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What does management have in
common with the decathlon?

The Assignment

It all began in September 2003 with an assignment from a new cus-
tomer, whose company was in the packing business. The head of the
company put us at Winner’s Edge to a very demanding task, “We need
something really special for the beginning of the year. It should be
about winning new customers and it needs to end in a bang!” For quite
some time, the company’s New Year’s kick-off conference had been
something like a cultural heirloom, a real part of the corporate identity
of the company. Way at the beginning, when the company was only
ten people strong, this conference would set the stage for the coming
year. Without fail, some “highlight” would pop into the management’s
mind to offer to its staff. Outdoor events, laughable seminars, an old
tribal Frankish village was built resembling Asterix and Obelix and
much, much more. As the staff grew, so did the demand for events.
The stakes were quite high but we accepted the assignment anyway.

For this conference, we were supposed to make the topic of acquiring
new customers a positive conference experience and the whole thing
was to be something fun. At first, we gathered some ideas by brain-
storming and let our seminar motto be inspired by the location of the
event: the seminar would take place at Hotel Atlanta in Leipzig. Sports
seemed close to those thoughts. In 2003-2004, Leipzig was in the appli-
cation stage for the 2012 Olympic games. The name of the hotel would
play a decisive role later on...

Leipzig was dazed in an Olympic euphoria, which infected us while
we were there. Our clients would get the bug, too. The direction was
clear; we are in Leipzig and we feel the Olympic excitement. We would
set up the seminar in an athletic context. On a whole the Olympic
theme was not concrete enough, so we sought out one or more athletic
disciplines that would link us together much better. We finally agreed
on the decathlon. The decathlon offered the best analogy to our semi-
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nar and training, like the three by ten leverage for success of Resulting.!
After thorough preparation, we were fascinated by the astonishing
conclusion that each event of the decathlon could be connected with
principles of success for personality and business.

Step by step we progressed into the details and noticed very exciting
parallels. But there was something original, some climactic moment
still missing. How could we make the program more dynamic?

The solution: we have to get a medal winner!

We had to find an expert who understood something about athletics.
And that was the tip about the name of the hotel. Atlanta-the location
where the Olympic games were held in 1996! An image of a decathlon
athlete captivated our memories in those days, as well as the face of a
21-year old Bengali athlete standing on the podium, biting the medal to
test if it was real. It was a blissful scene that had remained in our
memories as well as others.

In January 2004, we established first-time contact with Frank Buse-
mann. We explained to him our intention of thematically coupling our
strengths and factors of business success with his specialty, the 10
events of the decathlon. Frank Busemann was immediately excited
about the fascinating analogies. Our client was also very surprised how
vivid and authentic the situation became. But we wanted to emphasize
a few extra things that were never brought up. So we did a few inter-
views as a precursor to our seminar with the personnel, which led us to
the valuable message we would be delivering.

In the middle of February 2004, the event took place. Of course, within
the scope of the seminar topic, which was how to acquire new clients.
We worked with about 160 people and together we thought of various
ideas and procedures. But those among the personnel attending the
seminar that had expected or hoped, “that’s all she wrote”, appeared to
be fooled. Most events of this nature proceed like this: everybody has

1By “resulting”, we mean a unified project management that is oriented towards
results. Wolf W. Lasko and Peter Busch describe this concept in Resulting-Projektziel
erreicht (Resulting — project goal achieved). Wiesbaden 2003.
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some fun, learns a little and on Monday goes back to the office. Every-
body remembers the fun development program they had together on
the weekend but then at work, everything remains the same as before.
Not so at our event! Because then, we went immediately into establish-
ing and applying the program for acquiring new customers.

The fascinating parallels between sports and management

Starting from the success factor of creativity, we gathered ideas, spelled
out intentional and responsible procedures, unified the meaning of
transparency, challenged one another to commitments corresponding
to target groups and integrated the freedom of choice, so that employ-
ees quite conscientiously decide against one avenue and decide for an-
other favorable avenue. We made it clear very quickly that such ave-
nues conceal obstacles and hence, we were already on the topic of
boundaries and courage. Since we were interested in cooperation in the
team, various obstacles were addressed quite openly and there was no
room for political games. This work flowed directly into the rules of
the game that were established for each person, to which each person
felt themselves obliged to follow. Thus, we were at the end of the first
step and on our way towards the result. The impressive similarities
with Frank Busemann’s decathlon world made the program all the
more illustrative and concrete, which erased all doubts about the fu-
ture success of these strategies.

We came to a natural end in regards to these parallels and so we began
to research more thoroughly. During that time, the following knowl-
edge continued to be confirmed over and over: when we view the con-
duct of very successful company managers and leaders, astonishing
parallels to top athletes can be noticed. The same is valid for the appli-
cation level, e.g. projects. When is a project a success and when is it a
failure? Does the result have something to do with the conduct of each
individual team member? Aren’t these characteristics the exact same
ones that we learn about from top athletes? Responsibility, creativity,
commitment, discipline, courage ..., just to name a few.
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The idea for this book

That is where the idea for this book came from: as a team consisting of
members from business and athletics, we would like to work out which
success factors are valid for world-class athletes and top business man-
agers. It is our goal to give you a tool, twice proven, so that you can
even more successfully manage your company, your projects and your
career in the future. The special thrill is that you simultaneously have
the experience of an exciting view into the world of the decathlon, il-
lustrating mental techniques that an exceptional athlete like Frank
Busemann has mastered for athletic competitions. It's the best decath-
lon-power for your business!

Success factors on three levels

This book functions on three levels that are respectively built on each
other. The first level describes the athletic side by describing the suc-
cess factors experienced by a top athlete in the ten disciplines of the
decathlon. Why does it matter whether you get the best time in the 110-
meter hurdles? What is the decisive moment of the pole vault? What
was the creative idea that enabled Frank Busemann to push the shot a
few meters further, despite negative conditions?

The second level is reached by a metaplatform and concretely works
out the quintessence of disciplines exemplified by the help of biogra-
phies of more or less successful people. This level offers metaphors and
images in order to transform the experience of world-class athletes into
application for a company, which is level three.

Application in business will be described in level three partly through
actual, practical based accounts of real projects and partly through our
explanation of how you would make the strategies of success useful for
your daily commerce. We will concretely show you how these success
factors can function.

To start, a classic example from the ten disciplines authentically intro-
duces us to the topic, which is reported from the authors’ very own
experience. The three authors address the topics in the respective three
levels. Frank Busemann describes the experience in the world of sports,
Wolf W. Lasko tells of the meta-platform of personality developments
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and Peter Busch describes the transformation of daily practice through
the help of daily tasks.

The starting blocks of your business decathlon

Single entrepreneurial disciplines are assigned to a certain decathlon
discipline. Consequently, this book is built on the consecutive order of
the athletic regulations corresponding to the ten disciplines of the de-
cathlon.

The question of categorizing appeared to be very important to us:
which athletic disciplines correspond most fluidly to business? For ex-
ample, during our first brainstorming session we immediately thought
the pole vault requires courage. To catapult your whole body by a pole
without security cables or a net to heights of 18 feet and then free fal-
ling back down ...that is courageous!

Intentional business acts also involve courage. Playing with high stakes
and perhaps taking a business risk for your company or putting a lot of
money on the line, that is courageous. So, our first categorization was
born. You will surely find combinations in this book that are made for
each other, while others could be placed in different relationships so to
the critical reader, they may appear to be chosen randomly. Overlap-
ping can also be observed in the content. Doesn’t a good amount of
courage also belong to passion, described as making oneself com-
pletely new and being fully and entirely devoted to one thing? In this
way, examples can be transferred to other disciplines. What was im-
portant to us was that all identified features of success were captured
and brought into context.

We invite you to enter the athletic and business arena of the decathlon.
Do you want to get started in these noble disciplines? Then enjoy read-
ing and applying them!

Wolf W. Lasko
Frank Busemann
Peter Busch
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Frank Busemann -
the decathlon athlete

For a lot of people in the German-speaking world, Frank Busemann is a
big name. By way of introduction to this book but also to be more in-
formed about his life and career path, as well as to be able to classify
his reports about the ten disciplines of the whole decathlon, he de-
scribes stages of his life here:

Early practice...

“Right after my birth in 1975, my father enrolled me at the local gym
and only after that did he register my birth with the authorities. This
anecdote already shows how much sports shaped my family and my
own personal development. My parents were very athletic and they
had met each other at a local gym. In earlier years, my mother sup-
ported the national swim team and then changed to track and field
where she won some championships in the shot put and in sprints. My
father was a decathlon champion from Westphalia.

The world of sports had fascinated me ever since I was a small child. I
imitated the older boys, always curious about what they would show
me. Already in kindergarten I liked to show my grandpa how great I
could run when we walked to the playground. I would always run
around the playground once before actually going onto it. My first suc-
cesses were in elementary school.

First awards...

I first participated actively in soccer, later in the track and field disci-
plines. On May 1, 1982 I participated in my first competition. At the
age of nine I achieved my first unofficial European world record, when
Ijumped 4.80 meters.

When I went on to a more advanced school at age 10, my academic
performance went down. Being afraid to make mistakes, I limited my
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participation in class, although I was really a good student previously.
I got quieter. To balance this out, I always trained more intensively and
improvement came really fast. And then it worked out well as I battled
for my first major championship in Westphalia when I was 13 years old.

...and first rejections

More titles followed, like the next years Westphalia championship in
1989. But that year quietly announced what would later become a ma-
jor mishap of my career. During my intensive training, the first injuries
showed up and kept holding me back, I always had to make difficult
decisions. The doctors were already telling me that I had to drastically
reduce my training; otherwise I would be dealing with serious bodily
consequences. My father took the decision away from me that time and
only allowed me to jog until my injuries were healed.

But after a while, jogging just became boring to me. So for some ex-
citement, I set up some hurdles in the lanes. This later resulted in my
special event. I was a hurdler until 1994, winning several national and
international championships. I completed my first decathlon at the end
of the 1994 season and recorded the best performance at the junior le-
vel.

After my high school graduation and military service, I started training
to become a banker, as I wouldn’t be able to live on the athletic prizes
until retirement. I trained in the evenings. Around 1995, a lot of injuries
kept resurfacing, some of them were so mysterious that even the doc-
tors didn’t have a clue what they were.

16



The climax: Atlanta 1996

1996 was a good year in two respects: I decided to try out for the
Olympic games and I won a silver medal in Atlanta. Also, I met a
young woman at a vocational school who would influence my life.

At the 1997 World Championship in Athens, I took third. Since I was
nearing the end of my schooling, I concentrated completely on sports.
In 1998, I began a business degree. That was only part-time.

Injuries kept recurring. Through several operations during and after
1999, 1 came to realize that there are bodily limits, beyond which no
regeneration is possible. These were the limits I had always sought and
went beyond. In May 2003, I pondered for the first time the end of my
career, which I announced publicly in June. A little later, I married a
lady who, although not an active athlete, was at my side since the time
of my vocational training and had supported me in all sorts of difficult
situations.

And Today?

Today my days look as varied as they did during my active days as an
athlete. For a few years I have been reporting for German radio stations
on the main competitions of track and field. I write for newspapers and
magazines, also reporting to companies about my experiences. Athleti-
cally, I represent and counsel others, while enjoying the marathon as a
hobby. “
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Nothing will catch fire without a spark

The following are smart business precepts: we set goals, we agree on
the commitment through a company meeting, then we lay down the
mile stones and control the steps of implementation. And then the goal
will be reached! Really? How many German companies have failed to
reach their goals in the last 6, 7, 8 years? But quite happily goals were
set, defined and then lowered. That’s how it was with a client we gai-
ned in the investment industry. The company had already done a lot:
they set new goals for growth, expanded profit expectations, delivered
instructions, which prohibited field agents to advise small clients as
well as answering questions from small clients. They concentrated a lot
more on export because higher growth rates could be expected abroad
compared to domestic business and the market in other German-
speaking countries.

The organization had been powerfully changed. Existing branch offices
were closed, new offices were opened abroad and all of this within the
confines of a cool, clear, strategic procedure. Everything was calculated,
the numbers were correct and the market analysis had been properly
worked out. Nonetheless, the whole organization came to nothing. The
yield expectations were not reached.

Out of the newly opened offices for export, huge losses occurred. What
had happened? Well, to say it simply: the individuals that made up the
company did not align themselves with the goals of the company, or
they were not understood. The individuals did not understand the ur-
gency nor could they derive any personal or emotional perspective
from the corporate goals. No gravity pulled them into action. The goals
did not inspire desire or fire. There has never been a machine that gen-
erated motivation.

What we can observe here is valid for many other businesses: the most
important thing, the mission, the fire, which underscores the egotistical
nature of the individual and energizes the whole business, is lacking!
Only then will the whole thing work out. But how does that work?
How does one manage to put a star up in heaven that, like a magnet,
pulls all thinking and acting in the direction of where the markets are?
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The decathlon

Where does a decathlete get the fire from that stirs up his motivation?
What is their mission? Frank Busemann replies:

“Track and field is for me the most fascinating type of sports because it
contains the most elementary human movements (running-jumping-
throwing) within the most diverse variations. The German word for
track and field is literally “easy athletics” (Leichtathletik) and this name
is deceptive because athletic requirements dominate track and field
and a certain amount of ability is a prerequisite. This is everything but
“easy”.

The events of the decathlon represent a good cross-section of the chal-
lenges track and field offers an athlete:

e The 100-meter sprint, long jump, shot put, high jump and the
400-meter run on the first day and

e The 110-meter hurdles, discus, polevault, javelin and the 1,500-
meter run on the second day

A short sprint (100-m), a long sprint (400-m), an endurance run (1,500-
m), a throw (shot put), a spinning throw (discus), a forward momen-
tum throw (javelin), a horizontal jump (long jump), a vertical jump
(high jump), a vertical jump with acrobatic maneuvers (polevault) and
a sprint over hurdles requiring highly athletic and coordinated maneu-
vers (110-meter hurdles)—this has to all be mastered and performed
well, although in training and during the competition it appears that
the most diverse performance requirements mutually exclude the good
performance of other events.

The decathlon challenges the entire athlete. Since it requires the widest
variety of tasks for each active participant, it is extremely interesting
and in my eyes, a real adventure.

The structure of the decathlon and the individual events, the “WWD”
of the external conditions (wind, weather and design of the competi-
tion arena), one’s own abilities and those of the opponents, the amount
of effort and the certainty of only being able to participate in a few de-
cathlon competitions each year - this leads to huge requirements and a
lot of incalculable factors. But that is exactly what makes the “king’s
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The decathlon
requires a huge
amount of preparation,
patience and
experience and it is
not comparable to a
tightrope act. It is for a
good reason that
decathlon athletes are
respectfully called
“King of Athletes”.

disciplines of track and field” so appealing: the decathlon is a challenge
that one only rarely comes across.

And to put yourself up to the challenge, to confront it with your ability
and to give it your best, that is what gives rise to the indescribable feel-
ings of happiness and satisfaction at the end.

The mission as motor of all activities

How does each individual find a mission and then apply it? The fact is
that more potential lies dormant within us than we think. Each person
has specific abilities and gifts—talents. Talents are various human
qualities, no matter if they are artistic, technical, organizational, or in
the social areas or, or, or...Successful people have found their gifts,
their way and their vocation. They live in the here and now, riding
over waves of excitement about what they do and what they are con-
vinced of is the right thing to do. To them, their lives are a fascinating
adventure, in which they maintain control at all times, because they
conscientiously perceive each detail. And each detail is one more mo-
saic stone reflecting the completion of their life’s work—their personal
happiness.

Are their areas of your life where your development is paralyzed, in
which you wish for more satisfaction and success? Think about it: what
or who is hindering you from identifying and honing your talents,
which you have been carrying since you were a child? Nothing and no
one! Except yourself. The only thing that you have to do is to recognize
and accept that there is a world outside of your own. It is the world of
the happy and the successful. You must desire to enter that world.
Make it your personal vision of success. You need to be ready to make
a cut and break out of the form of being you have right now.

Re-program your mind

You need to be able to make it clear to yourself who you are and where
you stand. Who is that person looking back at you from the mirror eve-
ry morning?
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We are all products of our upbringing and “programming”. This proc-
ess of programming never stops. After parents come teachers, profes-
sors, trainers and role models. Also spouses, friends, acquaintances
and colleagues will point out what the right thing is and hence, barriers
arise. Our conformity, our conduct, as long as it doesn’t bother any-
body else, is continually approved. As long as it is pleasant to others
and is expected from us; this behavior is constantly being confirmed
and approved. Sometimes it is so subtle that the manipulation can’t
even be detected. All of this can completely hinder us from developing
our own personality. But there is some good news: you can do some-
thing to change this!

You determine what you will see

Our mind always wants to be right. What does this mean? When you
consider your environment and evaluate the impressions with your
own beliefs, you will definitely perceive things that correspond posi-
tively to your beliefs (ideas), for which you can be right according to
your opinions. In this way, you constantly confirm the beliefs running
inside of you. The result is that you mirror your environment.

To overstate the issue: if you have only learned to perceive green, you
will only (want to) see green in a world of a million colors. If you have
learned that striving for a career is undesirable, then you are most like-
ly going to tie yourself up to a middle level on the hierarchy. And if
someone has programmed you to think that a $250,000 house is worth
pursuing, that is exactly what you will get. Not your dream house with
a swimming pool that costs a million. And why? Because others have
said that it would be good. It is just the right thing for you. Nonsense!

So programming is neither meaningful nor contemporary. It hinders
people’s development of their own personality, their potential and con-
serves traditions and behavior that don't fit into the world anymore. So
what we learn first, our early childhood programming, comes from the
life and the experiential world of our parents.
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If there is no vision
in life that you are
striving for, that you
long for, that you
would like to
realize, then there
is no motivation for
you to strain
onwards.

Erich Fromm

Cast a new vision for yourself

But yes, you have the potential to overcome an old program. How?
Replace it with a new one! For this you need a vision, an idea of your
own personal future. The next question is, “Are you happy?” Some of
you will probably answer this with a “no”, if you are honest. Next
question, “How do I become happy?” For this answer, the prerequisite
is a clear idea of the state you want to reach.

Such a vision adds a more exciting orientation to life. This gives life
meaning to you for the things that you do. It gives you something you
can stand behind one hundred percent. A vision will carry you onward
and simultaneously provide a sharp outline. When looking for and
formulating what you want in life, don’t limit yourself to what is
known and easily attained. Enlarge the radius to areas that are not so
familiar to you. Only in this way will you be able to outgrow your pre-
vious sphere in life. This way you will also find the excitement to ap-
proach new possibilities. Tension will grip you, as well as stress and
maybe fear, but a lot of energy will set you free. It is exactly this energy
that will propel you forward into the new and unknown.

If you see your goals in front of you, once you have found your vision
and decide to take that path, you will next fall into an inner chaos. It is
a type of transitional phase, where intensive reflection of a new order is
necessary. As soon as the new path shows itself to be the right one, the
first successes are chalked up, you will have an easier time leaving old
programming behind and to turn your back on other’s definitions. The
result is that new energy is created, which carries you on even further.

Start your project “Me”

Visualize your goals. Imagine what would make you happy. If your
thoughts move to a Ferrari, let them move there freely. List that sports
car in your list of goals. If you believe you will find your happiness in
the private sphere of life, for example friendship, love and family,
mark these high up on your list. Initially, it is not at all important
whether these are rational, attainable wishes, but that you allow your
thoughts to freely move in that direction. This is not about a reachable
destination but, first and foremost, to overcome your own limits, to
widen your horizon and to awake creativity. Ponder that million-dollar
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dream house for once. Think about the impossible and soon it will not
look so impossible after all.

=O0OC

It is nice to know where you would like to go. If a person directs their
thoughts to their goals often enough, the goals will be reached. This is
what the theory says and also a lot of smart people, as well. However,
one substantial aspect is missing: you must, of course, also set yourself
in motion. This sounds so simple and trite but is really inescapable. So
at the beginning, you have to assign yourself the task of really wanting
to realize your goals. That means you have to require yourself to de-
termine your future and take it into you own hands. In this way you
will become the manager of project “Me”.

You have a duty to yourself!

No one requires you to go on your path, except for yourself-and that is
the decisive difference: you don’t commit yourself to something be-
cause others expect it of you. No, it is completely your own decision to
want to do something, to reach your goals and to manage yourself.
You yourself will determine the value of your trustworthiness and re-
spect. Your actions will automatically change in order to realize your
ideas. When you tell others about your decision, it can only be an ad-
vantage because you simultaneously issue a type of selfcontrol urging
yourself to carry on tirelessly until reaching success on project “I”. A
detour from the chosen path will naturally be exceptionally difficult.
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Actions that
correspond most
clearly to your talents
will also bring you
close to your goal.

One path or another
may not lead directly
to the goal, but several
of them together will.

Now what does it take to raise the level of effectiveness of your strate-
gies. It should be obvious that this can’t happen by changing only one
thing. Is there an obstruction along the way? Is the whole plan going
down the tubes? Is the name of your project a raise in income? Could a
newly employed co-worker also be failing at this? It is good to take a
look at a lot of valuable ways to reach your goals. Correspondingly,
there are several different parallel paths to take, acts to perform, which
all converge on the entirety of reaching your goals and contributing to
the realization of your vision.

