare doing.

2. Compensation plans aswell asemotional rewards
needto vary significantly by performance rating. Your
strong performers shouldgetsignificantrewards, and
your poor performersshouldgetvirtually nothing.

3. Get rid of deadwood.You need to deal with
thoseweak performers. Everyonein theorganization
knows who they areandis watchinghow you aregoing
to deal with them.If you put up a weak performance, it
sendsa signal thatpeople really don’t haveto work hard
to do just fine.

4. Fast track your superstars and rotate your aver-
ageperformers. Leavingpeople in a job too longis
bad. Thesuperstarsneedto bestretched, and theaver-
ageperformerswil l becometheprotectorsof thelegacy
practicesthey arefamili ar with. This hurtstheorganiza-
tion, andeven moredangerous, theorganization begins
to believe that those individualsarecritical andmustbe
left in their currentjobsbecause theyrepresent a scarce
resource that hasdeepaccumulatedknowledge.

Organizationsneedto beanxiousto take on thenext
challenge.Evenif a businessis in themidstof a raging
success, it needsto create anatmosphere that clearly
statesthat it is after thenext level of excellence. ■

Trap No. 7: Lethargy
Success canoften causebusinessesto becomelulled

into a cultureof comfort, casualness and confidence,
wherenegative characteristicsareconsensus-oriented
decision making, ambiguity anda lack of aggressive
behavior in general. This leadsto thefollowing four
traits, which cancausethingsto get worse.

1.Your company alwaysadds projects and never
eliminatesany. This kind of behaviorcomesabout
because the view is that this is a successful company,
andsuccessfulcompaniesdabble in a lot of projects.
Nonetheless,you needa processfor regularly inspecting
thelist of thingshappeningin a groupand cutting out
themarginal thingsor thosethathavedraggedon too
long and nevercontributedto thebusiness.

2.Your company hires excessively. Often thethink-
ing is: If we aresuccessful, we need morepeople so
thatwe can do even better in thefuture.Headcount
needsto becarefully managed, and newideasshould be
staffed by killing old, stale projects.

3.Your company lacks intensity about the competi-
tion.Your company cultureneedsintensity, focusedon
thefact thatbusinessmomentum is always createdby
distinctivenessand uniqueness that has an appealto cus-
tomers. You should alwaysberallying thetroopsaround
your latest distinctive product to continually create
excitement.

4.Your company fears change. Managers needto be
constantly reorganizing employees around big opportuni-
ties — this helps create anagile andaggressive culture.

Southwest Airlines
In 34 years, Southwest has grown to be a company

with about 35,000 employees, its plane fly to more than
60 citiesand it hasa fleetof almost 400 Boeing737s.
Thefirst three years after 9/11 werebrutal for theairline
industry. During that period, the major carriers laid off
thousands of people and collectively lost $22 billion.
However,Southwest did not lay off a single employee
during that three-yearperiod, andit remainedprofitable
each quarter. In May 2004, Southwest becamethe leader
in thenumber of domestic customers it carried peryear,
surpassing all otherairlinesin the UnitedStates.

There’s no doubt that Southwest winstheclarity, sim-
plicity and repetition award in keeping its values and its
culture absolutely constant. Keeping with these guide-

Summary: SEDUCED BY SUCCESS

Soundview Executive Book Summaries®6

(continuedon page7)

Clarity, Simplicity and Repetit ion
In order to fight the trap of lethargy in an organi-

zation, the following three guidelines should be fol-
lowed in order to ensure success:

• Everyone should describe the culture in the
same clear way. If employees hear confusing mes-
sages from various leaders or if they notice that some
of their leaders’ behaviors don’t match company val-
ues, the culture will weaken and fragment quickly.

• The message should be simple. Everyone in
the organization should be able to immediately state
the organization’s key values.

• The values need to be repeated. There is no
substitute for employees hearing management refer
to the values on a regular basis and observing
behavior that is consistent with those values.

Trap No. 6: Mediocrity
(continued from page5)



linesis at the heart of thecompany, and it’s amazinghow
much success it has generatedin oneof thetoughest
industries. ■

Tr ap No. 8: Timidity
Organizationstendto fragment into fiefdoms.

Managementfalls into thetrapof ignoringthetypical
buildup of divisive turf warsandinfighting.This can
occur at many different levels.It can involve warring
individualswithin a groupor a department, or it can
involve warring groups.In theworst case, thewhole
organization,with its variousdivisions, groupsand indi-
viduals, is working to protectvariousturfs.