The American trainer Anthony Robins once said “that a person has to
undertake dramatic action in order to release their individual energy”.
What that means is that acts must be performed intentionally and
shamelessly. Only in this way will the necessary force be generated to
pull you out of the power of the habitual. This will show that the ac-
tions that correspond most closely to your talents, that are the most fun
for you and produce euphoria, will bring you closer to attaining your
goals in the end.

For that reason, you have to know what you want to do, how you want
to do it and what you need to use your gifts and talents.

A vision consists of more than a few wishes and intentions. A vision is
rather clearly formulated and realized through a setting of goals. A
vision can only be realized by applying concrete strategies. Focus your
entire thought and your perception only on services useful for attain-
ing your goals. Focus yourself! It is as simple as tuning the radio to a
certain station that plays your favorite music. The prerequisite is to
know what you want to hear.

The “B-R-P” diagram

A diagram should help here. It is one that we developed ten years ago
and continues to be applied extremely successfully: the talent formula
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“B-R-P”. It will liberate you from old thought patterns and cowardice.
It strengthens your will and directs your thoughts toward your talents.
Whoever uses this system has an instruction manual about how to turn
on your blinker and get over to the passing lane.

“B-R-P” stands for body, relationships and profession. By this, we are in-
dicating three substantial spheres, the cornerstone from which life is
formed and which gives your vision a foundation.

Naturally, your personal B-R-P may contain other diagrams and priori-
ties. For example, “My way to happiness.” It is inevitable, though, that
the most valuable parts of your life receive an entry in this diagram.
The six higher-level concepts can also be changed and defined by you.
The most important thing is that everything contributing to realizing
your vision is woven into the plan. Does the concept of health fit into
your vision? Then enter something like jogging or nutrition under-
neath it. And for money, perhaps a raise or retirement belongs to that
category.

Health Self-awareness Friends Acquaintances Job Money

When you assign several things to one area that really appear worth
pursuing, you will obtain an overview of where more or less energy
should be used in the future. Also it will become crystal clear that some
things will not be attained when the prerequisites in a certain area are
not properly supplied. A simple example: you want to climb the pro-
fessional ladder and earn more money. But how, when you are filling
your body with alcohol and nicotine that remove energy urgently
needed for your job? And when you place importance on the happi-
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My job is much less
control and much
more encouraging and
transferring strength to
people with dreams
and visions

Jack Welch

ness of a common life within your family, it is valid to reflect if you
have enough time available for that. Or do you spend too much time at
the office or with acquaintances? It's no surprise that your kids don’t
see your face that much. Find the balance over all of your six areas.
Since each area is intimately connected with the other like in a spiral,
the system only works when each one is served simultaneously and
equally.

How you find the mission of your company and
apply it

How can this knowledge be transferred into business goals? Our thesis
is this: the goals of the individual and the goals of the company are to
harmonize extensively. This may appear impossible. The fact is, that if
the individual is not able to derive his or her own personal benefits
from the goals of the company, then the individual will, in the best case,
only try to fulfill the goals of others. But they will not do this for them-
selves nor will they carry on with it long-term. The creative intelligence
of the individual employee, manager and chairperson consists pre-
cisely in combining these two interests. It is an enormous task for the
management to make the individual employee conscience of whether
or not they are playing in the right field. This involves if the individual
does the work, what he does, do they really want to do it or whether
they dwell on other unused alternatives or dreams. Does the personal
sphere of the individual employee coincide with that of the company’s,
unifying personal goals with the goals of the company? Does the mis-
sion undertaken at the company by the individual match with their
own personal life mission? Blessed is the one whose profession is their
calling. The one who recognizes the possibility to fine-tune one’s life
like this will see the world with a completely different perspective.

This means that motivated units and motivated departments result in a
motivated organization. Motivated units and motivated departments
are composed of motivated employees. Motivated employees can be
found by creating a personal benefit when goals are reached. Con-
versely, if I want to steadily reach goals in the company then I have to
harmonize the corporate goals with the personal goals.
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Here is an example from a company in the packing industry that we
referred to in the introduction: if the goal of this company is to acquire
new clients, then this might be experienced as rather burden-some and

unpleasant by the employees, perhaps even to be prioritized differently.

At the beginning of the project, we asked the following accountability
questions, “Do you really want to acquire new customers? What con-
sequence does that have on profit development in the next two to three
years?” Gaining new customers also means engaging in a predatory
competition such that margins go down. “Do you want to take on hig-
her costs to win new clients? Have you budgeted for it? Do you also
want to grant the necessary time to all employees for this? What hap-
pens when there are conflicts regarding the use of time? Does this
eventually need to be reorganized? Why exactly do you want to ac-
quire new clients? What happens with the company, with regions, with
employees during a certain amount of time if they don’t gain any new
customers? What exactly are you going to harvest? Can acquiring new
customers be a fun thing?”

In the case of this company, we developed common strategies on the
basis of their answers to these questions, from which individual em-
ployees also profited. The following mission was formulated, “We
want to be the best sales department in the industry! As sales profes-
sionals, we want to dominate the market in the next few years! Our
company is the employer that offers this possibility. Gaining new cus-
tomers is the noble discipline in our sales department. If I exist as an
individual employee here, I can consistently acquire new customers
and thereby drastically increase my market value!”

These links between employee’s goals and company goals were drafted
in 79% of the cases. The 21% that is left will never be attained. In these
cases the leadership in the company must learn new ways of confront-
ing their situation.

Goal-Strategy-Plan of action

If a company really wants to synchronize its corporate goals and those
of the individual employees and managers, the following questions
must be asked: What are the life goals of the individual employees and
managers? Have they been formulated so that they are presented in a
comprehensive clarity? The core of these goals must be identified and
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The artis to
identify all
corporate goals
with personal
goals

Potential is
absolutely the
central key

then compared with those of the company. The art consists of identify-
ing the goals of the company as the goals of the individuals, of which it
is made. If that is successful, then the prerequisite exists for a momen-
tum to be created, which will without fail set people in motion.

But watch out! With the type of mission we are talking about, some
people will change their career directions, sanctions, pressure, per-
formance and money requirements and status incentives. The effect of
the first steps is usually non-existent. This is because these are incen-
tives and not a sustainable motivational system that can bring each
person into action by pulling strings. In that respect, there would be no
triggering of inner meaning or development of talents.

The criterion is that one’s own talent constantly has to be discovered
and rediscovered. Then, carry on according to one’s own development,
since we are always being submitted to changes.

Analogously, one business aspect starts the ball rolling; it is the identi-

fication of potential. Which markets are meaningful? What correspond-

ing future growth potential is probable? With what agreeable, attrac-

tive profits and low cost structures is it meaningful to enter that market?
Regardless of what position I am in at the company, if I understand the

chances that deliver this potential then I can also understand the result-

ing, derivative goals as well as the strategies shaped by these goals and

their call to action. If someone is not in the position to see the starting

point of the mission, then the diagram of this goal structure won't suc-

ceed, nor will the goals be reached. Potential is absolutely the central

key. If a company is making this blatantly clear, especially demonstrat-

ing something of the new market, then the mission will be clear and

with it the activation of the egotistical propelling force of the individual.
This is true to the extent that the individual can see the mission as part

of himself.

This is why plan of actions are drawn up, that is, to identify the main
project and to describe what needs to be done each month. When all is
said and done, the plans of action are presentations of the whole goal
within a certain time limit.

Each department of a company has its own tasks and its own strategies.
The core interests must consist in collaboration with the movement and
the dynamic of the market. The issue is building up the dynamic of the
market within a corporation so that each person can make the first de-
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velopmental step. Has the entire strategy been understood? Are the
individual phases and the bearers of the main tasks derived from the
entire strategy? Are the individual goals comprehensible in themselves
and kept distinct from the other goals? This all calls you to take the
initiative yourself and to anchor yourself in your own mission as well
as to build yourself up along your own corridor through time.

31



Find your mission!

Where is the potential in your company or your department? What

markets are meaningful and what opportunities do they offer?

Pick out a concrete, defined area: what goals and strategies can be
derived from it? Why exactly are these goals important for your com-
pany now? How urgent is this? What happens if you don't take on
this goal? What consequence does this have on your company? Who
do you need for its application? What appreciation can you offer the
applier, i.e. the employee? Why should you commit yourself to this
goal? What do you do with those who can or will not make the transi-
tion with you?

Formulate a mission that connects company goals with personal
goals.

What would a corresponding plan of action look like? (Who does
what? When?)

What checking mechanisms can be implemented to verify the com-
pletion of tasks?
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God'’s Ten
Commandments are
S0 unambiguous
because they were
not agreed upon at a
conference.

Konrad Adenauer

Too many projects will cost you energy

Do you recognize this situation: an extremely important project has just
started. It is meticulously planned and then all of a sudden the energy
fizzles out because everybody is supposed to integrate but everyone is
fighting against everyone else. This is something that we observed with
one of our individual clients that had tallied a huge decrease in sales
and, hence, had planned an important sales project. The project in-
tended to send out 450 employees, whose objective was to gain success
in new markets. A hard and fast, success-oriented concept developed.

In the meantime, fighting about competencies stirred people up within
the company. Everybody wanted to talk. Many operative units were
included in the action, all of their interests had to be discussed. All of
the big guys integrated their corporate politics. Consequently, they
didn’t want to lay their cards down and refused to deliver any false or
incomplete information to buttress the status quo. What a way to kill a
business project!

It was actually quite clear to everybody: the project had to be carried
out. But how? The decision was, “Let’s start with a pilot project.” Huge
relief consoled everyone. As a result, the crew and the powerbrokers of
the corporation had the option of steering the pilot project in which-
ever direction they chose and then, in the pursuit, to either support or
shoot the project down depending on its popularity.

Phases one, two and three of the pilot project brought no results, as
expected, except for an enormous loss of time. As so many interests
had to be integrated, they were not able to properly look at the status
quo. Valuable time was lost in the market because not all powers were
concentrated on the point and the goals of the project. When the project
actually began, it was almost too late. The energy fizzled out and the
results remained well below the expectations.

At the end, the project delivered 40% less profit than calculated. The
60% was a good result but rather disappointing compared to the quan-
tum leap that could have been. The only ones who profit are those who
are completely engaged from the onset. In this case, the competition
rejoiced over the newly won territory.
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The 100-meter sprint

Even in the first event of the decathlon, the 100-meter sprint, from zero
to one hundred, it is important to have the necessary energy “at your
finger tips”. Frank Busemann explains:

“When the physical preparation is finished, an emotional tension
builds in the time when the competition is approaching and thoughts
focus on the event. Since the decathlon requires 100% performance and
mental fitness, it actually starts way earlier. Pain does not exist any-
more. The body takes extreme care of itself during the days before the
decathlon and energy reserves are loaded to a maximum. So much en-
ergy longs to be freed and to be explosively transformed into perform-
ance. The anticipation is so overwhelming that the nights before are
very uneasy and can be very burdensome. In order to enter a decathlon
quietly after months of training, you have to complete several tests and
you know what condition you are in. The only days that you have a
chance are the days of the decathlon, which won’t come again anytime
soon. But input and output will come together after the two-day trials
and the certainty that you have carried out your mission makes you
happy and satisfied despite muscle soreness.

The starting signal

Since (important) decathlon competitions don’t take place very often, it
is essential that all of your energy, emotions, nerves and will power are
present in these two days. The athlete has prepared for these two days
through a relentless devotion of time and energy and can now com-
plete something from his own strength that will bring pleasure and
satisfaction. He may have set very high goals for himself, of which at-
tainment now lays solely in his own hands. That’s why the body has to
be in the best possible shape and also work well on the day of the com-
petition. It has to be in agreement with his head. An athlete that
doesn’t have his nerves under control can destroy months of training in
the very first event by having to many false starts or forgetting to tie
his shoelaces right.

35




Since in track and
field a hundredth of a
second decides
between victory and
defeat, it is essential
for you to begin with
complete
concentration.

First impressions are decisive

For the 100-meter sprint, you are already standing at the foot of a
mountain that wants to be conquered. It is the first event and it de-
mands the fastest performance. A person can recognize by the reaction
time of the runner how concentrated and focused they are and how
much their bodies can accelerate.

Since in track and field a hundredth of a second decides between vic-
tory and defeat, it is essential for you to begin with complete concen-
tration. Every athlete struggles to achieve a certain goal with his action
and he wants to reach that goal no matter what. At the beginning of the
training period, which ends in the competition, he gave himself an as-
signment that he wants to finish. Whether or not this intention will be
successful depends on many factors. The famous “conditions of the
day” in sports is an exaggerated factor. If I have done everything I can,
if  have attempted to synchronize all of my possibilities, then my effort
will lead to success. If it rains or shines, it doesn’t matter to the person
who is sure of his stuff. If you look for excuses, you'll find them and
the person that is uncertain will not win—only the one who knows he
has completely exhausted all possibilities will be the victor. Because
only then is he so sure of his stuff, he can’t fool himself. That is pre-
cisely when he has fulfilled his mission.

The 100-meter sprint is so important because it kindles the initial fire
for the next nine events. An athlete in the decathlon knows about 11
seconds after the first event how well prepared he is and how well he
trained. He can evaluate his first performance compared with the oth-
ers and then, for a person bent on victory, there are three possibilities
left:

1. after a good time he wants to chalk up well in the next nine events
2. after a “normal” time he wants to do better in the next nine

3. after a bad time he wants to make up in the next nine disciplines
what he lost in the first

So he only looks forward ambitiously. Since he agreed to be in the de-
cathlon many weeks before, he will trust in his efforts since he is sure
the decathlon will only take place once and he won’t be able to find an
excuse when he is sure that he has done everything in his power.”
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Energy sources and energy thieves

Do you want to try out a short exercise? Put the book aside, stand
straight up and put your hands up in the air above your head as high
as you can. Try to position your body in the victory stance. Sort of like
a medal winner at the Olympics: stand straight, arms reaching toward
heaven, proud! Do you have it? Ok, now try to be in a bad mood in this
bodily position. All right, give it a shot! Are you in a bad mood? You
don’t have any energy and you are in a bad mood and you are staying
in a bad mood! What? That’s hard to do?

Ok, good. Part two of the exercise. Spread your legs out a little bit, lean
your arms and head forward and let them dangle (please don’t overex-
tend your back!). Do you have that position? Great! Now, without
changing your posture, try to bring yourself into a good mood like you
were in the victory stance. You got it? What? It's not possible?

Thank you for participating! Somehow this does not seem to work - to
bring your body into a victory position and at the same time to be in a
bad mood and vice versa. It seems to have something to do with our-
selves, how our energy is “set up”. If we are going to have a lot or a
little energy at the starting blocks depends on us.

To maximize your preparation for a new task, a new project or just a
new day, you should answer two questions for yourself. First: what
brings you energy and how do you charge up?, Second, you should be
quite clear about how you use your energy, how you deal with it now
and how you will manage it in the future since we are involved in a
long-term, detailed strategy.

Using energy sources

Here are a few criteria. The power to live is derived from four compo-
nents, of which two involve bodily necessities and two mental.
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The person who
wants to perform
well and remain
healthy, must
conscientiously take
care of their
nourishment

Gaining energy

Nourishment
Air/water
Sensory impressions

Emotions

1. Nourishment

Of course we know that French fries, a lot of meat and delicious sauces
are not exactly good for our health. But our old, favorite habits lead us
astray again and again so that we reach for all the unhealthy things.
Take responsibility for your body, which daily must and should per-
form at an extremely high level. Give your body what it needs and
what can be valuable to it. Here are a few basic rules:

A balanced diet with sufficient amounts of vitamins and minerals
ensures a smooth metabolism. Fresh fruits, vegetables and salads
contain valuable vitamins and minerals. The simple formula is:
“five a day”. On a daily basis eat two pieces of fruit—that can also
just be pure fruit juice, at noon, vegetables as a side dish or a small
salad. Between meals nibble on a raw carrot or some cabbage or
drink a glass of tomato juice (organic).

Be aware of the activity cycles of your body. Give your body the
chance to utilize the energy at the right time. This means to only
eat fruit between noon and 8 PM. During these 8 hours the body is
adjusted for food intake. While the next shift deals with digestion,
the early shift after 4AM removes the poisons. If we were to eat
during these times, the body has to make more resources available,
which involves additional burdens on your energy levels.

When picking your food at the store, pay attention to the glucose
index. Foods that have immediately useable sugar compounds
damage the body. The glucose index describes how fast sugars
from various foods end up in the blood stream. The faster the
sugar is split up, the rougher it is entering the blood stream, which
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is hard on the body. Foods with a high glucose index (such as
white flour products and industrial sugar) contain a large amount
of simple sugar, which enters the blood stream quickly. The hor-
mone insulin is excreted in this way. Just as fast as the sugars from
certain foods enter the blood stream, so does it quickly exit a short
time later. The results: you get tired, lethargic, drowsy and once
again you feel a strong desire for sugar or caffeine to turn the
blood sugar wheel. That’s why it is good to prefer food with low
glucose content such as whole-grain products, muesli products
with no sugar, tomatoes, green vegetables, zucchini, eggplant and
the majority of fruits, legumes, unsweetened yoghurts, skimmed
milk and cottage cheese. Meat and fish have a low glucose index.
For these you should choose the types that are low in fat and con-
sume red meat no more than two to three times a week.

e And finally: Enjoy your food. Just try to eat your food once with-
out all the extra flavor enhancers and additives to discover the
natural taste of different foods.

2. Breathing and Water

The importance of breathing and water intake for humans is very well
known. I would like to remind you of the following things because
they are all to easy to forget: physicians advise people to drink 3 to 4
liters of water per day, which some people like to see as very high. But
think about it. Our body consists of 65% water and our brain even up
to 90%. That’s where your central computer is. Only when a proper
amount of energy is provided to it, will it function properly. Especially
in a creative process, it is essential to drink constantly. Mineral water
with little salt is ideal and doesn’t stress the body.

Breathing has two primary benefits: first, we retrieve necessary oxygen
from the air, which supports all life-giving oxidation and burning
processes. Oxygen ensures the operation of the immune system, gives
muscles strength, and enables us to think. Polluted air, on the contrary,
raises the amount of energy needed to process it. Can you feel that the
air around you makes you sick? Then pack your bags! Move out to a
place where you can breathe freely, where it gives you pleasure to fill
your lungs.
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A simple breathing
exercise for
relaxation

Successful athletes
call positive
memories to mind
in decisive
moments and take
on a new basic
attitude.

The second benefit is that good breathing calms your soul. Breathing is
pure life energy, as long as the technique is good. Relaxed, deep
breathing frees us from stress, fear and aggression and awakens our
mental vitality.

Here is a simple exercise taken from yoga for alternating nostril breath-
ing. It can be used to aid relaxation in stressful situations, lessen head-
aches and insomnia:

Sit up straight. Raise your right hand and close your left nostril with
your fourth finger. Inhale deeply through the right nostril and count
the rhythm of four seconds. Close your right nostril now with your
thumb and hold your breath four more seconds. Open your left nostril
and exhale for four to eight seconds. The longer you exhale the better.
Concentrate on completely emptying your lungs. Inhale through the
same nostril (the left one) and count to four again. Close your right
nostril again with your fourth finger and hold your breath four to eight
seconds. Now exhale through your right nostril (four to eight seconds).
This completes one breathing cycle. Repeat this cycle five to ten min-
utes. Maintain a rhythm of 4:4:8, later 8:4:8 and finally 8:8:8 after sev-
eral months. One more tip: don’t force yourself to hold your breath or
increasing the rhythm; it will come naturally and in an effortless way.
Breathe rhythmically, slowly, calmly and without a sound.

3. Senses and emotions

Both of the next energy lifters, senses and emotions, are quite closely
connected to each other. What we see releases inner senses and emo-
tions in us. What we hear does the same thing. We also link touching,
smelling and tasting in our experiential realm to emotions. To feel well
depends almost entirely on how we evaluate our sensory stimulation.
In this respect, there are big cultural and regional differences. While
one person loves to live in the countryside, another moves to the noisy
metropolis. One person likes fish and the other person can’t get rid of
their sweets.

Set up the environment where you spend most of your day as pleas-
antly as possible. Was new carpet on your wish list? Well, get rid of the
old one. Replace cold plastic with warm wood surfaces. Get the air
around you smelling nicely. Light a candle for breakfast if you like
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candlelight. Certain plants improve the spatial climate, such as the
green lily. The important thing is to know what you need to feel well
and then do everything you can to do just that.

Emotions, however, can be awoken without direct sensory input. Quite
unconsciously we call up memories and equally unconsciously our
basic perspective is changed into a positive or negative one. The birth
of a daughter, a prom dance, the last raise, a successfully completed
project and compliments from a boss—memories that we happily recall
because they were pleasant and which gave us energy during the mo-
ments they occurred. Successful people like athletes, business manag-
ers, and employees use this effect very consciously. They recall positive
memories at will in decisive moments or think about small or big suc-
cesses or lovely memories in order to get into a basically positive atti-
tude like pushing a button. They raise their energy potential that they
need to be successful. So then, the “big impulse” they need will bring
them through. This works in the other direction as well: whoever con-
sciously or unconsciously awakens a negative memory in a conversa-
tional partner can send them on a “bad trip”. Everybody is free to try
this tactic out once.

Keep out the energy thief

It is important for you to know what robs you of your energy, so
that you can ban them from your environment. Here is a short list:

Loss of energy

e Transition in life
e  Sickness
e  Your environment

e  “Skeletons in the closet”
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It is impossible to be
an annoyance to
someone if that
person doesn’t want
to accept it.

Friedrich von
Schlegel

A test

Find out where your energy gaps are. Get rid of your “skeletons in the
closet” if you have any. Draw closer to your friends and acquaintances.
Not all relationships are valuable enough to care for. Go to the dentist
if toothaches drive you crazy, but you are afraid of the shot so you
keep postponing the appointment. Get your life in order!

Don’t put things off that are burdening, stealing your energy, and
hampering your personal development. The faster you get clarity
about the things that you really want, the quicker problems sapping
you of energy will be taken care of.

What is especially disadvantageous to our life energy is making the
dear, small burdens noticeable, which some of us indulge in: for exam-
ple, smoking transforms our body into a continuous defense mecha-
nism against the destructive effects of tar and nicotine. Smoking “only
once in a while” opens the door of our bloodstream wide open to vi-
ruses and bacteria. Surely, each person honest with him or herself
would find something in need of change in order to avoid unnecessary
use of energy.

A really important point is that where you gain or lose energy is your
attitude. Is your glass half full or half empty? Is your thinking oriented
toward solutions or problems?

We do this test at our seminars: a big piece of paper is crumpled up
and we throw it on the floor in the middle of the room. It is quite a
homely, deformed ball. Then the participants are asked to put them-
selves into the perspective of this round paper object. They describe in
short, key words how they see the world from this perspective. Every-
body starts to think and then they write. After a short time, they are all
finished and we hand out green and red pens. We ask the participants
to circle in red everything that is negative. A few moments later they
circle all of the things in green that express something positive. The
end result is that everyone is holding their own energy factory in front
of them. The color that dominates the paper shows the attitude of the
person when looking at the world. The outer world is merely a mirror
of the inner life. How a person interprets the world is the energy that is
available to that person.
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Use your knowledge: you are your own energy manager! If you make
yourself aware of the factors mentioned above, you can do a lot to in-
tentionally raise your energy levels.
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Give yourself energy!

e Think about what you did when you were younger that was fun. Did

For further thought

you like to go dancing, did you paint or did you go bike riding? Of
these things, what do you do today? Look for an opportunity to re-
start one of your old hobbies in daily life. For example, by taking a
dance class, take a trip where painting exhibits are shown or register
for a bike tour. Then put it in your calendar.

e Take a look around your office or work place. Do you still like all the
pictures that are hanging on the walls? Is there junk laying all over
that you don’t even need, which is perhaps tied to unpleasant memo-
ries? Where is the stack of unfinished business? Clean it up and cre-
ate some fresh air for yourself.

e Kinesiology offers an interesting test. It's called the “muscle test”. It
goes like this. Raise your left arm, parallel to your upper body, at
shoulder height. With a partner, establish these game rules: look at
an object, for example a picture. After some time looking at it and
the picture is embedded in your mind, your partner tries to bring
your arm down by pulling on the wrist. If you like the picture, your
partner will probably be able to hang on your arm. Your arm will be
able to withstand the pressure—you are in a highly energized state!
If you don't like the picture, your arm will melt down like soft butter.
You have no energy for the picture. Evaluate your environment for
your personal energy factory! Eliminate all objects from your daily
environment that take away your energy! Strengthen the things that
give you energy!
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The winner can be identified at the start

Energy management in projects

New client projects with companies have to start with high levels of
concentration and energy. Otherwise they have very little chance
with the competition. They have to deliver something special, so-
mething originating from an extraordinary idea or just something
that is worked out for the value or use of the client. At the very be-
ginning of a project, management and leadership is challenged to
invest their own energy into the project. You may have heard of
this proverb from another context, “Only when the fire burns in
you, can it be passed on to others”.

What are some of the observable behaviors or recognizable features
determining whether a company is being managed in a positive way or
not? Let’s make it clear from a project standpoint. The way it starts is
decisive! Are all those involved completely clear about why this project
was developed in the first place? Have the reasons been made compre-
hensible? Were scenarios brought to their attention? What happens if
someone works against the project or chooses another way? One other
thing is decisive: who stands behind it and how? Were other projects
prioritized according to the principle project, so that everyone is able to
concentrate fully on the main task? Does the project have a positive
name such that those involved can identify with it, perhaps were even
involved in naming it? How much energy was put into communication?
Do project leaders rearrange their own priorities according to the pri-
orities of the project? Does the project team have a pleasant, creative
space to work in? Are the project meetings well prepared? Is there a
nice atmosphere where they occur? Are there ashtrays available be-
tween the meetings or fruit baskets? Evaluate the project yourself in the
areas you are involved in and consequently, whether you can respond
positively to these questions. How was your energy in the team and
did it contribute to your performance?

One more thing about pilot projects: if we assume that in a competi-
tion the path is marked out during the first event, why would you
start out halfheartedly or with hesitancy? What is the advantage of
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The rule for all
projects: start with
100 % energy

a pilot project when you already know from the onset that the fol-
lowing project has to be “crisp” when carried out?

Unfortunately, such pilot hot air balloons are launched regularly.
They’re started to gain time, to gather adherents or titles, to sabo-
tage and to torpedo what the project claims for itself. To launch a
pilot project with the intention of ascertaining sense or non-sense is
itself nonsensical. A greater amount of motivation and energy is
created by the announcement, “We are undertaking a project with
phase one, then phase two, then the final phase three.” Nobody will
take the pilot project seriously, in other words, nobody will put
more energy into it other than what is absolutely necessary. An un-
compromisingly announced project makes it crystal clear that the
company is turning on its signals and getting into the passing lane
as the winner.

Projects that are carried out with management power, i.e. “com-
mitment” in a positive sense of the word, and not with a pilot phase,
are normally completed as desired. From the get go, there isn’t any
doubt that it will be accomplished. Indeed, it will be undertaken in
a necessary sequence and in phases that build on one another. Psy-
chologically that is already a very different state of affairs. You can
recognize a good project because it will be cleanly conceived from
its initialization, because the managers stand behind it and because
it will actually be carried out rather than drug around with a pilot
project.

For the success of the corporation or the success of the project, the
energy level from each participant collaborating on the work is de-
cisive. The analogy is valid here, too: I have to allocate my energy
so that I have 100% available at the most decisive moment, at the
beginning. If I have a false start, this already decides if I will end up
with a top result or not. It is practically impossible to regain terri-
tory lost at the onset. Unless the competition messes up in the
course of events. It is obvious that a false step at the beginning is
not exactly helpful to the motivation of those involved.
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Total power from the beginning

What is valid for projects is also valid for employees. There is much
uncertainty in many companies: have we jumped on the right
bandwagon? Will the funds used for the training and salary of the
sales-persons run out? When does the new sales professional bring
in the ROI (return of investment)? We ask ourselves often, “Can he
do this?” and “Do we have the right people starting this?”

The testing phase comes to an end, the profit doesn’t look right and
there is not yet any conclusive determination whether he is the
right one. The sales cycle in the investment industry, for example, is
twelve months long. For that reason, there aren’t any definite sales
numbers. So there you are, five months before the decision if the
testing phase should be extended —does he get fired or does he take
it over--their performance just can’t be easily assessed. Then four or
five months go by and the success still doesn’t come, although a
substantial investment was made in salary and training etc...It still
hasn’t paid us back. And people start asking themselves how am I
going to get my investment back?

Just like in the decathlon, the winner, the doer, the good sales per-
son can be recognized at the beginning. e is recognized by what he
asks, requests and wants to do first...that is, by taking the initiative.
Also by their presence, their experience and the potential that they
bring to the task. The energy behind these features is what a person
has to start with.

Tennis pro Andre Agassi complained once about being off of his
game. He looked for a marvelous coach named Antony Robbins to
get some tips. Robbins showed Agassi some videos. First, a game
where Agassi was wiped out by his opponent. It was easy to see
how he was dragging his feet at the beginning of the match, how he
was constantly tugging at his shorts and wasn’'t communicating
with the audience. He looked like he was in misery sitting on his
bench. Robbins asked him what he really felt in that moment. A-
gassi said he could remember the situation quite well: he had lost
the past two matches with this opponent and that opponent had
beaten strong players in the tournament they were playing. That
was really bothering him mentally.
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Don't allow
previous
failures to turn
into a energy
leak

The second video showed a completely different Andre Agassi: he
entered the court with excitement oozing from his whole body,
strong presence, contact with the audience, very much the cham-
pion. Agassi tosses his bag by the bench, takes his racket in hand
and immediately begins to warm up. He won the match effortlessly.
Then Robbins asked about Agassi’s thoughts at the beginning of the
match. Agassi answered in a cool voice, “I still remember, I thought
it would have been better for him not to walk onto the court.”

We can learn two things from this example. The person who is so
charged with energy and is convinced at that he will end up with
the victory has essentially already won. This conviction comes from
a terrifically cleaned up, economically managed energy factory and
the trust in one’s own performance capabilities. Secondly, past fail-
ures can steal our energy. Only if we learn how to deal with them,
will we be able to turn the proverbial page.

Here’s an example. Take a piece of paper. Think about the stressful
factors in your life. Are you annoyed with your spouse? Rip a cor-
ner from the piece of paper off. Are you at odds with a friend? Rip
off another piece. And the conflict from that traffic ticket is now a
little piece that is also lying on the floor. These problems have the
very uncomfortable characteristics of fashioning you and catching
you off guard in critical situations, causing setbacks. If a project
manager has this kind of energy factory, he will fail.

So that’s why it is very important not to let previous flops become en-
ergy gaps. That counts for the start of a project (“We attempted to do
that earlier and it didn’t work.”) as well as for individuals (“If I call
that client, nothing is going to happen.”). If you catch yourself with
these thoughts, reprogram yourself. “This XY didn’t work earlier be-
cause...but since then this has changed. So there is a good chance that
it will work this time. That's why I am going to try again.”
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Transform your project into an energy

project!

e Make a list of all of your current projects. Which ones do you plan on
doing, which ones are you in the middle of and which ones are in the
final stages? Examine how much energy you have for each of them
on a scale of 0-10. 0 means you have no energy for the project at
all—10, you have tons of energy! Try to find out for yourself what the
reasons are for your personal energy levels.

e How did you go about starting these projects? What have you in-
vested? Did you understand or underestimate the urgency of these
projects? After a more careful evaluation, can you see any political
motivations for these projects? Which projects are you really ener-
getic about and how can you pump more power into them?
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2" Event:
Responsibility for Oneself




Nobody injured
me but | myself

Napoleon
Bonaparte

Responsibility for oneself is just not enough

Some time ago, together with one of the partners of Winner’s Edge
(Peter Busch) I was able to win a contract, again in the area of new
customer acquisition. He carried self-responsibility to the extreme.
He had already serviced the customer for many years and had re-
ceived only positive feedback. Only because of his contacts and his
knowledge of the customer was it at all possible to achieve this
combined success!

Of course, the new project was different from previous projects. It
dealt with concrete, operative coaching of a complete distribution
department, not “just a normal” training seminar. No matter, both
partners started to implement the project as a team.

Together, they carried out the kick-off event and the initial work-
shop — with great success, according to the feedback. The first two
implementation workshops were also carried out as a team, but due
to our differing expertise, 1 carried out the main parts. After this
great start, it was clear to us that, from then on, each individual
would lead the various teams.

For some reason, within the next 24 hours I received a phone call
from the head of distribution. Discreetly, but authoritatively, he
pointed out that the group’s feedback overall was excellent, but he
was crushingly negative in regards to my partner. My partner was
out of the game! The customer is the king — the customer’s wishes
were openly stated. A catastrophe, a personal defeat for our partner!
It was a completely unexpected rejection after three years of con-
tinuously positive feedback!

At first, he laid the blame on others, not himself. “Why would they
think that? I didn’t even have a chance to do this or that!” etc. etc.
We could tell that he had a very hard time accepting the situation.

After several weeks and a few meetings, we met again. The situa-
tion had calmed down a bit and the project went fine without him.
Previously, he had been overweight and now he had lost 50 pounds.
I had a great, positive impression. He told me his story: In the last
few months, without knowing it at first, he had some health related
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problems. He was able to overcome these by taking some strict
measures. He did not blame anyone. He told me, “This experience
was the biggest failure in my career. At first, I thought I'd shoot
myself. Then I realized that it was purely my own fault! I may have
started this whole thing with too much self-aggrandizement. I was
too worn down and I couldn’t even listen well anymore...”

All of a sudden, I realized what had happened — what changed the
situation into a positive experience: He accepted the responsibility
for the situation. He focused only on what he could do to end up at
the top again!

Long Jump

In long jump, you do not have 20 approach runs. Track and field
athletics is an outdoor sport, so there will always be external influ-
ences and the conditions will change for each event. With just a lit-
tle bit of luck, you may be the only competitor to catch a breeze
from behind, which will aid your jump. But with just a little bit of
bad luck you may be the only one to have to counter a wind gust
from the front. Actually, these would be great opportunities to lay
the blame for the results somewhere else. Frank Busemann de-
scribes what responsibility for yourself means to him:

“You only have 60 seconds to prepare yourself for a long jump. Not
enough time to judge negative influences, like a gust of wind from y-
our front side. When the time is up, the athlete must be on the way;
otherwise the jump will not count.

If I start to whine or get angry because I may be the only person
with the stupid wind gust, I have lost my only chance. To counter
the wind a little bit, I could start the run just a little bit closer to the
take off board and focus on myself to make the best of it.

Whether my opponents also have to counter the wind is something
I will not know until after I have made my jump, so this should not
be on my mind at all during my one chance. I do not know whether
my opponent has had to fight the opposing wind gusts during the
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An endless amount
of moments that
could go wrong or
may go right occur
in the decathlon's
10 disciplines. The
perfect decathlon
will probably never
happen.

whole competition. The here and now is important. You must ac-
cept the conditions 100%. You must make the best of it.

If the wind is such a problem for me, I should have chosen chess as
my sport of choice. I chose the decathlon as my own personal sport,
in spite of its adversities, which I knew about from the start. So — I
am responsible for it myself. That is why I do not doubt, because
doubts are wasted energy and that will cost valuable distance.

Excuses: Not wanted

An athlete will always find an excuse. Since this type of sport unveils
strengths and weaknesses so mercilessly, the athlete, the trainer, the
opponent, the spectators, basically everyone will see how good or bad
one was when they take a look at the scoreboard. For the runners, the
order is listed by one thousands of a second. In the long jump, centime-
ters, even millimeters are measured. Even if the length of your jump
seems to be ideal, your take off point or landing may be the deciding
factor for lost centimeters. And how often will there be a perfect jump?
If only a thousand moments could be perfectly synchronized.

An endless amount of moments make up the decathlon’s ten disci-
plines, they could all go wrong, or they could all go perfectly. The per-
fect decathlon will never exist. When an athlete is only 91% in shape,
he will only reach 7922 out of a possible 8706 points. It is a bit easier for
a soccer player: If the ideal pass is made only by eye-foot coordination,
one can make up for the missing 9%. If I have to justify my physical
shape and fitness, I can be certain that I did not give everything I had
to give. But if I know that there was not even one thing I could have
done better, then I have achieved everything that is within my power,
within my possibilities, and I do not need to look for excuses anymore.
But this will work only if I focus completely on my own performance
and can accept responsibility purely for my own actions: “Under the
given circumstances, with that preparation and that environment, it
was the best I could have done. No wind, no judge, no opponent is at
fault!”
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No exceptions

During smaller competitions, the athlete may take as many test
jumps as he can during the preparation time. The judges will even-
tually close off the facility and the real competition will start. At
larger competitions, world championships and the Olympic games,
the competition will start even before the first jump is made. Each
athlete may take two jumps in the official order specified by the
competition. With this small amount of experience, each person has
to figure out the ideal approach run and “the feel” of the facility.

Weaker athletes will try to gain another jump through wheedling
and tricks. They are not sure about themselves and two jumps are
not enough for them. Sometimes the judges are friendly and set the
rulebook aside. But when all persuasions and negotiations bring no
results, the athlete must make do with very few trial jumps. If this
is not enough for him, it is his own responsibility. Not the function-
aries, not the judges, not the other athletes. This rule was set out
way in advance. The athlete should have prepared himself during
training. He could have prepared himself mentally for this fact, the
others have to make do with the same rules. It was always very
clear to me that I would usually only have time for one jump and
that one jump must be enough. Since I was certain that I would al-
ways give one great jump out of the three competition jumps, I al-
ways went to the take off point with complete trust in myself — and
it worked.

Pressure to perform and high stress levels

To blithely continue after a setback is a sign of a good decathlon
athlete. When the starting block slipped out from under my foot
during my very first decathlon 100-meter run, I stumbled and al-
most fell. After the first 20 meters I began to whine and was wor-
ried about my overall score. But because of that mishap at the start,
my adrenaline level was so high that I ran faster than ever. Out of
fear of a bad performance, I outgrew myself. When I crossed the
finish line after 100 meters, I had almost reached the minimum time
(!), I was still not happy with my performance, I was upset over
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The difference
between high and
low is so close that it
is purely your own
responsibility to
make the best of it

You are not
responsible for the
universe. You are
responsible only for
yourself

Arnold Bennett

those wasted tenths of a second. During my next discipline, the
long jump, I continuously worried about my mishap during the run,
I did not focus on the task in front of me. The long jump ended with
two scratches and 40 centimeters too short. I had wasted too much
energy worrying.

One characteristic of the decathlon is that one will always be tempted
to lose ones concentration because of high stress levels. Only the ath-
letes that accept their performance without a doubt and who focus
solely on their own ability, will achieve their ideals. The difference be-
tween high and low is so close that it is purely your own responsibility
to make the best of it.

One could now object: the starting block did not have any spikes. I
could not possibly have avoided the slip. But with just a little bit of
experience I would have insisted on another starting block or I
could have asked someone to secure the block for me by standing
on it. It was not the groundskeeper’s fault, not the manufacturers
nor the opponent’s fault — it was my own fault.

Take responsibility for your own life!

Each and every day we must make decisions--to take the bus, the
plane, the car. Do I call or don’t I. Will I wear the blue dress or the
red, these or those shoes. Do I buy or don’t I - this stock or that
fund. Every day we reach decisions based on our perceptions,
which we filter and evaluate through our individual thought pat-
terns, our own “programs”. We are not even conscious of patterns
that are so deeply ingrained and we have long forgotten their
source. But still, there is no reason for us to believe that we our-
selves may not be responsible for any effects. To put it another way:
We are responsible for how we act in certain situations.

Our patterns of thought decide what we will notice. They will mask
everything that would not fit our own pattern. Mostly we see only
the things that fit our pattern, things we have a category for. There-
fore, our environment is a mirror of our own inner life. The conse-
quences for this point of view are simultaneously dramatic and full
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of hope: If you would like to make a change in your environment,
something you have noticed, then you must first change something
within yourself — you must change your point of view. You must
take a step to the other side and take a look at a different perspec-
tive. And you must accept that each person has his or her own per-
spective. Which means, you are not necessarily at the mercy of your
environment and you can make changes through your perspective.

Just think about a situation at work or in your personal life, where
you could have taken more personal responsibility. Just a small hint:
Think about situations when you used phrases like:

It is not my responsibility, because....

e Idonot have the training

e the conditions are just not right

e nobody told me

e 1did not have the exact information

e Idonotearn enough money

e Iamnotin a position of power

¢ nobody motivated me

e I know other people that don’t need to do this
e Iknow other people that always do it this way

e I have worked for 20 years and now is the time I deserve some-
thing

Such justifications are a clear sign that you do not take responsibility
and you give the power role to others. Therefore, you are not in a posi-
tion to make your own decisions. So — open your ears and open your
eyes. Did any of these phrases find their way into your vocabulary or
do they keep you from being productive? You hold the strings in your
own hand. If you need to eat your soup, you should at least have made
it yourself!
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Measure positive and negative feedback

There is another warning signal that always seems to show up when
we are about to let others determine our actions: What do you feel
when you hear things like: “You did a great job!” or “Very good of you,
Mr. Smith, to finish that presentation last night after hours. We can al-
ways depend on you!” Do you feel content deep inside yourself?
Would you like to hear it more often?

Positive feedback is seductive. We all strive for recognition and we all
think recognition only comes from others. That is the reason we all
work hard to “fit the bill”, to satisfy the impression others have of us.
But by doing that, we make ourselves smaller and others bigger. Peo-
ple giving praise are higher ranking than we are. The same is true for
negative feedback. He has the right to judge us. By accepting this, we
reinforce the hierarchy. We legitimatize the foreign values and we de-
ny our own existence.