Once you have information aboutwherethesilo and
fiefdom problemsare,thetoughpart is doingsomething
aboutthem. Thatrequiresnervesof steel andstrong
leadership skills. However,thesituation has to becon-
fronted. Therearetwo tools for breaking up fiefdoms:

1. Placestrong performers from outside the fief-
dom in key jobs within the fiefdom.This will not only
providesomefreshnewdirection,but signal that“the
party is over.”

2. Dismantle the fiefdomsby reorganizing. This
forcespeopleto getbackto basics and realize that
changesare what will berequired.

Assemblea TeamYou BelieveIn
Too often in business,we think thatcertain people

have deep expertiseandexperienceandwe are afraid to
movethemout.This is usually a gigantic mistake.
Naturally thereareexceptionsto this rule,but evenin
those cases,beware.

The automobile businessprovidesa rich example.In
the 1950sand 1960s,Porscheestablisheditself asthe
thoroughbredluxury sportscarbrand. Startingin the
early 1970s, however, it hada very difficult time, andby
the early1990s, Porschewasa company in deepdistress.
It hadan antiquated, legacyproduction systemthatwas
very inefficient,andit hadexperiencedtwo decadesof
failureto broaden theappealof its productline.

One of thefi rst stepsthatthecompany took wasto cre-
ate a freshleadership team. In 1993, thePorscheboardof
directors set out to assemblea newexecutive team.It
namedWendelineWiedeking asthenewCEO.Oneof
Wiedeking’s primary strengthswashis ability to make
principled but unpopular decisions.

Next, Porschetackled its poor-performing legacyman-

ufacturing process.It took three years to generate signifi -
cant improvement, but by 1997, Porscheworkers took
only 45 hours to build a 911model vehicles,compared
with 120 hours in 1991.

Once production problemswere dealt with, manage-
ment turned its attention to modernizing theproduct
line.It updated the911model to make it more luxuri-
ous.In addition, Porschecreated a mid-engine roadster,
theBoxster. This was a smaller, lessexpensive version
of the911,with a very sporty look and great perfor-
mance.By 2003,theBoxster accounted for 40 percent
of Porsche’s unit sales worldwideand 50 percentof its
sales in theUnited States, Porsche’s largest market.

By theendof 2004,theautomobile manufacturerwas
in high gear. The911model was as healthy as ever,the
Boxster was a raging success andsowas theCayenne
SUV. Looking back to 1993,this is a clear example of
thevalueof getting newtalent andletting thesepeople
build a unified team to achieve great things. ■

Trap No. 9: Confusion
Many leaders of successfulorganizationsfall into the

trap of confusion and schizophrenic communications.
Theywill describe a direction oneday, then change
their position thenextday; or theywill say onething,
but their actionswon’t supportit.

Thesekindsof communication issues happenat all
levels of theorganization.Theproblem canbea fi rst-
level groupmanagerwho constantly confuseshis six
direct reports aboutthedirection of their efforts.The
reasonis that hehas not internalized theneed to change
anything. It can bea division vice president who doesn’t
havea clear direction for thepeople of his organization,
even thoughtheproblems aremounting,a competitor is
thriving or anopportunity is being mismanaged.

Wal-Mart’s Communication Process
Back in theearly daysof Wal-Mart, Sam Walton per-

sonally designeda processthat was used everyweekto
continually collect information on thecompany andits
competitors.It wasdoneto find out what was and
wasn’t working,asa basis for modifying plansaccord-
ingly. After all, Walton would point out, thecustomers
and employeesin thestoresknow best what it will take
to keepWal-Mart on top.Thewhole communications
processwas focusedon tackling missed opportunities
promptly andgetting them fixedwithin days.Therepe-
tition of this processweek after week sent a clearsignal
thatstoreexecution was absolutely king at Wal-Mart.

Summary: SEDUCED BY SUCCESS
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MakeExpectationsClear
Whendriving change,theleaderneedsto describe

specifically what the goal is andhow progresswill be
judged. Hereare threeguidelines that will help in the
communication of clearexpectations.

• Simpl icity. You needto tell employees what you are
askingfor andwhy you areaskingfor it. Your message
needsto besuccinct, understandableandsensible.

• Standardized measures.It’s ideal if you candevelop
anexhibit or two showing thedataor chartsthat youare
using to determinewhetheryou’veachievedthegoalor not.