Of course, we don’t want you to think that every praise or rebuke is
reason to suspect manipulation. Praise is praise and a rebuke is a re-
buke. It all depends on you to come to your own perception. Jeers and
catcalls can drive an athlete to peak performances but they can also
cause a break down. So — decide for yourself how to handle it, how will
you let the feedback influence your actions and thoughts?

Accept things as they are!

Some time ago, a psychologist said during a radio show, “Who ele-
vated the current situation to the noble state of a problem?” The only
person with a problem is the person that has not yet developed a solu-
tion for the situation. The person feeling like a victim of circumstances.
Would you like to be a “victim”?

In his book “Personal Power”2, Wolf Lasko describes how people han-
dle themselves in a traffic jam. The realization in that book is so fun-
damental, that it should be reiterated here.

2 Wolf W. Lasko: Personal Power, Wiesbaden 1995
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The situation: 30 miles of traffic jam on the interstate. Nothing moves.
You look around, you see a woman putting on lipstick. A man listening
to the radio, singing loudly along. Another goes over the presentation
he is supposed to give. All are in the same situation: A traffic jam. It is
just as exhausting to discover the cause for the traffic problem as it is to
get angry about it. Still, nothing will move. Every person will make
something different of it. What does it mean?

No matter what happens, it has nothing to do with you. It is just a con-
glomeration of events. The result is a situation, which is in its current
state. The situation is neutral; actually the situation itself is unproblem-
atic. Nobody is responsible. But you are very much responsible for
what you make of it, based on your interpretation of the situation. Its
management is purely up to your own imagination.

If you take on the responsibility for the interpretation of a situation, if
you understand that some situations simply are as they are, you will
win the freedom to act accordingly. You can see the situation as an in-
centive to take another direction with your life and to try out some-
thing new. Next time you could take the train, just to stay with our cur-
rent example. The destination is up to you. Broaden your point of view;
take responsibility for your life! Do not allow your perceptions to push
you off into a corner somewhere. Use your freedom to find solutions
and take your life into your own hands.
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Take on the responsibility!

e Think about it: When did you justify yourself or when did you look for

For further thought

situations that will get you praise instead of taking on the responsibil-
ity?

e Think of a current situation that is a big burden to you but you think
it is not within your responsibility. Write down exactly what you think
the burden is, what can be changed, whose responsibility it is. Which
part of your list can you take on yourself? If you do determine that
you cannot make any changes by yourself, try to change your point
of view of the situation, so that maybe you can handle it better.

e Examine whether you can really identify with the things you do now.
Are you doing it for yourself, for your mother, for your boss? After
you really thought about it, when you come to the conclusion that
you cannot identify yourself with your current tasks, you should
change the game — as fast as possible. Think of possible alternatives.

How you demonstrate responsibility for yourself
in the company

Self-determination and motivation

Who decides whether you will have fun while at work? If you have
paid attention to the previous paragraphs, you already know the an-
swer. We would like to give you one more example, which we think is
very succinct.

An example

One day, two co-workers realize that they are sick of their jobs. They
have had enough of their unfriendly colleagues, enough of the unpro-
fessional atmosphere in the company, enough of the nagging boss and
enough of the complaining customers. They decide to quit. To show
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their colleagues what they will be missing, they decide to really “cele-
brate” the day they will give their notice. They decide to dress up, look
nice, do perfect work, be friendly — basically, they decide to just do a
great job all around. Looking forward to that day, they go shopping.

Day X comes. Two charming, well-dressed ladies greet the doorman.
This has not happened in five years. He gives a friendly reply. Ho-ho,
they think, the first person has noticed something.

The colleagues are surprised by the friendliness, helpfulness and pro-
fessionalism both ladies show. The boss is fascinated, for the first time
somebody asked him how he likes his coffee. Incoming phone calls are
answered immediately, customers receive a friendly greeting and tasks
are accomplished by someone’s own initiative. Everything is perfect!
Even the colleagues actually thought things through, the boss has a
relaxed smile on his face.

Finally, the moment comes. “Come on, now we will give him our no-
tice”, one of the ladies says. The other looks up and says: “No. Today
was my best day ever. Why should I quit?”

What happened? Several factors came together simultaneously: Both
set a personal goal, they separated themselves from all the outside in-
fluences and they changed their environment by imposing their own
criteria.

The goal was to turn their exit from their hated environment into a per-
sonal triumph. How much fun it is to show everybody what you can
do! That was the day both women took on the responsibility for their
own existence. The complaining colleagues, the nagging boss and the
unfair customers — none of it was able to exert any influence on them.
Their motivation came from within themselves, out of their desire to
have a perfect workday and to achieve their personal goal. Their col-
leagues’ astounded faces gave additional strength. The day really
turned into a personal triumph for both ladies without anybody else’s
active participation. Changed perceptions had made the difference and
brought on success.

Would you have offered them a raise just to keep them in your
company? Do you think giving a raise would have had that same
effect? I don’t think so. All these motivational speeches about mo-
ney, career, status, more leisure time--they are all wrong signals
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If you give a person
Responsibility, that
person will grow
beyond himself. Boys
will grow into men
Some men will grow
into a manager.

Cyril Northcote
Parkinson

with short durability. Only sustainability is the motivation that co-
mes from within, from a passionate longing to be great and to do a
good job.

Nagging and passively submitting to the role of being a victim will
never improve anybody. How much time is wasted in your com-
pany, when people do not take the initiative, when they are unpro-
fessional and irresponsible? What do you think? In our opinion, 30
to 40% of active energy is wasted.

How do we judge personal responsibility in our company? Just no-
tice the finger pointing and the justifications in any meeting. Mate-
rial was not ordered because someone was waiting on the boss” OK.
But the boss was on a business trip, the director was at lunch, so-
mebody thought a co-worker would do it, that co-worker did not
have the correct form, that form would have had to be ordered
from the printing press....

We invite participants at our seminars to take part in a test. They
should think about and take note of which changes their colleagues
should make in order to optimize teamwork. During the next half hour,
the seminar participants meet with each other and they try to “sell”
their ideas. Then we ask them to objectively and honestly think about
what they could change themselves and we ask them to write that
down. And - what a miracle — everybody notices that the personal
changes are exactly those things they expected from others earlier. And
a silence falls...

Don’t drift, create

Here’s one example on how to positively use personal responsibil-
ity in your company: A manager we are acquainted with tried to
convince a top sales person in the field to join his team. The man-
ager set many meetings, responded to the sales persons needs and
offered an incredibly lucrative benefits packet just to encourage
him to join. The candidate agreed, signed the contracts and had an-
other six weeks before he was to join the new company. Three days
before he was to start, he cancelled! He had received and accepted a
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better offer, without any further comment. The signed contract was
enclosed — torn apart!

Some weeks later, both parties met at a trade fair and they could
not avoid each other. It was obvious that the top sales person had a
bad conscience. He came up to our manager: “You must be disap-
pointed!” Our manager, who seems to personify personal responsi-
bility, answered, “Every person decides for himself whether to be
disappointed or not! Have a good day and a good life!”

Three weeks after that, the open position was filled with the field’s
number one sales person in the market!

Identify with your tasks and goals

Responsible communication can replace all discussions about accepting
or delegating personal responsibility (giving and taking). One can
measure responsible actions by these things: (1) whether somebody
who needs information is able to get it himself and feels responsible for
it and (2) if he knows what necessary information should be passed on
and that he takes on that responsibility of actually passing it on. He
basically makes sure that he is informed and that all other people
working with him have that same information. He does it! He is the
creator, not the victim.

He will do this only once because he identifies with the task! But that
also shows that this person acts with a sense of personal responsibility!
He wanted to accept that job! He said, “Yes” to this task. It is his own
responsibility, whether he identifies with the task or not!

Denying identification and therefore denying responsibility bring on
questions of blame, not responsibility! Denying identification also
means building safety measures to limit your mistakes (not responsi-
bility) and, just possibly, if things go wrong you will still end up look-
ing good! How else do you explain all those “mega e-mails”, with 33
attachments and 22 previous comments, half of the company on the
distribution list? “I told everyone!” is the common justification and
that’s what we hear so often.
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Managers who identify 100% with a task and who involve themselves
positively and determinedly with it are not capable of such behavior.
They always keep asking themselves: What can I do, what can I con-
tribute to resolve the situation in a positive way for the intended goals
and myself? What further benefit can I communicate to the other team
members to ensure a great outcome? Etc... That is the kind of power
that will be visible to everyone when a person takes on responsibility
for his own actions!

Practice personal responsibility in your own

company!

For further thought . - . .
e When working on a difficult project that you're responsible for, use

10 symbolic stones. Collect 10 small stones, each symbolizes a re-
sponsibility. Each time you delegate a responsibility to someone else,
you put one of the stones away. How many stones do you have left,
how many did you delegate? Think about what you can do to get
those stones back.

e Agree on a rule in meetings: Apportioning blame and justification will
be immediately identified. Together, think about the reason for this
irresponsibility and how you can responsibly approach your tasks.
you cannot identify yourself with your current tasks, you should
change the game — as fast as possible. Think of possible alternatives.
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The golden garbage can

Some time ago, a young man called to set an appointment with us.
Since we did not know this gentleman, we asked our secretary to
inquire about his reason for meeting with us. The answer we re-
ceived was that he wanted to introduce us to a business opportu-
nity and he was urgently asking for a personal appointment. As we
are almost always very open to new ideas and possibly just a bit
curious, we set the appointment.

The young man brought his partner to the meeting. After the usual
small talk we slowly came to the point. The business idea was
about a customer retention program, based on the idea of Luf-
thansa’s Miles & More (collect points). But this program was not
only to be created and offered for one customer, but for the twelve
most important suppliers in all German-speaking European coun-
tries. The simplicity of the concept, the presentation and the argu-
mentation for success were very impressive. It was clear: If the
twelve partners would join this program, it would be a major suc-
cess (at least, following the first, untested euphoria).

Now our appointment approached the core of the actual quest.
What would our role be in this game? Winner’s Edge also works
with core authorities for customer retention and management of a
loyal customer base, but that was not the reason these two gentle-
men wanted to meet with us. Their first naive impression was that
we surely have business relations with most of the twelve suppliers
and we must personally know the relevant decision makers. We
were flattered, but this was not the case. The twelve suppliers were
the “créeme de la creme” of the German consumer goods and ser-
vice industry. The points of contact for a business model such as
this must obviously be first line contacts, members of the board of
directors or someone like that. After taking a closer look at the tar-
get group, we noticed that we really did know only two of the nec-
essary contacts, but we weren’t close enough to get an appointment
at the snap of our fingers.
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Creative ideas wanted

So — what to do? We needed to come up with a creative idea! How
would you get to meet someone on a “high level”, if you had never
met them before? The usual approach, simply calling and asking,
did not seem to bring any success. Also, our two gentlemen only
had one “shot” for their request.

After a short brainstorming session we got started on the creative proc-
ess, but did not find an ingenious idea. We took our leave from these
two gentlemen and promised to think about it. It was not really an ac-
tual contract, but still our ambitions were aroused. Two weeks later we
came up with an idea:

Are you familiar with the American-style “Oscar” garbage cans?
They are available in several sizes. They are round and are covered
with a hinged lid. Often they are used for displays in kitchens and
have a certain attraction to them.

We would have a garbage can like this delivered through a courier
service to the reception area of the top point of contact. It would be
the biggest we could find, in gold paint (a custom order — we had it
done later at a painter’s shop). That creates a certain impression.
Together with the garbage can, the courier delivered a simple letter
with the following text:

“If you can afford to ignore a great idea, please use the provided
receptacle to discard this letter! Sincerely...”

This creativity conquered daily routines in ten out of twelve cases
(two just didn’t know how to deal with a garbage can or saw no
creativity in the letter). The results? Seven direct appointments,
three further appointments with decision makers were set and con-
ducted.
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Shot-put

Frank Busemann has experienced how creative changes to your cur-
rent habits can have an influence on athletic success:

“The athletic discipline of shot put is well known to everyone and, mis-
takenly, believed to be pretty simple. The one thing every student
learns in school, right after throwing a ball, is shot put.

The first exercises are similar to the well-known technique of push-
ing only insofar that the shot must be pushed away from the
neck. A teacher will quickly teach a student the so-called “glide
technique”, where you are facing away from the direction of the
throw while doing a little “jump” backwards, set your power leg
against the line, the supporting leg, the hip, and at last turn the up-
per body quickly toward the throwing direction in order to release
the shot with maximum power. That is the easiest way to learn shot
put. It is obvious that every athlete will use this same technique.
Currently, specialists use the more effective, but significantly
harder spin-technique. But a decathlon athlete will continue to per-
fect the “easier” glide-technique.

I personally improved from 12.08 meters to 13.24 meters, until one
day I accidentally reached 15.00 meters. I must say that all condi-
tions for that throw were perfect. My best performance at the time
was 14 meters, and no matter how hard I tried I could never again
achieve another 15 meter “accident”. The more often I reached 14
meters, the more impatient I became and I forcefully tried to reach
my record. Instead of improving, my performance declined week
after week.

I grew more dissatisfied with myself and I pondered alternatives.
Who said the glide-technique was written in stone? Why should I not
be able to attain better results using another technique?
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Continuous Variety

In this time of great perplexity and uncertainty we also sought ad-
vice from an external trainer as we hoped to find new ideas. His
theories were as simple as they were obvious; in order to break
away from old, habitual structures, I should start to consciously
throw the correct way, then the wrong way and then vary my ap-
proach. I threw one shot after the other into the sand. I threw with
my right arm and with my left, with or without hip, with the arm,
with my whole body, without using my arm, only by using my leg
power. His ideas were endless and they fatigued my body and my
mind. It seemed that we only searched for a “reset-button” to com-
pletely erase my “hard drive” in order to be able to “upload” a new
technique.

In this variety of new stimuli, my body was supposed to pick its
own most effective technique. The right thing should have devel-
oped on its own. Through the excess of stimuli, all the consciously
wrong things were supposed to be replaced by the right technique.
So much for that theory. I tried this type of training exactly two ti-
mes. Then I decided against it for lack of time.

Since [ was a decathlon athlete, not a shot put specialist, this type of
training would have taken too much time away from my other dis-
ciplines; my weak body was no longer able to withstand the two-
hour-agitation in the sand pit. I kept stalling at 13.5 meters and
spent sleepless nights dreaming about shot put. My trainer (my fa-
ther) and I spent hours agonizing over endless options, until we
came across the “approach-technique” and completely wrote off the
glide-technique. Using this new technique, I was better able to keep
control of my shot. I reached 15 meters almost every time and im-
proved my results to 15.24 meters. I did it without gliding and
without a “reset-button”, only by thinking back to the roots of an-
other technique that every student learns first.

Of course, I was often sneered at. Opponents thought I had been
injured or else I would have used the “normal” technique. I kept
smiling right along with them, mostly because of an extra 70 points
I was now able to count on.
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My improvement also had had an effect on the external trainer.
Now he used me as an example for the success of his training
method. Even though he never actually saw my new technique. He
saw my improvement in the results lists and based exclusively on
this, he concluded that I must have achieved this with his favorite,
the one and only possible glide-technique.

Search beyond what is known

Through the experience of a new technique, I went through all decath-
lon disciplines to try to come up with more effective techniques. Why
should the known situation be the optimum? Why should I not see
some potential in ideas that seemed so crazy most people would disre-
gard them right away? Maybe the only thing I changed was a minor
factor, a slightly different angle. Maybe it was a new training method.
Maybe there were exercises that nobody else even saw but still made a
great impact. But no matter how hard I tried; I had to recognize that
there are plenty of athletes in this world who have already pondered
these same problems. They had developed methods whose basic prin-
ciples were optimal. Only the execution may have differed slightly,
depending on each individual’s anatomical condition. .

Because of my rather stiff and completely unmovable hip, I had to
search for new ways to get over the hurdles during my years as a
hurdle specialist, without getting off track. It was only a minor
twist of my lower spine. A minor movement, not even noticeable to
anybody else, balanced my immobility out.

One time just before a national competition, I had to see our team doc-
tor for a severe muscle cramp in my hip. He asked what my specialty
was. When I answered “hurdles”, he looked dumbfounded and as-
sured me that he would not miss this spectacle for anything in the
world. Nobody with hips as immobile as mine could ever get over a
hurdle. I did, however, and I did it in only 14.06 seconds, which was
my own personal best performance and this meant 10 points for Ger-
many.
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Think yourself to success!

Can you quickly and easily come up with good ideas? Are you full
of sudden inspirations? Congratulations, because most people have
to work hard to come up with good ideas. New ideas cannot simply
be found in your side table drawer. At first, they “float” around
outside of our heads. They will light up our thoughts like lightning
or they may slowly light up the darkness as an idea forms in our
mind. Endless creativity is necessary to develop an idea in your
mind.

What exactly is creativity? Many people use it for their own gain.
Artists supposedly have lots of it, art directors, photographers, ar-
chitects, scientists and even handymen. Creativity is expected of
most employees. “I don’t care how you do it, just do it. Be crea-
tive!” You know this phrase. Maybe you yourself have said this to
an employee. One employee may be happy because he can finally
realize his ideas, another starts to sweat and shake because he is
sure that he will have no ideas and be unable to accomplish the task.

But creativity is also expected of managers and leaders during pro-
ject development, when using resources, when tapping into a new
market and so on. Is creativity the same as creating something?
Where can you find it? It is probably something every person has.
Imagination, creative genius, fantasy — it cannot be confined to one
occupation, one task or one area of life. Creativity always exists. It
is always impressive when something totally new is born, when
new ideas are formed and when something unknown is being de-
veloped.

Therefore, it is not truly creative when a carpenter always builds the
same cupboard just because it sells. It is not truly creative when a mu-
sician, a painter, a poet repeats his work in a slightly different, yet simi-
lar way. That would be the further development of something known,
something already existing, something already learned. That would be
a process of logical and rational thought structures based in our minds.
And that’s the catch; as long as creativity is based on something known,
something already proven, one cannot truly form anything new. In-
stead, creativity will dig through all information in your mind and
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Associate various
ideas

from your past experiences. It is comparable with you moving your old
furniture around. It may look a bit nicer, a bit more practical, a bit ne-
wer, but it’s surely nothing new.

Small creativity

When somebody talks about small creativity, they usually mean asso-
ciations of different or various ideas. Small creativity can usually be
achieved when groups get together and your own ideas will be multi-
plied by the ideas of others.

Free association is the umbrella term for different techniques like:

e Brainstorming: participants develop spontaneous solutions for a
precise question, which they tell the moderator or write on note
cards. Once the session ends, all ideas are graded. What can really
be implemented? What is necessary to further develop idea X?

e Brainwriting Pool: Team members write their individual potential
solution on a piece of paper. As soon as somebody is done with the
production of a spontaneous idea, he puts his paper into the center
of the table. Another team member takes the page and puts his
own into the center. While reading about another person’s ideas,
new ideas come to mind because a new stimulus is being received.

e Method 635: Six participants each write down three ideas in five
minutes. They pass their paper on until each participant has writ-
ten on every paper.

e Another good method to view a situation from a different angle
and to develop new solutions is the search for analogies: Analo-
gies are pictures, processes or facts from another area, which are
similar to the current problem. Choose analogies from nature for
technical problems, just like bionic science does. This is how it was
possible to develop an outdoor paint that is extremely water- and
soil- repellent. How? Scientists noticed the fact that virtually all
water-soluble substances just roll of the leaf of the lotus plant.
They transferred this principle to artificial surfaces. With interper-
sonal problems (i.e. staff motivation), analogies from technical ar-
eas may help.
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You can only be creative if you're willing to walk different paths. Don’t
try to find the “one perfect solution”. This will only block your creativ-
ity. Most problems have more than one possible solution. Give your
team an incentive. Try to find ten solutions. Take your time to let those
ideas “ripen”. Sleep on it for several days, if possible. You will be able
to evaluate your ideas better and you will implement the solution or
new process with more conviction.

Great creativity

While small creativity focuses on “Being”, great creativity focuses on
“Becoming”. Great creativity focuses on impossible things and their
transition into reality. In order for this to happen, logic and reason
must be “shut down”. Your reasoning must be blank of any structure,
formula and attachment. This will help in the creation of new ideas
that will overrule any logical expectations.

Open your mind

How can we train our creativity to reach a higher level? From a tradi-
tional understanding, creativity is a process that evolves through 4
phases:

1. Task formulation: Doubts as to possible solutions

Doubts will give you reason to think. Doubts help us in taking a
closer look; they destroy habits and old truths.

2. Stimulation: Your reasoning reacts, it's being stressed.

Your reasoning fights for its continued existence. You must explore
new possibilities that could possibly destroy your existing world-
view.

3. Incubation: Trust your inspiration, your tranquility and your lib-
eration.

Everything has been said, everything has been thought of and
thinking is now a passive process. Now you will experience mental
tranquility and relaxation. Your reasoning will be free and open to
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A new world
awaits you where
your reasoning
ends.

something new.

4. Elaborate: Ideas will be collected, assessed and sorted.

Verbal and visual compilation of all inspirations can be made in
order to manifest the permanence of the new things.

Short-circuit your reasoning

It is a fact: the best ideas, the so-called “spark of genius”, originate dur-
ing the third phase, which is free of reasoning. You must know that
creativity can only be experienced beyond everything we recognize
and define as reasoning and everything that contains our thought
structures.

Just imagine a red, round line: A circle. All your thoughts and your
worldview are contained within this circle as well as your closed sys-
tem of moral concepts and thought processes. This line must be crossed
in order to permit creativity to find us. Creativity can never be found
where everything is known. Hence, it can’t be found within your circle.
How can you find something new or how can you find new paths if
you only move in known territory? We will define this “red line” in
detail at a later point in our text.

A new world — the unexpected, the surprising - awaits you, where your
reasoning ends. Everything we have achieved through reasoning is
nothing creative. Hence, I must “short circuit” my reasoning. Just like
an electrical power circuit, but not nearly as dangerous. Paradoxes will
do this “short circuiting”.

Paradoxes as a creativity technique

Paradoxes are statements, each of which by deduction, seems to be true
but all of them together will lead to contradiction. Our thinking and
confirmation will run in an endless circle. If you have a lot of free time,
you can spend a lifetime thinking about it. The best paradoxes resist
every solution, regardless of which premises are kept and which ones
are given up.

74



As soon as we find a paradox we have the urge to solve it. For a certain
amount of time this will be fun and challenging. But then it will turn
into torture because we can’t find a solution. Paradoxes use logic only
to immediately discard logic as being unusable. The grandfather-
paradox is famous:

Suppose the option to travel into the past was possible, you could then also
visit your own grandfather and kill him before he fathered any children. By
doing this, however, the existence of this time traveler would also be erased;
therefore, our traveler could never have traveled into the past in order to kill
his grandfather. But then the grandfather would live and father children,
which will in turn father the killing time traveler that then could travel back
into the past...

Natural scientists are now trying to invalidate this paradox with the
help of new theories. But while this might be possible in physics, it will
not work for the following example, quoted by R. M. Sainsbury:

In Troy, Socrates says: “What Plato now says in Athens, is true.” At the same
time, Plato says in Athens: “What Socrates now says in Troy, is wrong.”

And out of the same source:

Suppose that A believes that 2 +2 =4

B believes that dogs are reptiles

C believes that an uneven number of A, B, and C’s current beliefs are true.
Is what C thinks then true?

Paradoxes are a beautiful training environment, to move your thinking
processes out of the linearity and to break out of simplicity into com-
plexity. They show problems which challenge our thinking and our
thinking must deal with central issues.

By occupying your mind with paradoxes, by allowing your mind to
enter into them, you can open up paths to a superior creativity, which
lies beyond known methods and principals.
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The essence of
the creative
process is to see
everything that is
familiar as being
foreign

“Let us get crazy ...”

Our reasoning always focuses on being right, not to be led ad absur-
dum - to survive. Our reasoning cannot enter into the unknown. That
would be a paradox. What our reasoning does not know, it won’t rec-
ognize, it can’t think through and it can’t imagine. Our reasoning won't
even want to! Therefore, it will always boycott every creative idea that
can’t be sorted into a known pattern

Just suppose you would like to double your income, to triple or quad-
ruple it. Impossible? Sheer craziness? It's a natural reaction because to
increase one’s income tenfold usually exceeds our imagination. Inter-
estingly, that is exactly where the area of creativity is located.

Now, let the “Winds of Change” blow, let's do a little self-
brainstorming. Since you have come to realize the dilemma of reason-
ing, you can now consciously counter it. “Eliminate your reasoning”
may sound a bit antagonistic, but you should at least limit your reason-
ing’s “range of operations”, if you want to be creative. When you were
trying to develop some strategies, you may have said: “Let’s get crazy:
What if...”. This means only to turn off your reasoning for a little while,
to let the unconscious, the wild and untamed part of yourself out to

play.

For the first step, the only important thing is to list all possibilities to
earn a lot of money, just like we did when we searched for your per-
sonal talents at the beginning of the book. Ideally, these possibilities
will somehow pertain to your personal talents and skills. You could
start your own business, become self-employed, start a corporation,
emigrate, look for and find a great spouse, play the lottery or whatever
you can think of. Under no circumstances should you immediately
evaluate these ideas!

Of course your reasoning will start acting up: “You can’t do that!” or
“That will never work!” Such objections are proof of your reasoning’s
helpless attempt to keep its environment free of change. After all, eve-
rything seemed to always work somehow. But what might happen if
an idea that seems completely impossible leads to success, even if it
also took a little luck to get there. Would that not be a dream come true?
Prior to your experience, you will never know if an idea will turn into a
successful operation. Prior to your experience, you can only completely
prevent everything, simply by discarding your ideas immediately after
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you created them. Accepting your ideas and developing them through
to the end will open doors to new areas and these just might lead to a
tenfold increase of your income. Take a chance - it is better than never
having had one.

By brainstorming, by accepting ideas and their metamorphosis, you
will get to the next step: Once you have decided on some appealing
ideas, you will see which one has the most potential. Provided that
we're still trying to increase your income tenfold, the question of what
you can do to realize your ideas will arise. Now you will automatically
find your next step, like quitting your current job, pick the best legal
form for your company, write down your business ideas, identify cus-
tomers and ascertain partners, request proposals, create cost projec-
tions and a business plan. A concrete life and/or a career plan can de-
velop from your craziest idea, as long as you are willing to transfer the
thought into reality.

The deciding factor is, which area of operation you choose for your
possible solutions. If you're trying to achieve a raise, think of concrete
ways to implement your request.

You could also go for some larger changes, if you think about changing
your career. If you want to open up further possibilities, you may think
about just leaving everything and investing it in a Tuscan country
house.

The advantage of searching within a smaller area is that you will find a
practical solution comparably quickly. It will not endanger your cur-
rent habits, your comfort zone. Of course, you may miss your one “big
shot” that way.

So it’s better to accept as many possibilities as you can come up with
because the process of selection will already reduce your possibilities.
The benefit of this is that you can always keep a few options open and
still decide within your own freedom of choice. That will give you a
large measure of freedom and self-determination
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Creative people are...

..not more or less talented than others. Talent has nothing to do with
good ideas. These people have only found their source for ideas and
tap into them as they like.

...not more intelligent than others. Did you have a classmate that just
“overflowed” with crazy ideas but was not very bright in class, even
though he had a lot of ideas? You may also know of popular geniuses
that were complete losers outside of their area of expertise.

... more courageous than others. You can see this very well when we
take a look at history. How many people were imprisoned for “hereti-
cal” ideas and went to the stakes? And still, there were “prophets” that
dared to publicize unbelievable thoughts; they even accepted death.
Managers today must be courageous to lead a company, deep in crisis,
like a ship through the stormy and unpredictable global economy. We
have already been through these experiences and know that this can-
not be accomplished without painful changes. Still going ahead with
everything, that takes courage.

...more free than others. They always open new doors, recognize pos-
sibilities that others can’t see. That gives them the freedom to help
themselves from the cornucopia of life.

... problem solvers. Creativity will find solutions of a different quality
and quantity than reasoning alone could not come up with. A creative
person does not live in the past, does not burden his thinking with old,
unsuccessful structures. A creative person looks toward the future and
toward the new result. Their thoughts precede events rather than fol-
low events. Their solutions are individual, original and non-
conventional. They may be quantum leaps ahead of the current state of
business or life.

How to creatively win new clients

To continuously come up with new ideas that will enthuse customers,
ideas that will bring you to the forefront — to achieve this, you must
create an environment where innovation is possible. Of course, this is
accomplished more easily when theories or thoughts are involved,
rather then material goods. Your mind must change. Your mind must
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take a big, creative, leap out of the current state of recognition and de-
spondency. We must focus on ideas, innovation, and the creation of
practical changes.

Sensibly apply unlimited creativity

Creativity has no limits. This is not only true for the process of being
creative, as most people commonly think. Creativity is also needed for
finding new markets, new tasks and new solutions. The question must
be: Where can I sensibly apply my unlimited creativity?

Here’s an example: What do the Bavarian Alps and Salmon have in
common? It's hard to believe that a salmon got lost somewhere in one
of those cold brooks and streams. Yet, Europe’s largest Salmon-
Smokehouse is located very near the German-Czech border, thousands
of kilometers away from any salmon fishing grounds. You'd think
that’s a bit odd, right?

It's an idea that certainly worked out very well. Most people probably
would never have accepted even the thought of such an outrageous
idea. That the idea for such an unusual undertaking was born over a
good beer, speaks further of the incompatibility of creativity and rea-
soning.

The company grows and increases its profits by 20% each year. Every
second pack of smoked salmon in Germany’s consumer chain stores
comes from the ovens of this company in Bischofmais. Caravans of
trucks deliver tons of the pink delicacy from Scotland, Ireland, Norway
—and return to the consumer with full loads of the finished product.

Brand image versus product-monotony

For some time now, a process has started to diminish the differences
between products of several producers. Rationalization of processing,
ending patents, advanced know-how for all producers contribute to the
fact that it almost doesn’t matter whose logo is on the label. Only de-
sign and marketing give identity. If your products are similar to your
competitor’s, your customer acquisition must be even more effective.
Otherwise you don’t stand a chance in a tight market.
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If your products are
almost similar to
your competitor’s
products, the form
of acquisition must
be even more
effective.

Does your marketing media emphasize product, competencies, service,
quality, flexibility and absolute customer orientation? Don’t forget,
99% of your competitor’s do, also. They use almost the exact same
wording. I would even go so far as to say that it seems that marketing
agencies use one single form for all brochures.

If you want to grab the attention of potential customers, you need to
find an interesting topic, an original eye-catcher and a matching, extra
value. The basic thought is how to implement creativity in sales ap-
proaches and how to set an appointment? A personal mailing is a nice
start. A gimmick like the one at the beginning of this chapter causes a
bit more of a stir. You can really show your creativity here. It will make
the deciding difference. Creativity will cause your advertisement to be
read, others not. Of course, the investment for the gimmick depends on
your intention and the expected result. That must be determined be-
forehand.

How do you feel when you pull all those advertisements out of your
mailbox? How often have you found offers for great wines, native olive
oil, magazines, books, pizza, and so much more, glanced at it and then
tossed it in the waste basket? Quite often, we're sure. You know those
attempts to gain your attention; they are as obtrusive as they are inef-
fective. If only there was some sort of “buzz”, an inspirational idea--
now that would be something! You'd think, “Ho-ho, that’s funny,
somebody actually thought of something! Let’s see if the offer is just as
interesting.” Generating thoughts like that was the goal of our “golden
garbage can” from the beginning of this chapter. It worked!

The approach to a potential client might be completely unrelated to the
product but this is often the only way to your customers and it is per-
fectly legal. Obviously, we did not want to sell golden garbage cans.
Sales were not the focal point of our action. Our action was based on an
emotional approach. What good are expensive brochures with photos,
in which you see nothing but the finished product, if this presentation
does not affect the secretary receiving the mail? With the large amount
of paper delivered daily to all offices, the inefficiency of such media is
not surprising.
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Three-step-strategies for more creative advertisements

To prevent the immediate recycling of our marketing media and to
build an expectation for our receiver, we use the three-step-strategy
(which can sometimes contain five or six steps). Before our customer
finds out what this is really about, he will receive three “teasers”. All
they are supposed to do is create an interest. The teaser is an eye-
catcher and promises an actual benefit for the receiver. Nothing more,
but definitely nothing less. The benefit must be very valuable — not
from a material point of view. Any information about your company
can be background information. It’s sufficient to insert a business card,
so that the customer can connect your name with the expected benefit.
Your name is eventually accepted so that you can expect — with a fair
amount of certainty — that your offer will not end up in the “circular
file”.

A person with a lot of good ideas is not only rich in ideas, but also tru-
ly rich. A good idea will ensure an advantage. Search for ideas that you
can use for customer contacts. What could you mail? Information,
which you know to be of interest to your potential customer, is very
useful. You already know he will have a concrete benefit from it. How
about studies or market trend evaluations? Pointing out a brand new
market study may be the deciding factor for your customer. Connect
valuable information with your name.

1. Research beforehand

To approach your customer on an individual and creative basis, you
must do extensive research beforehand. This is a lot of work, but since
you are better than other people, we already know that a higher than
average workload is the norm for you and your success. In this context
we’d like to point toward the chapter on the seventh discipline: Action.
Put yourself into your customer’s shoes. Try to see what he pays atten-
tion to, what his interests are, what is important to him. How is he po-
sitioned in the market? Who are his customers? Who are his partners?
Who are his competitors? Is a new technology available that might be
unveiled in the near future? Are any legal or tax changes imminent?
Which media or which forums are important sources of information for
your customer? Which trade shows, exhibitions and special events are
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available? Could you send your customer some invitations? Which test
results might be of interest?

2. Personally address the recipient

Ideally you will have many documents that are of interest to your cus-
tomers. This alone is not enough. Remember to personalize your letter,
to underline important points in brochures or to make notes. A bro-
chure with an individual and personal remark, aimed at the recipient’s
needs, will very likely hit its target.

3. Keep a safe distance

Try to become close to your customer, but don’t step on his feet. If
you're too “intimate” in your first contact, you need not wonder why
the customer feels like his natural safety boundary has been breached.
Don’t break down their front door with important and interesting in-
formation like a charging bull, but don’t use an inappropriately friend-
ly style either! No matter how hard it is: Patience is a virtue. But don’t
distance yourself too much by choosing a highly professional and emo-
tional style or your advertisement may not develop its intended effect.
Stick to the professional content and spice it all up with a little bit of
humor, information, advice and professional friendship.

Why three?

A single contact will be forgotten, that’s why you should have at least
three contacts. Four or more contacts are possible, sometimes even ad-
visable. It depends on your current situation. The first three informa-
tive contacts should contain some sort of gift. Everything after this de-
pends on how interesting your customer thinks your material is, i.e.
what evolves from those contacts. The mailings should follow no more
than two weeks apart.
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Don’t give in — be creative!

Even at our company, there is a list of “un-touchable” partners. We
have a definite focus on all members of the board for the companies
forming the German DAX index. To contact these people is frankly
unlikely. It's even harder to try to obtain a personal appointment. But
even though we seldom get a reaction to any of our contacts, we
strictly adhere to Frank Busemann’s motto and book title “Never quit”.
Some managers have already received quite a few books about current
topics from us, all of them with the corresponding “extra value”, but
we were never able to get the deciding contact. Our acquisition was
aimed more for the long-term goal anyways and less for an immediate,
concrete goal. After all, nobody could know when exactly, if ever, we
would obtain the much-anticipated appointment.

Occasionally we would have some meetings to discuss further ar-
rangements. In one of those meetings, the idea was born about a book’s
value as a present: we would structure our sales approach in the form
of a bookshelf.

So we sent out bookshelves via courier with the attached note that this
would give structure to the know-how of the books already delivered.
For the economic press, “structure” was a rather popular topic at the
time and therefore it fit perfectly into our larger context.

Disengage the thought “we can’t do that!” and steer toward the im-
probable. Let unusual thoughts be what they are, reduce the pool of
ideas, turn them into practical solutions and then implement them
through action. That is the key. Mail a cake to a top-level manager?
Why not!

After we have already sent nine mailings (which were always original,
intelligent and with an extra value) to one of our unresponsive target
persons, she received a cake with a candle on top for the tenth contact.
Our courier lit the candle for her in the reception area. Of course, we
first had to be sure that our recipient would be “in house” at that par-
ticular time. The market-economic environment also offered “burning”
topics, so our offer was within the optimal context. What happened?
Our target customer “took the bait” in the truest sense of the word!
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Enthralling packaging

One more example for creative customer acquisition solutions: The pa-
ckaging company mentioned in the introduction of this book set the
goal to capture the Polish market. The basic situation was such that
most packaging on the Polish market was made of brown cardboard.
For the next twelve months, brown cardboard was to be used and then
colors should gain importance. What could be done?

A decision was reached to serve the market with brown cardboard and
simultaneously prepare the market for colored packaging. This process
aimed at TV-manufacturers consisted of four steps:

1.

People identified for contact received a Polaroid-photo divided
into 4 parts. Three of those areas were plain brown and one was in
color. A post-it note was affixed to this colored area, stating, “In-
teresting?” and the name and phone number of the agent. The un-
derlying idea was to break old patterns, to leave the secretary per-
plexed. She was supposed to think “That must be somebody my
boss knows, I better just put it on his desk. That’s got to be it, oth-
erwise there would be some more information.” The boss would
see it and subconsciously perceive that this is about color. He’d see
three plain areas and one colored area. And a yellow note. And
he’d ask himself whom that could be from. He might think about it
for a moment — and then most likely forget the whole thing. If
nothing else would happen, the effect would be lost.

The second mailing would arrive three days after the first and it
would be a model of some TV-set packaging made of cardboard.
In the center of the box would be a very colorful picture with the
customer’s company name. Around this colorful area, our prospec-
tive customer’s competitor’s names would be printed in plain
brown. Along with this, another yellow Post-it note with the name
and number of the agent.

The boss would receive his sample packaging, his company name
in the center of the box, which was set out in color. This would off-
set his company clearly from all competitors. The second signal
was given. It was possible that the boss would like this idea and he
would show it to one of his colleagues and ask his opinion.
“Maybe we should be the first to bring color into the market.”
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3. Three days after this, the boss would receive a letter. In the letter
we would again visually illustrate the Polaroid-photo and the
packaging with the colorful picture. The process would be ex-
plained. The letter’s content--We have an idea about positioning
you (name of the respective TV-manufacturer) at the front of the
market, with the help of color packaging. On the same day we’d
follow up with a phone call.

Our point of contact would be creatively prepped and he’d see an
extra value for his product

4. One day later we’'d follow up with the announced phone call. If we
had chosen the “normal” way, i.e. “we are a packaging company,
we have great products, are flexible....”, this letter would surely
end up in the wastebasket — immediately.

The result: With the help of creative mailings, the packaging company
secured its entry into the Polish market. Not only were they able to ob-
tain appointments for introduction and presentation, they were also
able to secure concrete orders.
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For further thought

Become a think tank!

Think about these questions: What are areas of stagnation or difficul-

ties in your company, where only a radical change of thought might
help? How could it work? What more could be done? What could be
done differently? What additional value could you find for your cus-
tomers? How could you transport and communicate this additional
value to your customers?

What processes (work flow) are you participating in at your com-
pany? How could these be organized differently, better, more effi-
ciently? What could you contribute to it?

In which areas of your company, areas that you are not directly in-
volved in, can you see potential for improvement? Which areas ex-
actly? Think about how you could communicate these ideas to the
appropriate people.

Make it a habit to look forward to all things that others think of as
difficult. These areas have room for creativity!

Collect all your creative ideas and have them reviewed by particularly
critical colleagues/persons. Ask them for their opinion. Integrate their
criticism into your concept and gain the ability to transform!
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4™ Event:
Freedom of Choice




We don’'t have a choice — or do we?

The job we had accepted was not a very enjoyable one — but we did not
realize this until we had already started the project. Because of the
boss’s wish — or demand -- highly qualified staff members of a tele-
communication company met to discuss the extremely critical situation
of the respective profit center. Following this, they would then find
applicable solutions in order to clearly reverse the current precarious
situation within the next six to nine month.

The staff members of this department had already adjusted to several
changes over the last few years. The original name of the department
was R&D (Research and Development). And that is what they saw
themselves as: researchers and scientists. After all, that was their duty
before all these changes were made. Within a very generous budget
their task was to develop new, trend-setting technologies and their
employer never limited them by any specific goals or regulations.

A former “El Dorado”

This “El Dorado” had existed a few years ago when, according to the
staff’s own words, their performance was justly recognized. Since then,
things became a bit more controlled. The staff was more or less re-
quired to be goal oriented, performance was questioned and checked
more and more. Finally, the staff was even supposed to keep the cus-
tomer’s wishes and requirements in mind. An incredible change of
roles was required.

But back to our workshop. These former, highly qualified scientists
and developers were now supposed to come up with processes that
would promise success, ways to pull the company out of its misery.
They were even expected to come up with ideas for distribution
solutions that would put the customer into the spotlight.

After a short introduction and the question whether the topics and
the current frame work of the workshop were adequate, I (Peter
Busch) felt a certain hostility within the room. Following this, the
director of the profit center stated the precarious situation once
more and pointed out all possible errors from the past, as well as
possible success factors for the future.
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In spite of the director’s presence, no active involvement of the staff
was forth coming. To my question about which priorities would be
most important to the staff, I received the cynical answer, “To go
home as soon as possible”. In my position as liable leader, I started
asking how such a massive disinterest could be displayed in such a
difficult situation.

One of the participants replied, “You know, there is something vital
you don’t understand. What you are asking of us is in no way re-
lated to our role in this company. This is not our job! We are project
leaders and developers, not sales people! We did not have a choice
but to accept this role. It was also not our choice to come to this
workshop to discuss things that have nothing to do with our job at
all. Why don’t our highly paid managers do their job and make su-
re we receive sufficient contracts to be able to do our job!”