• Continual inspection. People needto know that
managementcaresandthat it is using specific measures
to determine whethersuccessis beingachieved.

Employeesgetvery confused and nervouswhena
leaderis ambiguousandconfusingaboutwhatthegroup
is trying to achieve.It touchesoff debatesanddefensive
attitudes astheconfusingmessagesaccumulate.

It soundsverysimple to alwayshavein front of
employeesadescription of thedesiredoutcome, thecur-
rent statusof thingsandclearexpectationsof what should
takeplacein the immediateandlong-termfutures.
However, this canoftenbeharder thanyou think, but it
hasbig payoffs in achievingandsustaining success. ■

The Key to Continual Success
A key lessonis thatno matter what thehistoryof an

organizationis, oncea degreeof success is achieved,it
breedsa cultureof a lack of urgency, complacency,
excessive prideanda protectiveattitudetoward theway
thingshave beendonein thepast. Successalsoencour-
agesanentitlementmentality thatassumessinceyou’ve
donewell in thepast, thatwill alwaysbethecase.

Thehumblingpartof businessis that just assoonas
you have achieved somedegreeof success,word gets
out.Your competitorsareobservingyou,andtheyare
hungryandanxious.Theyareplotting aggressivelyto
moveaheadof whereyou are.

However, therearetwo guidelines thatare exception-
ally importantonceyou reachthepoint of successand
stability. Practice themat all times.

1. When you are a winner, be asaggressive asyou
were when you were lagging behind. Remember the
high sense of urgencywhenthecompetition wasahead
of you and you werehustling with thebright idea that
you believedyou couldput your companyout in front.
In any organization,thatsamedegreeof urgency needs

to exist at all times.
2. Develop a culture that

constantly questionsall prac-
tices at all times.You need to
become a student of your areas
of responsibility and theareas
aroundyou.You alsoshould
constantly beprobingfor new
and better waysto do things,
while continuingto execute
your current responsibili ty with
excellence.

Resting onYour Laurels Is
Never an Option

There is onecompany whose
upsand downsover theyears
providea great example of an
organization thathas lost
momentum becauseof all the
success-induced trapspreviously
discussed. That company is
Apple.

In theearly 1980s,Applewas
truly on top of thenewand
exciting personal computer
industry. SteveJobs,Apple’s co-
founder, was heaped with lavish
praise.But by 1983,Apple’s
business was softening and Jobstook thevery unusual
step of hiring someonefrom outsideof thecomputer
industry to join thecompany. He chose JohnSculley,
former president of Pepsi-ColaUSA, thebeveragesub-
sidiary of PepsiCo. Sculley got off to a slow start, andit
was clear that JobsandSculley were having difficul ty
figuring who shoulddo what –– theclassic caseof two
people trying to do onejob.

More than 20 years later, in March 2006,Apple sold its
bil lionth song from its iTunes Store. Stepping back, the
diff erence betweenSteveJobs’behaviorin themid-1980s
and his incredible energy and innovation in thelate 1990s
and early 2000s is amazing. In theearly 1980s,Apple
and Jobswere flying high,and thentheytanked because
Sculley and Jobs did not rally arounda focusedplan and
becauseof Jobs’ proud and protective attitudetoward the
Macintosh.

Apple’s volatile history is an extremely rich reminder
of theneed to constantly bevigilant in your efforts to
improve.You mustremember, no matter how many
times you have beenup or down,watch out for the
wicked trapsthat success creates. ■
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RECOMMENDED
READING LIST

If you liked Seduced by
Success, you’ll also
like:
1. Driving Change by Mike

Brewster and Frederick
Dalzell. We see those
brown trucks everywhere
–– to most people, UPS is
a reliable fact of life. But to
well-informed business-
people, Big Brown is a
company to emulate.

2. Firms of Endearment by
Rajendra Sisodia, David
B. Wolfe and Jagdish
Sheth. Today’s best com-
panies get it. From Costco
to Wegmans, they’re
becoming the ultimate
value creators, generating
every form of value that
matters: emotional, expe-
riential, social and finan-
cial.

3. Exceeding Customer
Expectations by Kirk
Kazanjian. While provid-
ing a thorough case study
of the success of
Enterprise Rent-A-Car,
Kazanjian also gives an in-
depth look at the strategic
management practices
that have boosted the
company to the top of its
industry.
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