If you can think of something better to do with the day...

That was it, “We did not have a choice!” I asked the participants if any
of them could imagine accomplishing anything better with this day
than discussing the topics introduced. Several participants nodded and
indicated agreement. I said, “Well then, you should now choose an al-
ternative. You should now go and do what you’d rather do. You now
have the choice to stay or leave. The ones that choose to remain here I
expect to actively participate, to become actively involved, to really
accomplish something today.”

Cries like, “What methods are you using here?” and “We do not have a
choice.” could be heard from some of the participants. “You know as
well as we do that this would have severe consequences for us!” How-
ever, nobody wanted to leave, but I could also not see that the mood
would change at all.

I told all participants that they, as well as myself, do have a choice as to
how to use their day. “I definitely choose to cancel this day, here and
now. I will submit my invoice and then spend a considerably better
afternoon.”

“Of course you have alternatives,” I said. “If you feel uncomfort-
able with your current role, then you should change it. The only
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thing stopping you are the consequences you have to accept. Since
you obviously do not want to accept those consequences, you seem
to have reached the decision to stay here and participate.”

Once the participants recognized this, we could get started with our
workshop and achieved surprisingly good results. Later on, the di-
rector of this department thanked me. Two employees had in-
formed him that they would terminate their employment, but the
rest of the team showed a significantly improved attitude.

High Jump

As a decathlon athlete you always have a choice to focus on certain
things. So you should set priorities, because it is not possible to
equally train for every single event of the decathlon. Everyone
knows his best discipline and there is always something you like
more than something else. Your daily training in that favorite dis-
cipline will then be much easier than a day of training for your
worst discipline. That is probably more painful and much less en-
joyable — like the high jump for Frank Busemann:

“I had to totally love the high jump in every competition, as my
body could not withstand rigorous training for this discipline. At
first I tried to improve my performance through repetitive training.
But in training I could only reach 1.85 meters, no matter how hard I
tried. I always jeopardized my ankles since I did not jump with the
100% tension of a competition. So this really did not help my aver-
age competition performance of 2 meters or more. Because I was
afraid of injuries, I jumped in a kind of “protective position”, which
increased the chance of injuries even more.

Since the training requirements for reaching 1.85 meters during
training and 2.05 meters in competitions were so extremely differ-
ent, I had the choice to either trust my own abilities or twist my an-
kles every week. I chose to trust my own abilities and always
started in competitions 10 centimeters earlier than the competitors.
I wasted some valuable power with this shorter starting point but
was able to compensate for my lack of training by taking more run-
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ning steps. This caused me to reach for my spiked cleats just about
as often as I actively competed in a competition. It was also sense-
less for me to remember a certain approach run. A year or more
might pass between two competitions, so I'd only remember “12
feet outside, 36 feet back”. As this approach would only count for
my very first jump of the day and would then be adjusted accord-
ing to daily shape and height.

Trust your own strength during a competition

I was often called “arrogant”, when I told people that I would not
train at all and still reach over 2 meters. But I would have liked to
train for the high jump. I truly did enjoy the high jump during
competitions, but I just hated training for it because of my fear of
injuries and my bad results during training. So we were always on
the lookout for alternatives, to counter my lack of practice and still
be able to do without any strenuous training. My entire high jump
training was limited to a few reactive “panic jumps” and trusting in
my own abilities during the competition.

No other discipline allows the athlete such freedom of choice in re-
gards to when you will start your jump, as high jump and pole
vault. The judges or the organizational committee only establish the
lowest height and the minimum increase. For pole vault this usu-
ally means an increase of 10 centimeters, for high jump usually the
increase is three to four centimeters.

During the test jumps, the athlete will recognize the external condi-
tions and his own form and he’ll choose his starting point based on
his prior experiences. I was always lacking in practical training and
this is why I would usually start much further in than other, com-
parable jumpers. I had to balance the lack of training with this early
start and slowly adjust my “feel” for the jump. Since I would al-
ways make that decision far in advance from the actual jump, I al-
ways felt comfortable with this choice and did not even think of
wasting my energy. Since I did not find a better alternative, this
was the only right strategy to lead me to success.
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As human beings
we are supplied
with the freedom of
choice, we cannot
transfer our
responsibility to
god or nature. We
must take on
responsibility for
ourselves.

Arold J.
Toynbee

Apart from very few exceptions, I would always begin a competi-
tion at a height of 1.85 meters. After the first try I would then de-
cide whether to continue at 1.91 meters or 1.94 meters. After this, I
would decide whether to try the next increase or just skip to the
next six centimeters. After every jump, I had the freedom to choose
the next step.

The “fear” that I felt during training was also present during my
competitions, since I would always clear each height with almost
the same distance. It seemed unimportant whether I tried 1.85 me-
ters or 2 meters. With a raised height and additional experience, I
improved my style and my personal requirements so that I in-
creased with the height. As I could always rely on this approach, I
would recognize my limitations and would not panic when cross-
ing over a shaky crossbar but rather know this was because I was
conserving my strength.”

Each person has a choice — always

At this very moment, would you rather be outside playing with
your children? Would you rather be sorting through your CD col-
lection? Would you like to take a walk with your partner? Or, or,
or...? Apparently not. Because you already made a choice, you
chose to read this book, right now and this very minute. There is
nothing you’d rather do even though there are numerous other op-
tions. We're sure you will agree when we say, “Right now, you are
doing what you want to do.” You are doing what you want, what
you like to do.

But you don’t have to. Nobody is forcing you to read this book. You
can get up and go outside. This option truly exists. Even if it’s
stormy outside, if it's snowing — you still have the choice to go out-
side or to read this book.

Two very important principles have become obvious:
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1. You do what you want to do.

2. You do something, not because you don’t have any other
choice, but because you consciously decided for one thing and
against another. You compared your options and your conse-
quences and decided on the option currently best for you.

Being able to choose means being responsible

By the way, you do this every day. You evaluate and choose — in
even more difficult situations. Why did you decide against your
dream job — being a diving teacher in Australia — a few years ago?
Because you had to go to work and did not have enough money.
Because you would have had to quit your old job, you did not
know anything about the immigration and work requirements and
especially because you did not know anybody in Australia. There
were a thousand reasons to stop yourself. And all of them together
were so strong that ... you had to stay. You could not leave just like
that. Is this true?

Wouldn't there be many options to realize your dream — bit by bit? You
could discuss money matters with your bank. You could find informa-
tion about Australian immigration regulations. You could order books,
find career and work options, good schools could be found for your
children — you could start right now, fulfill your dream. If you want to.
If you don’t do it, then you must not want it. Otherwise, you would get
going. Very simple. You do not have to stay here, nobody is forcing
you to. But you decided against Australia because the consequences
seem to be too severe. This means that you do not have to stay here; it
means that you want to stay here! There is no “must”, you just don’t
want to pay the price for self-realization and freedom.

Try to consciously recognize this: You don’t want to! Not because you
have to stay here, but because you don’t want to leave. A major differ-
ence! All of a sudden you yourself are responsible for the fact that you
still hang out in this rainy place, in your same old job, that you're not
diving in a fantastic, colorful coral reef. Doesn’t this thought take your
breath away?
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Because it is a wonderful thing if you realize that you yourself are the
only person deciding what to do with your life. You will be able to un-
derstand that “I have to go to work to feed my family” is a positive
thing. You choose “to go to work and feed your family”. Can you rec-
ognize the dimensions of freedom hidden in this last sentence?

It makes a difference whether you must do something because you
feel responsible or if you do something because you recognize that
you have freedom of choice and can choose to do or not to do. You
have the freedom to choose. You don’t have to implement your al-
ternatives. The only important thing is that you can choose.

A human being’s free will is what differentiates us from the animal
kingdom. The ability to think intelligently, to choose alternatives, to
independently reach decisions. One might think we are happy to
have this ability, to thank our maker every day, full of happiness
over this great gift that enables us to do so much. Do you? Does
your neighbor? No? We will tell you a little secret; we don’t know
anybody that really appreciates the value of this gift on a daily ba-
sis.

Alternatives exist in all of lives circumstances

It almost seems as if we don’t really like our free will, as if our free
will would always lead us into the dead-end of dissatisfaction.
Constantly we hear other people nagging about wrong decisions or
decisions not made, missed opportunities, decisions somebody else
made in spite of our own wishes, somebody may have taken us in.
We can hear “if only, it might be, it would be...” everywhere. “Eve-
rything would have been different, if only I had not married this
woman”. “How rich would I be today, if I would have studied for a
job other than the one my parents wanted me to have”.

Some even question the actual existence of any options. They say, “I
can’t...” or, “I did not have another choice...” or, “ It is my duty...”.
Is it really true, that an authority, an organization or another person
can deprive you of your free will? Can anybody deprive you of
your right and your option to choose? Not really. Only if you per-
mit it. Turn the stakes and say to yourself, “I consciously chose
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”

to...” or, “It is my wish to...”. Relish the feeling of being able to de-

cide for yourself.

Fear and anxiety when making a decision can also be something
good, because they undoubtedly clarify that I do have choices, I
always have choices, otherwise there would be no reason to worry
or fear. If you decide on one option, then you have found your best
price-value-ratio. You have compared all possible consequences.
Every option has a price. You must be willing to pay it.

The possibility to choose is not connected to the scope of your deci-
sion. You will always have a choice. Even when making drastic,
existential decisions some people have to make. There are plenty of
examples when people accept even the worst of consequences, be-
cause of their own personal beliefs. In the USA, military members
are being court-martialed, because they refused to participate in the
Iraq war. This basic principle applies: if a person says that they did
not have a choice, they were obligated to do whatever, then that
person transfers all responsibility to another authority, that person
permits others to make that decision for them.

Choose and act

We will always have a choice between several options. If we only have
two alternatives, i.e. either for or against something, this situation will
quickly turn into a dilemma. And still, if you are at a cross roads or a
fork in the road, you can always chose either one way or another. Even
if you do not make a decision, you still decide. It is important to recog-
nize this! You decide not to decide, you choose the status quo.

It is a false conclusion that not-choosing or not-deciding advances me,
could resolve everything or could solve cumbersome conflicts. But the
opposite is the case. By deciding not to choose, you give others permis-
sion to enter the equation. So you lose the one and only trump you may
hold in your hand. Your freedom of choice, your power to decide. You
enable others to make a decision that will affect you.

But if you choose any direction at all, then you also deselect the other
direction. If you choose the next option, you will not choose the other.
Every decision also means your separation from another option. The

95

Alternatives are
always there, but
only he who sees
them will recognize
them

Emil Oesch



Love it
leave i,
or change it.

choice is often difficult because not all consequences are visible. You'd
like to stay where you are because the direction is not clear. But the
direction is not the important criteria in every decision. The ability to
choose and act is. If you choose any direction at all, act with conviction!!

Crossroads are chances

When we reach crossroads on our way to the goal, several options are
possible. We become unsure of what to do. Consciously use these op-
tions to really test whether you are still going in the right direction.
Maybe it will be good to change your direction? Nobody is limited to
just one path for the rest of his life, changes are possible. Everyday, you
can choose to abandon your dream, to change it, to do new things, a-
chieve new goals.

Is there still some room left on one wall of your living room? Then
put up a large, white poster board. Nothing should be on it, no co-
lor, no line. Only one big, white area. Every time you look at it, it
will remind you that you have all options to design your own life.
Nothing is predetermined, nothing limits your choice. You can rec-
reate this white poster of your life each and every day.

Three formulas for freedom of choice

Basically, we have three tactics available to deal with an (unfavor-
able) situation: You can change it, you can avoid it, or you can learn
to love it. If the first two options don’t lead to a result, then imme-
diately give your absolute “yes!” Agree to the situation, no matter
how it is, even if this is sometimes very hard to do.

Sometimes your destiny may hit you especially hard: you may have
health problems, without the prospect of receiving medical help. It
would be futile to worry about any option to change the situation
or how to even start loving this situation. Even the tactic of avoid-
ance will not work here. But you could still choose what to do with
your life. It is your choice to argue with the world and to tyrannize
your surroundings. You could use your strength for other, sensible
things. Just think of the famous scientist Stephen Hawking, or the
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Superman-actor Christopher Reeve, who supported quadriplegic
research until his death. You see, even with the most limiting
handicaps you still have the option to choose, to give your life
sense and purpose.

How you can use the freedom of choice in your business

We would like to highlight three points, which will enable you to im-
plement freedom of choice in your business:

1. the choice of your core competencies

2. freedom of choice as a measure of motivating yourself and your
staff

3. choosing the right positions

Focus on your business — choose your core
competencies

Businesses must always ask themselves what their actual core compe-
tencies are, what their central areas of business are. What is the one
thing we are better at than others, where can we give better offers?
When potential partners introduce themselves to Winner’s Edge, we
usually ask them about their core competencies, “What is it that you do
better than the average person, what can you do exceptionally well?”
Immediately they open their “competency shop”, trying to be as im-
pressive as possible, to positively influence our decision. Common an-
swers are, “Actually, almost everything, moderation, leadership, dis-
tribution, interim management, these are all my focal points.” Next
question, “What specific parts of these areas do you really excel in?”
And again, we do not expect an array of answers. But still the common
answer, “I completely excel in all of these areas.” That is not possible!
Nobody is better in every field than a specialist in his field of expertise.
You must choose to specialize in one or a few areas, the areas you will
then enliven with excessive diligence and passion.
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The ones that think that “being a partner with Winner’s Edge is fine
and dandy - I like it. But I still have a second, a third, or even a
fourth something to fall back on” have not much more of a chance,
because this implies that they are striving for security. But if I do
two, three or four things simultaneously, then I can’t really focus on
one task and can’t do any one thing really well. If I can’t reach a
decision I run into one tunnel, but will always take a look into this
or that other tunnel. Out of fear of passing up a really good oppor-
tunity in one of the other tunnels.

This applies to individual persons as well as organizations. A busi-
ness is not a multi-purpose organization. Successful businesses do
one thing, and one thing only. And that one thing, they do right.
This means, focus on the core areas of your business. There is a new
“magic word”: Diversification. Companies diversify, they try to gain
a broader base, open up new areas of business that run around with
a “vendor’s tray of supplies”. You don’t even need to take a closer
look to see that this succeeds only in very few cases. There will al-
ways be several ways and possibilities to reach a goal, and there
will always be several goals that want to be reached. But it is almost
impossible to reach two different goals simultaneously.

Of course, companies have the choice to diversify. But it is always
wrong to make half-hearted attempts at new areas of business that
won’t bring any improvements or results, but only loss of energy
and the hindsight that you should stick to what you know. If you
choose, as it is now so nicely expressed, to broaden your base, then
you must do so with all your mind and soul, accepting all conse-
quences. On the other hand, companies that really focus are more
dependent on certain target groups or market segments. So who
can say what is wrong or right? The only sure thing is that compa-
nies that consciously and completely focus on the things they ac-
complish easily are more successful than the ones that diversify.
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“l want” instead of “I must” — give yourself and your staff a
choice

For a long time, there was a popular theory saying that by being result
oriented in your professionalism, your company’s goal would be to
satisfy the staff. How ridiculous! Results are not achieved out of satis-
faction, but out of dissatisfaction. If everything is just fine, nobody
must strive for any results. But everything revolves around improve-
ments. A staff member that strives to be the best in his chosen area will
put everything forth to achieve great results. If I achieve those results,
then I am satisfied. A company should be a playing field for specialists
that want nothing more than to run free in their chosen field of exper-
tise and to celebrate their achievements. Enthusiasm and the right mo-
tivating circumstances can only develop if you focus on what is impor-
tant and right. This is a goal that involves each individual’s talents as
well as the talents of the team or the complete unit.

If a company were able to give their staff a choice, then this would in
turn bring about great trust and willingness to perform. Trust is built
when both sides have a choice. In contrast, if “must” is the propelling
force, then you will not be able to build trust. The controlling
mechanism of “must” will always be in the foreground. If a com-
pany were able to establish this factor for success, if everyone
would be 100% conscious of the fact that he himself does what he
wants, not what he must — what would follow?

We are talking about having a conscious choice; this would be the
main point. A conscious choice would result in the fact that people
would not struggle anymore; they would replace “I did not
know...” with “I wanted it this way, nobody is at fault, it could not
have worked”.

Staff members that are not conscious of their freedom of choice and
only do things because they feel like they “must” are not happy
people but will also not achieve satisfactory results. Because they
are not truly motivated. Gratification and increases in pay are not
involved here. These are only temporary catalysts. True motivation
is gained by doing what one chooses to do, doing what accommo-
dates your own individual interests. Therefore the question must be,
“How can I bring myself or others into a ‘I want to’-position?” One
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The ones that start
off as average
citizens and end up
being a prince by
sheer luck have no
problem making it
to the top. They
have problems
staying on top.
There are no
problems on the
way up because
they fly, but once
they reach the top
they encounter
many problems.

Niccold
Macchiavelli

must consciously recognize that one always has a choice, at all
times. But one must also be willing to accept the consequences. The
consequence of choosing a job you really can’t identify with, a job
you don’t truly like and that is hard for you, means that you have
chosen to spend most of your lifetime having a bad time. What a
bummer!

Decide on a position that you would truly love to fulfill

In many businesses, one can see that some managers, once they rise
into a certain position, try to hold onto that position by all means,
no matter whether they are doing the right things or not (also
known as the Peter-principle)

There is only one, obvious, desirable career path to the top. Nobody
would even think of taking a step “back”. Our cultural beliefs in the
importance of achieving a career are responsible for this. Retreat
equals defeat.

But such behavior usually leads to the overextended and stressed
out staff or managers trying to hang on to a certain position. This
leads to an alarming rate of incompetence. Supervisory staff often
lacks the ability to act consequently in certain situations (due to po-
litical or personal reasons) or do so too late. That the desired results
cannot be achieved with such poor staffing is well known. But it is
still an important topic.

The question is, whether one can assume that an overexerted per-
son is still able to achieve results and therefore, can also achieve
personal success resulting in continuous self-motivation. Or is this
a downward spiral? A little thought game:

The successful distribution agent, in his prime, is naturally the first
candidate for filling the vacant position of regional director. He is
happy, he will climb up the career ladder. But this reward has a back-
side. His duty will change from one day to the next. Yesterday he still
visited his clients out of his own initiative, acquired new clients within
various channels, but today he is responsible for seven other field ser-
vice agents and two office employees for inside sales. His tasks have
changed completely. Of course, he will still have the occasional cus-
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tomer contact, but he is now in a completely different position. All of a
sudden, he is responsible for other people’s results, he has many ad-
ministrative tasks and to top it all off, he must coordinate all business
plans for the region, attend many meetings together with the director
of distribution and the company management.

Maybe this is easy for him, maybe not. Fact is that he will eventually
reach a position that he cannot fulfill and results will not be achieved.
In his previous position he was successful and achieved excellent re-
sults. He was respected by his colleagues and had a lot of fun doing
what he did. Some people even called him charismatic. In his new role,
he is as charming as a dead rat.

In the USA we can observe a culture that allows a certain equivalence
between top competencies of the operative and administrative areas.
An executive manager would never suppose that they were in a more
powerful position. In the USA you can meet many top sales profes-
sionals that would cut off their right arm rather than accept a leader-
ship position. This consequent placement of competencies and talent
would also work well in Europe.

Every day you can choose the role you'd really like to play, that
would really complement your talents and potential and therefore,
increase your likelihood of becoming, being, and staying successful.
Why don’t you decide on this, rather than thinking that you've
failed for the “higher position”!

We often see this in many leadership programs: if one consciously
focuses on this thought, junior leadership staff will start to wonder
if they even want to be in a leadership position. We salute all who
choose a path that will complement their talents.
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Use your freedom of choice!

For further thought
e Identify the important factors in your life: Career, private, health.

Find at least five alternati-ves for each of your situations. Please think
about the consequences of each of your five alternatives.

e Please think about the theory that you do not have an alternative for
your current situation

e In which areas have you not yet made a decision and therefore
choose to wait it out? Think about the price you have to pay by not
yet reaching a decision.

e Understand that every second you have a new choice, to do or not to
do certain things! What would be the concrete consequence for you?
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The secret of
success is defeat!

What to do when your career is at a standstill

In-house training, continuing education, completion of your degree
through evening classes, another seven years of promotion through
the “tunnel” of continuously demanding positions. For Herrmann
K, one of our customers, everything took second place to his goal:
Chairman of the Board!

During the last few years, the corporate environment has become
tougher. In the meantime, he was appointed as director of a resort but
was not necessarily popular. He accepted defeats and celebrated suc-
cesses. His big dream was almost in reach! The “old” boss was about to
retire and Hermann K was regarded as “crown prince”, having the best
chances for the succession.

But through political circumstances within the board of supervisors
and a few plots in his circle of competitors, the tables turned. Other
names were mentioned and this led to the fact that his name was pus-
hed into the margin. What he feared the most happened -- one of his
oldest rivals got the job. Herrmann K. was out of the race! And proba-
bly also out of everything he spent his whole lifetime building.

He had to leave the company. The severance pay was not all that
would have been possible under better circumstances, since his exit
from the company was also accompanied by power struggles. Herr-
mann K. had to deal with a very unsatisfactory time in his life, in his
personal life as well as his professional life. Finding a comparable job
was not easy after 24 years in the same company. But after a certain
amount of time of feeling sorry for himself, he pulled all levers to again
reach a top position in a company.

14 months later, Hermann K. was Chairman of the Board of one of
Germany’s largest companies. All of a sudden he saw a pattern for his
success, “I'd have never gotten this job if I had not experienced this
overwhelming failure in my old company, if I had not experienced all
of the negative things there!”

The secret of success is defeat! Defeats are unavoidable. But the
question is: Which resources do you have on hand in order to turn a
defeat into a success?
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The 400-meter Sprint

How would a decathlon athlete partition his strength, how would he
allot his resources? Frank Busemann states:

“If I compare the decathlon with a pendulum and rate all positive feel-
ings, emotions and situations with the positive numbers 1 to 5 and all
negative feelings, emotions and situations with the negative numbers -
1 to -5, then the individual disciplines will show how diverse the de-
cathlon is and how pleasing it can be to experience negative things.

This same description can also be applied to real life. If my pendulum
had not gone into the negative area in 1995, then in 10 years, I would
have to say that I had done something wrong. The negative experi-
ences of injuries, cramps and dissatisfaction caused me to search for
another way. As a hurdle athlete I was just not fast enough and was
handicapped with severe pain in the sciatic-crural musculature. I de-
cided to try out new paths and to learn from this negative experience.
In April of 1996 I took heart and retired from the sure path of hurdles
into the unknown area of the decathlon.

When choosing the decathlon you enter a world of change. There will
never be an athlete who can give his very best for the whole two days
of the competition, who will not lose valuable distance or speed. Simi-
larly, there will also never be an athlete who will have nothing but
miserable performances 10 times in a row. The normal competition will
be marked by permanent changes in the list of best and worst athletes.
The winner will be the one that will draw benefits from this interplay
of good and bad. This means a fight to the last possible moment. It
means don’t quit until you have reached the goal. The worst thing that
could happen is if an athlete has to admit that he didn’t give all he had
to give. If you quit, if you refuse to let your pendulum reach the nega-
tive points, then it will never swing back to the positive numbers.

Before the start

The 400-meter sprint is the actual start of the decathlon. Only speed
was necessary for the first four disciplines. But the following 50 sec-
onds will draw the last reserves of strength from the athlete’s body and
leave a major portion of lactic acid in his muscles so that he may start
the second day with aching muscles. If the decathlon were a “nine-
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athlon”, if the first day would end after these four disciplines,
then....yes, this whole thing would be one leisurely walk in the park
and only a minor challenge. And every athlete knows this. Every ath-
lete has his own feelings towards the sprint. Not only great differences,
but also many similarities were found in a poll of competing decathlon
athletes. All of them could be explained by the athlete’s different char-
acters.

At the starting block I always have great respect of the distance. I can
barely remember how bad I sometimes felt, how much my muscles
might have ached, how badly I might have injured myself. The “high”
of euphoria quickly lets you forget this kind of pain. I hope that I
trained well, that my tactics and shape are great, that I will not get any
cramps. I hope that I do not have to vomit afterwards, that I won’t
have to endure severe muscle pain for hours. Actually, I am pretty
scared and know that I really shouldn’t run. I wait at the starting block,
pretty unsure, because I really don’t know what’s coming.

At the block

The multiple world champion Michael Johnson describes this feeling;:

“Never before in my life had I felt so much pressure. For the last six months,
the only topic in all newspapers and on the TV was my double victory. I got so
many phone calls from people that told me not to worry too much. But in real-
ity they only increased the pressure. But I have always said that I need this
pressure to achieve my best performances. 1 love to be scared when I'm in the
starting blocks. And I really was scared.”

During the Olympic games in Atlanta in 1996, in spite of this bad feel-
ing, he finished the 200 meter sprint in 19,32 seconds. The fact that
somebody that is about to set a new world record is scared while wait-
ing in the starting blocks, the fact that he actually loves that feeling is
surely a sign that the negative experiences cannot be ignored or
blocked. Maybe he assesses this negative word fear with a positive

3 Source: The Olympic Book Athens 1896-2004, Musee Olympique Lausanne, NOK
Germany, Bielefeld 2004, page 277
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number in order to be wide-awake, to have respect and not to take it
easy? When I was waiting in the starting blocks I always felt the urge
to run. Respect, fear, insecurities — all of a sudden, those were positive
things.

After a few meters

The starting shot changes your adrenalin into power, for the next 50
seconds your body runs on full speed. Slowly your body reaches maxi-
mum speed, but it cannot miss its cue. Right after the first few steps I
would already know which technique I would use and how exhausting
the sprint would be. If I could just not get up to speed and would no-
tice that I had started off with a bad technique I immediately felt nega-
tive vibes. I knew that it would only get harder. But to stop running, to
start over again — that’s just not possible. So I had to make the best of it,
I had to try to master myself for the rest of the distance. I'm sorry to
have to say that I never achieved this.

Reaching maximum speed

With relatively little effort, the athlete should reach his maximum
speed after about 50 to 80 meters. Up until this point, all runners feel
that this is a positive experience; they love the feeling of being able to
run fast, to be in great shape and to be able to really consume their en-
ergy. They enjoy the moment and cannot imagine how worn out their
muscles might be only 30 seconds later. What a torture it can be just to
take one more step. I used to try to take big steps with very little effort,
which usually caused me to “traipse” and use even more strength than
normal.

During the Olympic games in Sydney I ran on the outer track and be-
cause of the curvature there was nobody running in front of me. With
amazing speed I ran in front of the whole pack and was just as fast as
other runners that would usually be one or two seconds faster than me.
While running on the straight I saw the video screen and was happy
about my great speed. My attendants were amazed and were very ex-
cited about my speed. My father was beaming with joy but grew con-
cerned as he saw me at close range. I was running very fast, it looked
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good, too. But upon closer look I expended too much energy. I did too
much.

First dose of lactic acid

When will an athlete notice that he is loosing energy, that he has al-
ready been going for some time and that his body is producing lactic
acid? Some athletes won't notice until they reach 150 meters, some not
until they reach 250 meters. I would always notice at 180 meters. If the
lactic acid would occur too early, I'd panic and would worry. Had it
occurred at 200 meters, I'd have jumped for joy. During the world
championships of 1997, when achieving my own personal best of 48,32
seconds, my destiny hit me at 150 meters. Since I was not able to train
enough prior to the competition and I had chosen to use an improved
technique, this first dose of lactic acid did not worry me much. It did
not occur to me that my own pendulum might gain its momentum for
the remaining 250 meters with this first dose. Based on my great tech-
nique I ran extremely fast and by “turning off” my mind I did not
waste any energy worrying that it would get harder. There was no go-
ing back. Only forward was possible. The pendulum had reached its
most negative point. For the first time, I noticed that this feeling could
be an illusion. The determination, the courage, the heart can do much
more than any feeling. Nothing counts until you reach the goal; I could
not give up. When I had finally made it, one quick look at the results
screen showed that I had run extremely fast — in spite of my own per-
ception.

Goal in view

Once the runner is in the home stretch, he feels like he’s trying to reach
a mirage. After 310 meters, he seems to reach the goal fairly quickly.
But at 320 meters it seems that the distance has not changed. The same
is true at 330 and 340 meters. By now your legs weigh a ton and seem
to be glued to the sticky track. The pendulum swings back to the nega-
tive area with its full force. Your vision will blur. Your feet turn toward
the outside, the “waddle” seems to be named after this phenomenon.
But during the last few meters, the last, powerful push of lactic acid
will paralyze all your extremities. From here on, the athlete’s only
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thought is to end the torture, his only hope is to reach the goal. To one
athlete, it matters whether he leads the field, another athlete doesn’t
care anymore, and another athlete will become more determined than
ever. When I questioned my colleagues, only one said something posi-
tive.

Goal reached

After this torture, my only thought could be “Made it!”. If your time
and positioning are good, euphoria will still be felt, despite your heavy
legs. You are satisfied with your performance, your pain was worth it.
If your time was average or maybe even bad, your first impression is
still positive because you have reached the goal and your torture ends.
Some athlete’s feelings are strongly connected to their time. If they ran
a bad time they crash and are grumpy, if they ran a good time they feel
euphoric. Very few stated that their mood is influenced solely on the
fact that they reached the goal.

Acidification

I can’t understand those athletes that say that during the first few min-
utes after the sprint they actually feel pretty good. Since lactic acid is
not transported through the body anymore and it completely settles in
your legs, I always start feeling sorry for myself. The pain after a run is
almost unbearable, while simultaneously I feel like vomiting. I would
crouch on the floor and decide to never ever do this again. Every time
I'd ask myself why I'd willingly accept this torture, why couldn’t I
just watch everything from the stands?

But at this point other athlete’s statements differ. The different charac-
teristics of athletes were very prominent, every mood, from extremely
high to extremely low, everything was represented. The ones that
would have the most positive statement about even the worst acidity
would always see their pendulum at the center of its sweep — in a com-
pletely neutral position. Since those athletes would avoid negative sur-
prises and always try to stay in the wading pool of proficiency, they’d
also avoid the positive surprises that would have set them apart from
the rest. During their whole career, they’d never evolve and would al-
ways stay far behind the potential of other athletes that would fully
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If | had avoided all
those negative
moments | would
have never
experienced how
important it is to
just let go.

Frank Busemann

experience their ups and downs, would still love their sport and sur-
prise themselves. Of course, those negative pendulum movements
would get really annoying, but after gaining some distance I'd notice
that they’d shape a part of me and I enjoyed my successes much more.

After the recovery phase

An alarming recognition of my poll was that many athletes would de-
clare that they’d reach a neutral level after they had recovered. For
hours after recovery the human body is still so anxious that it seems
impossible to sleep, something must have happened during the sprint,
something that really makes you anxious. You restlessly turn around in
your bed and try to find some rest. Very few succeed. Is this not a sign
that your pendulum moves? If they were all completely balanced
they’d sleep like a rock! After a day of competition, you are certainly
tired enough. But despite heavy legs and a significant amount of fa-
tigue I always felt very euphoric and satisfied. I did what I liked, I was
able to review the day with pride.

The end of a career

I always thought that I had to end my athletic career with a top per-
formance. I thought that I had to reach the goal just once more, if pos-
sible with my best performance ever, in order to be happy for the rest
of my life. But the pendulum experiences during my time as an active
athlete taught me that the good times really are sunny. And how many
there actually are during the countless moments of a lifetime.

The ups and downs, the worries, the liberation and joy during my 21
years of athletic competition marked my life. It was the best education I
could have ever had. If I had avoided all those negative moments I
would have never experienced how important it is to just let go. I am
sure that during my next decathlon I would have injured myself so
badly that I would have still felt it years later.”
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Live the highs and the lows, instead of expend-
ing your energy with the brakes on

One won’t work without the other

How would this world be without the constant interplay of success
and defeat, life and death, war and peace, good and bad? You can
speculate, but we assume that a world without contrast could only
produce dumb, lazy, degenerate beings. The pursuit of a balance
between contrasts drives everything.

One look back in time lets us see that crises and turbulences were
obviously part of evolution. During crises, people were able to a-
chieve their best pioneer work. Every era produced people that
mastered the art of handling crises and chances, conquering pain,
convincing pessimists and critics of just the opposite. They recog-
nized their destiny and were convinced of their task.

During our seminars we always ask what might be worth living for.
We always get answers like love, luck, wealth, houses, Ferraris, and so on.
Then we ask about polarities. What is the polarity to love? It could be
no love, but it could also be loneliness. Misfortune could be the oppo-
site of luck. Sickness for health, poverty for wealth. But is anybody
ever exclusively lucky? Is anybody ever constantly in love? Can you
always be successful? Can one thing exist without the other? Probably
not.

This means nothing but that after a time of positive, there will come a
time of negative and then again a time of positive experiences. But this
also means that one inevitably leads to the other. Just like energy is
never lost in the universe, something in our life causes balance. It ma-
kes sure that our persistence is worth it, that success will come.

The sun can’t shine every day. We sometimes hear, “My destiny is a
roller coaster”. Sometimes it goes up high, sometimes you plunge
down deep. A few neck-breaking curves, up, down, again and again.
You know this. But think about why people go to an amusement park
to ride the roller coaster in the first place. Because it's a comfortable
way up? Or because there is a great view from the top? It’s over so fast
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You must risk
failure in order to
win.

Jean-Claude
Killy

Only those who
dare will win. If you
don’t dare you will
surely loose.

that it will make your head spin. That can’t be it. It's much more likely
to be the thrill of the fall. The feeling of danger that cramps your stom-
ach and releases adrenalin when you just plunge down. And then the
feeling of euphoria right after you dared to take this test of courage,
which is rewarded with another pleasant ride up the next hill. A con-
stant up and down of feelings, complete enjoyment of all extremes.

In our daily life, only very few people crave adrenaline. This is
pretty reasonable. Very few would choose to ruin their own and
possibly their families lives on purpose. Most of us do exactly the
opposite. Most of us will play it safe. Moreover, most of us hope to
never experience a downfall, never to experience the negative sides
of life, to never even get anywhere near it. And some of us do eve-
rything in our power to play it safe. If everything desirable in life, if
everything safe is on the highest point of the roller coaster of life,
then you’d like to stay there. You'd never want to plunge back
down to where negative experiences are waiting for you.

These people think they are smart because they have built an “e-
mergency break” into their life. This brake is supposed to prevent
their own roller coaster from ever plunging down. This emergency
brake is called “don’t risk anything” and “we’re doing pretty good”.
Or maybe it’s called “I can’t change anything anyway”. But they
are not smart enough to realize that they bring their whole life to a
complete standstill. You need power to drive a pendulum, to achie-
ve movement. This power can only be gained on the way back
down and will then again catapult us back to the top. Of course, a
roller coaster standing still on its tracks is a pretty secure place, but
for the occupants, it's about as interesting as snow on their TV
screen.

On one side, success, luck, recognition. On the other bad luck, fail-
ure, obscurity. The more success you have, the more failures you
will have. The more recognition, the more obscurity. Only those
who dare will win, if you don’t dare you will surely loose. You
cannot have one thing without knowing the other. We can’t appre-
ciate the good things if we don’t know anything about the bad
things. Experiencing negative and sad things is a valuable asset.
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You will never get your full life at half price

Frank Busemann uses a very good and very well known compari-
son: the pendulum of life which moves from the positive side, whe-
re love, luck, health and everything desirable in life await to the other
side, to the negative side, the anti-pole. You have bad luck, you get
sick or lose your job. That is the side of failure, of misfortune. The
dark side of life is there, where things happen that can make life
really hard. Obviously, everybody would rather avoid the negative
side. Nobody wants to be there and definitely nobody wants to stay
there! So you build your emergency break, a stopping block that
will slow down your pendulum, you don’t want your pendulum to
go too far into this negative area. Who wants his life-pendulum to
go there?

_ Stopper

But some people truly appreciate the value of being able to experience
the negative side of life. They recognize that the stopping block that is
supposed to prevent the pendulum from crossing the red line swallows
a major part of your kinetic energy. Therefore, it will also not return as
far into the positive area of life. They have recognized that you will
never get a full life at half price.

It’s obvious--could you jump seven meters from a standing position?
Not even the best-trained athletes can do it. Without momentum,
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without movement you will only be able to achieve a small hop. Even
trained athletes cannot start at the jump off point; they must start from
a distance to build up momentum during the approach run. And it is
this approach run that will use up most of the energy. A golfers mo-
vement to propel the ball is larger, the further he needs to hit the ball.
To fully draw the string of a bow needs strength and after you have
shot one hundred arrows your fingertips hurt. But it is the strength of
the draw that will propel the arrow into the target. The power, the
strength, the effort is necessary to be able to enjoy great success.

Experiences of the right, the negative side of the pendulum of life will
give us the momentum to reach the left, the positive side. If your pen-
dulum oscillates strongly your destiny might be a roller coaster, but it
is a roller coaster with great power, with a lot of fun. No negative ex-
perience will keep you in the valley. And who can say which conse-
quences your experiences on the negative side will bring? With the
right attitude you will draw a benefit out of any experience. But you
will only be able to realize it if you stay with it all the way. And if you
know what the negative side is about, then you will always have
enough power to propel yourself back to the top of success. And from
up there, you will be able to look down on those that always drive with
their emergency brake on, those that will never be able to join you, way
up there at the top.

Get off that couch!

You have a choice. You can decide for yourself which way you want to
spend your life. If you want to have a life full of ups and downs or one
of “stopped” energy. Of course, life is more dangerous if you choose
riskier paths, but only to those that don’t want to act. Take charge of
your life, don’t let other people or institutions make decisions about
your existence. Only then will you be a creator of your own situation,
and you won’t even think about an emergency break. Because on the
other side of this imaginary stopping point, you will be able to experi-
ence many new things. Things that want to be accomplished. If any-
body wants to avoid those, then they might rather just watch others do
them. They will decide for stagnancy, a second-hand life, against risk
and against growth.
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Jack Canfield tells a beautiful story of two seeds. Both are next to each
other in the ground and talk about their plans. One says, “I want to
grow. I want to send my roots deep into the earth. Then I will stretch
myself far up and will get from the ground up to the light. I will grow
bigger and bigger and will grow beautiful leaves that will move with
the wind. I will feel warm sunshine and cold morning dew, life will be
wonderful. There is nothing more beautiful than to grow.” The other
seed could not agree. “No, I don’t know... Maybe there is a hungry
animal burrowed underneath me, maybe it will eat my roots. And who
knows what I can expect when I reach the top of the soil? Maybe it’s
painful to break through the soil. I'd rather stay safely here and wait a
while. Maybe things will get easier later on.”

So the first seed grew to be a healthy little plant, the other was still wai-
ting in the ground. One day a hungry chicken went scratching for food
with its claws. It found the seed in the ground and ate it.

Not only individual, scared seeds, but also most people would ra-
ther stay exclusively in their own comfort zone. Here, they know
exactly how things work. They feel comfortable and safe. There are
no dangers, they are the personified pursuit of safety. From this
point, they want to control, react and act, just as long as they don’t
have to learn anything new.

But it’s a fact that dissatisfaction and frustration often develop in a
situation when individual possibilities are not used or even sought
out. Because this would necessitate action and if you act you can
make mistakes, we know. Sadly, failure seems to be the most risky
thing, nothing must be avoided as much as failure.
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One can avoid
errors by collecting
experiences. One
will collect
experiences by
making errors.

Laurence
Johnston Peter

Achieve results, not mistakes

Why is the right side of your life-pendulum, the negative side in
our picture, so unpopular? Why is it that it scares us so much? It is
quite simply the very effective word failure or even error. Words-
creation of intellectual and underhanded malice that cause every-
body to panic and repeat even more errors. It is the most wretched
evaluation that a supervising person indicates he (or a person that
believes himself to be in a supervisory position) doesn’t like. A tool
for manipulative influence.

Errors are only interpretations. Experiences that somebody inter-
prets to be a failure based on their own point of view. But while
nobody is free of errors and everybody is in the same boat, it is al-
ways another person’s error that is being discussed, criticized,
blamed or denounced; the person is being displayed. The person is
condemned. The one who acts will make errors or can fail, because
nobody can guarantee that things will always work out. Small
wonder that everyone hates to make errors. If we were willing to
see errors as a tool, an opportunity to take a step into the right di-
rection, then we’d have a chance for a better “culture of errors”.

All of mankind’s greatest feats were accomplished because some
people were willing to accept negative experiences. They were will-
ing to accept defeat. Columbus discovered America when all he
really wanted was to find a new path to India. An error, but a very
useful error. So, please remove the word error from your vocabu-
lary and replace it with experience or, even better, result. If you do
not pay attention and stumble into a vase which breaks into a thou-
sand pieces, it is neither an error nor a disaster. You could even cre-
ate a great mosaic from those shards, so that you can always re-
member that mis-adventures have a purpose.

The deciding factor is not the thing that happens to you, but what
you make of it. A mis-adventure, a personal defeat, will also bring
new chances. Success and failure are opposing poles and cannot be
separated from each other. Defeat is the start of the next game, the
requirement for the next move. Every experience, every event is a
directional sign post, not a stopping point. Therefore, errors, de-
feats, misfortunes are only steps on your way forward.

116



How you develop a tradition of mistakes

For companies that always move within their own, limited area of the
pendulum, that do not dare to cross that Red Line, this means that they
will never gain entrance into some markets, that they will never be able
to take advantage of some opportunities. The area that would be most
interesting for them will never be explored. We can also see that some
companies that are experiencing a hard time would rather stay in their
known, safe area, in their comfort zone, rather than daring new
grounds. Wait and see — the crisis will pass. How silly!

It gets even worse the more that you restrict the pendulum. Some
companies leave themselves no room for movement. Every change,
every adjustment becomes a huge fight against structure, habit, preju-
dice and fears.

If we now talk about resources we mean responsibility, develop-
ment, goals. Where true winners show their talent, that’s where it’s
interesting. Which resources do they use, how do they deal with
painful experiences? How do they integrate their errors, how do
they deal with the fact that things don’t always work out? This is
very interesting, because any idiot can deal with success.

A culture of errors in business

For many, the fear of errors is a broken rung on their career ladder.
Everyone knows about the danger and nobody dares to step on it. Be-
cause errors must be avoided in all circumstances, that is the common
dictum in all companies. Humans and machines alike must function
perfectly. While machines can be objectively observed, this is not al-
ways possible with humans. A plethora of control mechanisms are im-
plemented in order to find professional and personal weaknesses. The
result is that three quarters of all employees fear the loss of their work
place, managers fear stockholders and media, cost pressure and com-
petition — the end of a career. An error is therefore, the largest risk fac-
tor for personal growth.

Where one acts, errors will be made. And for fear of consequences, no-
body really dares to do anything. Instead of talking openly about er-
rors and therefore establishing a forum for development into the right
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The success story
of Viagra

direction, we hide, cover up, we sweep it under the carpet. Just put
yourself into the situation of an employee that is openly criticized be-
cause of an error. A loss of image that will definitely change this em-
ployee’s conduct. From now on, this employee will surely avoid any-
thing that might lead to an error.

Creative persons are especially open to this criticism of their errors.
Because they are the ones that dare to take new paths, and new paths
are always open to errors. Without creativity and without daring acts,
many projects will end up dead. Projects often fail due to a lack in the
understanding of possible solution and also a lack of competencies
when implementing those solutions. Or they fail due to rigid structures
and inside politics. Everything that even remotely resembles a poten-
tial risk is rejected due to a lack of motivation. But solutions don’t just
fall from the sky. They are not developed in the creative studio of your
brain, just like that, but are the result of good analysis and previous
aberrations.

Do you remember the development of Viagra? Originally it was a
medicine to increase blood circulation for lung disease. But that did
not really work. Instead of burying the product, as it would have
happened in Germany, Pfizer implemented a creative solution
process for this failure. The rest is history, and an extremely suc-
cessful one.

Through creative trial and error, enthusiasm and the determination
to succeed new ways can be found, goals can be reached. This proc-
ess is called Trouble Shooting. After a successful search for errors, the
solution is the corrected error. If you recognize the most common
source of errors as the source for the current unsatisfactory results,
then you can also start to develop solutions as to how to fix it. This
will bring companies, managers and agents into the advantageous
position of being able to offer something besides standard solutions.
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The company suggestion scheme

An example of how to deal with suggestions within your company
(which sometimes originate from errors). Suggestions for improvement
are essential in many companies. The question is: how do you deal
with them? We noticed the following: Some corporate cultures support
the suggestions scheme and have established rules for it that may read
something like this:

Rule for company suggestion scheme:

If somebody makes a suggestion for improvement, we do not
look into the past. We look toward the future.

What about it? Just imagine somebody making a suggestion to put up a
railing near a place where an employee was injured. The natural reac-
tion is: “You could have thought of that long ago! It's your job to elimi-
nate dangerous situations like this!” But if we implement the above
named rule it means that for suggestions not stated but long overdue,
we use a pre-amnesty. This creates a space without fear. It protects the
suggesting person from any consequences due to prior omissions. And
will bring lots of great ideas to the company.

Dare to fail

The path to success is filled with lots of little failures. Employees of
distribution departments could fill whole books. A “No” from a poten-
tial customer feels like a personal failure. It hurts, all of your effort was
wasted. And the next customer also says “No”. And the next one. But
the more “No’s” you receive the larger your potential to receive a
“Yes”. But you must persevere until you reach a “Yes”. This costs a lot
of energy and even a lot of effort the longer it takes. What resources do
agents use to deal with the “no” of a customer? What is their internal
strength? After seven, eight or ten “No’s”
zero. And finally, there is no more energy to pick up the phone again.
Self-doubts arises, “Is it my fault? What did I do wrong? No, it’s the
customer’s fault.” Now we have arrived completely at the error-side.

, your motivation reaches

119



If we don’t make any
errors, it means that
we haven't tried
enough new things

Phil Knight

Or, we might better call it the experience-side. It would be an error to
not learn from these “No’s”. Anybody that can analyze will be able to
find the point that turned the sales conversation. Whether it was an
awkward expression from the sales person, a monologue or the per-
sonal mood of that particular day. Out of this conversation you can
now build a guideline for the next phone call. Every conversation, even
if it ends with a “No”, is an important experience and can lead to im-
provements of your own individual qualifications.

Failures play a big part on all levels. But on the level of top manage-
ment, consequences can be dramatic. Therefore, it is even more im-
portant to be cognizant of your responsibilities within the company
and for the staff. Of course, a top manager will make wrong deci-
sions. But who knows what might be right or wrong at a later date?
Even our own decisions are not always correct. We had bought a
company that fit our portfolio perfectly — at least on paper. Match-
ing products, matching market extensions, similar corporate culture,
best quality...all of the things you could possibly look for were ful-
filled. But the acquisition turned out to be a failure. Should we now
stand behind this company’s extreme deficit? Should we divest
ourselves of it? The true management professional, the expert, who
made his “experiences” — or errors — and learned his lesson proves
himself in dealing with such a decision.

Change your strategies, but never change your goal

A failure is not a shame, it is a moment of great power. It brings
movement and opportunity to correct, to attain new results. Failure is a
directional signpost for success. You must only follow it and look to-
ward the future lightheartedly. You deal with the past by shaping your
future. Part of this is continuously striving and the ability to flexibly act
within the fitting strategies.

Just think about Thomas Edison, the inventor of the light bulb. It took
over one thousand attempts before he was successful. Abraham Lin-
coln also had to deal with eleven severe personal failures before he was
voted president of the United States. Sylvester Stallone, “Rocky-actor”,
is a more modern example-- continuously unsuccessful as an actor he
started writing screenplays. One of these was the first screenplay for
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“Rocky”. The agents jumped at the book and had to accept Stallone as
the leading actor. It was his condition. And in the end he reached his
goal.

In the comic ,, Asterix and Obelix” you will find a steady component, a
Running Gag. Whenever both heroes go to sea, they meet the pirates.
During this run-in the pirates always lose their ship. And whatever
they do, it always ends badly for them. But instead of giving up, in-
stead of becoming honest citizens, they stick to their goal of stealing
treasures. To achieve this they change their strategy, they start
roaming a different ocean. But — bad luck for the pirates — Asterix
and Obelix are fond of traveling and they always meet again on
some other ocean. We can only suggest that pirates do an intensive
error analysis and implement the right solutions.
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Learn to value your failures and errors as a

resource!

e Think: how does your company deal with errors? What could be con-
crete options for improvement?

e When was the last time you were able to transform a defeat into a
success? Think back on the situation. What did you feel?

e Also recognize: which alleged “errors” out of your past have put you
into the position to do and have the things you do or have today?
What could this mean for your future actions?

e Everyone can manage success! What is your special skill in dealing
with difficult situations? How could you use this for yourself?
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“Yeah, I'll do it” — of broken promises and failed
projects

“Yeah, I'll do it!” is a typical phrase that is uttered daily at least a thou-
sand times in businesses all over the world. But the person saying this
is often mentally far away when things are actually being implemented.
Our experience is that projects fail because people express a half-
hearted “Yeah, I'll do it!” when those normally responsible are refusing
to carry it out. That's how it was at a “change project” review meeting
that we supported.

This was the background: we, along with the head of the company,
developed a strategy for the new business year. The essence of our task
was to collaboratively set up and to carry out the highly critical project,
in other words, the project, which would decide on the long-term reve-
nues and losses in the company.

During the first phase of the project seven highly critical golden topics
were identified, which were to be refined —all management tasks. One
refiner, one person would be in charge of each topic. The assignment of
the responsibility was roughly matched to the rolls of individual team
members — this was finished quite rapidly. The tasks then consisted of
establishing a status quo and setting a realistic guideline for the end of
the business year, as well as naming qualitative and quantitative con-
crete goals that should be attained at the respective month’s end. The
first part of doling out the assignments was quickly settled. The second
part, the realistic statement about the end of the year, month, and week
was asking too much mentally. A working model was eventually draf-
ted and the plan was agreed on!

Agreed! What exactly does that mean in practice?

“Yeah, I'll do it!” which basically means something like, “OK, the
sub-goals established for the part of the project I am responsible for
will be carried out and accomplished as planned!” We asked about
this point quite emphatically during the preparation, since we have
had some experiences with this. Then we were dismissed into the
implementation stage. After four weeks, we would meet again for a
review.
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On one hand, after meetings like this, we are always excited to see
what awaits us. On the other hand, the positive surprises we would
like to see are highly improbable. So our emotions are usually very
ambivalent, although we already know the result at the beginning.
Four weeks later, we met for the checkup. In order to make the “ac-
complishments” and the “status” clear, we brought two big mark-
ers to the meeting, a green one and a red one. A flipchart with a
table highlighting tasks and the names of those in charge were writ-
ten on the chart. We asked the individual participants about their
results. Accomplished is green and not accomplished is red. (By the
way, it is worth mentioning that a yellow marker is not used!) We
correspondingly marked the fields on the table, which is one of the
three basic tools of our strategy.

What we heard was (surprisingly?) no successes. Rather, people
were carrying on explaining what was not accomplished, why it
hadn’t worked, who was to blame and what unforeseeable, difficult
situations had prevented their success. 90 percent of all the fields
were red! A disaster! 90 percent of all of the promised tasks were not
finished. Instead, justifications and finger pointing were the topics
of the day.

We delightfully recall: the highly critical project of a company is
being discussed and the entire management body has assembled.
Sub-goals had been thought up and suggested by the people in
charge themselves. This means that there is a 90 percent breach of
commitment!

What can people do to sharpen their conscience about the responsi-
bilities that they take on? Can people be motivated to fulfill
stronger commitments? More about that in this chapter.
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110-meter hurdles

Who does the decathlon athlete report to? And how seriously does he
take this responsibility, this commitment? Frank Busemann outlines his
experience with the 110-meter hurdles:

“Each lane has a width of 1.22 meters, which is more than sufficient for
a 100-meter sprint. But for the 110-meter hurdles you must take a 3.5
meter long jump over obstacles after every 3 steps, wild balancing
movements often cause athletes to wave their arms in the their
neighbors’ faces. Suddenly, 1.22 meters is very, very narrow and
physical closeness is unavoidable. It is always a question if an athlete
can deal with this unwanted contact. If he is the one hitting or getting
hit, he can easily lose equilibrium. An experienced hurdler will not be
surprised if the “dog fight” gets a bit too close. There are a few unfair
athletes who can get rid of a competitor by pushing them while run-
ning.

Usually, contact is made without vicious intent and does not have a
negative effect. With a daredevil activity like this, I don’t only endan-
ger my opponents, but also myself. That is why it is of utmost impor-
tance to maintain the lane, to keep arms and legs away from the oppo-
nents’ extremities and to only keep my personal goal in mind. The op-
ponent doesn’t exist and is not even worth my thought until after I ha-
ve reached 111 meters.

Champions never doubt, doubters are never champions!

The athlete who is pumped up and is at his highest level of concentra-
tion will not feel an opponent’s fist, the crossbar of a hurdle or another
outside influence as something negative. As a hurdler, I was always
careful to walk into the stadium directly behind the judge. I went with
eyes attached to the starting blocks and strutted about like a chicken. I
wanted to give the impression that I wouldn’t be weakened by any-
thing, practically unbeatable.

After a few problems, it wasn’t going so well in my special event
and I became more and more afraid with each run. As I was being
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introduced at the Sydney Olympics in 2000 as the world record
holder for hurdles in decathlon in front of 110,000 on-lookers, I
made an appeasing hand movement downward for the camera.
With that one gesture, I demonstrated to my opponents that I am
beatable. But the worst was that I even wanted it. I only wanted to
arrive. I didn’t want to hurt myself, to get tangled up with the op-
ponents, to get rain in my eyes. That was all. The struggle of the
past and the security were all completely lost and I was afraid and
set up new rules for myself. Instead of wanting to win and getting
points as always, it was only important for me not to be too far be-
hind. I was mentally not convinced of myself and awaited mistakes,
which promptly occurred.

I kept thinking about partially mastering the situation. Don’t fall,
save what can be saved. I curled into a “fetal position” and I
couldn’t perform to my fullest. For months I had tried to protect
myself. But if you aren’t daring, you won't win. My hurdle run was
stupid, boring and downright bad. When I finally said to myself, “If
I fall, then I will fall!” and again was willing to risk something, that
was when my time was up, my career was over. I couldn’t conquer
my weaknesses any more. Today I am convinced that the only
thoughts in my head at the time were negative thoughts. If I had
not tried to limit the damage, if I had been able to change this mis-
take into something achievable, then I would have had a great run
from this point on and would have reached the goal with my best
time.

Anti- Doping - the promise to yourself

The most important rule in sports is the promise you make to your-
self. To some athletes, it is unimportant how they perform or obtain
victory, but success that is achieved by unfair tactics is no success at
all. Above all, doping belongs to this category.

An athlete is secretly deceptive by doping. Not only are the fans and
the opponents deceived, but the athlete himself is also deceived. Con-
sidering long-term effects, there is still the mirror that one gazes into.
How valuable is a winner when he greets himself each morning saying,
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Whatever means
my opponents use
to compete should
be of no interest to

me during the
competition. The
only thing that
counts is my best
performance.

Frank Busemann

“You have a really good doctor!” Can he love himself each morning
when he knows that all of his success has been built on a lie? And is he
aware of the fact that he is a ticking time bomb and he doesn’t know
when it will go off and that he’ll have to pay for his mistakes? Or is he
so indifferent that he looks arrogantly at his mirror image and isn’t
even aware of these things? In the last analysis, each person must de-
cide for himself and know what he’s doing. In any case, whoever can
live with a completely worthless doping victory can’t be helped.

Whether the opponent next to me is clean or has been doping cannot be
my problem when the competition begins. What is important is that I
remain true to my own promise and know, truly know, that I have rea-
ched my success in a clean way. Whatever means my opponents use to
compete should be of no interest to me during the competition. The
only thing that counts is my best performance. What if the opponent is
clean and is really better than me? Then I would have lost valuable
percentage points to my concentration on a meaningless thought. From
the onset, I would have justified a possible bad score with the improb-
ability of winning against a doper.

As long as the opposite has not been established, I have to presume
that my competitors have taken on the exact same code of honor as I
myself have. This is why it is completely irrelevant what others do.
Only what I do is important! And part of this is the promise to myself,
which is much more important than all the people around me.

This is so important because I have to live with this decision. At the
end of the day, I always receive more in return from this honorable
conduct than someone that is not fair. From the outside (the audience)
as well as the inside (myself).

My biggest fear was that someone could befoul this pride and this
grandeur. We always hear from those athletes who cannot explain
at all how such dangerous hormones ended up in their body. They
act like they don’t have a clue and in that way they sometimes
reach their goal. The fact is that every athlete is completely respon-
sible for what substances are found in his body. The fact is that the
majority of athletes detained know how these substances ended up
in their body and the fact is that those athletes have competed un-
fairly. It's bad, though, when an athlete really doesn’t know how an
active substance ended up in the sample.
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A doper knows that he’s doping and has to deal with being caught.
On the other hand, it’s like a strike of lightning to a clean athlete
when he’s tested positively. Certain legal but impure nutrient addi-
tives can contribute to that, or long-term tablets against small pains
or also sabotage from the outside. Whether such immoral energy is
hiding in an opponent has to be examined in each individual case.
But I am the only person responsible for doing everything possible
or to ban everything, in order to stop all doubts.

Already at the junior world championship in 1994, I didn’t touch a
plate that I had to leave out of sight for a few minutes. I was afraid
of contamination from the outside. I only took sealed bottles, I lo-
cked my sports bag and only took drinks from people who were
really close to me. This is how I avoided being confronted by some-
thing that I wouldn’t be able to explain.

Since I am responsible to myself and can only be satisfied by a clean
performance, I kept clean, above all, for myself. If athletes reach for
prohibited substances they do this to show off for someone else
who they want to impress, from whom they would like to gain re-
spect. Since actual ability and proven performance don’t match up
with each other, they show a huge character weakness and no
backbone. They permit themselves to be tempted by other people
and then deceive them.

Commitment and promises of victory

If we only knew what the word commitment really meant, what it
means to commit yourself, the word would be a hit. But that’s not
how it is. Things are promised all the time: marriage, friendship,
doing something for someone as trivial as bringing clothes to the
cleaners, to be on time or to be reliable etc. etc. When we take a
closer look, it appears that none of the promises have been kept.
Consider the number of divorces. Or the daily disagreements be-
cause this or that wasn't finished, or this didn’t happen at the time
agreed upon or the craftsmen didn’t accomplish the task as ex-
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If you are true and
stay true toward
yourself and
others, then you
posses the most
beautiful character
and the greatest
talent.

Johann Wolfgang
von Goethe

You are the
recipient of your
promise, you and
nobody else

pected. That's to say, a promise made is a promise broken. That’s
daily life.

That’s what it looks like for the popular word commitment. It is all
too often translated as promise and, thus, handled too lightly. But
there is more to commitment. As you read in the previous section,
success can be aimed for only through dedication, the promise of
victory and personal responsibility. That's exactly what commit-
ment means.

Dedication is related to passion. Passion has to do with dedicating
yourself to one goal. Goals can be passionately sought only if they
match your talents and abilities. Without rationally setting goals,
there is no unremitting dedication. We will come back to the idea of
passion in the 10t chapter.

Without the promise of victory, the greatest and clearest goals are
worthless. Unless he loudly proclaimed that he is absolutely deter-
mined to reach this place where he and his comrades believe things
to be worthy, he will never find a following. If the promise is lack-
ing in the want to reach it at all costs, he won't feel motivated to put
all his strength into reaching the goal.

Personal responsibility serves authenticity. Do you require a certain
performance or attitude of yourself to do everything you can for a cer-
tain cause? Then, in time you will earn a lot of trust. This works both
ways, that is, others will offer you their trust in return. But much more
importantly, it works towards the inside, that is, it reflects yourself. If
you always move towards the “fulfilled” side of promises and expecta-
tions, trust will not only be extended to you from the outside, some-
thing also occurs within yourself. It is a repetitive confirmation that
you have done the right thing and have trust in your abilities.

An interesting question is also when and why a person gives their
word. Linguistically speaking, we give our word to our partner, to our
boss, to our colleague, to our daughter, to the trainer etc. We obviously
require of ourselves that we do something for another. Two things lie
behind this: what we promise is something that we will keep for the
sake of the other. The other person expects it from us. And secondly,
what we promise is often something that we prefer not to do. When we
let ourselves get involved in this, we are robbed of our ability to de-
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termine things for ourselves, to make use of our free will and to have
personal responsibility for our own existence.

If keeping a promise means something very burdensome to you and
you need to expend a lot of effort, then don’t make the promise. Just
say, “No, I am not going to do that.” instead of just acting like you
would do it and then be held responsible for it later. There is no reason
to promise to your son or daughter that you will pick them up from
school when it is burdensome to you. “Why can’t you ride your bike
home from school?” Because you love your child, you think, “The child
is worth being picked up from school by me. There is nothing better
that I would rather do right now.” Do you notice the difference? No
one requires this decision of you. You decide for yourself, freely and in
a self-determined way, what appears to be right or important. This way
you are not giving your child the promise to pick them up. You are
promising something to yourself. Because you are the one who expects
this promise is to be kept.

In the same way, it is right if an athlete promises himself to give his
best performance without backing from outside influences, like tablets,
pressure from the trainer, bribing the judge or the applause of the au-
dience. It is surely motivating to a certain extent if the athlete is tor-
mented by the approval of his trainer, while he secretly wishes to be on
a sunny island where he can vacation and take care of his sore muscles.
It is equally unsatisfying when an athlete does illegal things to fulfill
the wishes of others.

It is a crucial realization to recognize that the receiver of the promise is
you yourself and no one else. At the end of the day, you have decided
for or against something and hence, you have a duty to yourself in the
realm of your own personal responsibility.

Keeping your word means accepting rules

By committing yourself to something, you accept the rules of the game
that are related to it. In a permanent way. The most important one is
not to disappoint anyone, especially not yourself.
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Commitment
means to stand
by one thing that
you have agreed
to and to accept
the rules of the
game.

Here is an example: do you play tennis? At least you've seen it before,
how two people hit a yellow ball with big rackets from one side of the
court to the other. The catch of it is that the ball has to fly over the net
suspended in the middle of the court and it may not be hit over the
boundaries of the court.

Well, your opponent could say he has a super serve that often ends up
with the ball hanging in the net. His request: lower the net a little bit.
He’s got a great forehand, a real winner! The disadvantage is only the
backcourt line behind the opponent. The ball always ends up a little
behind it, so how about we move the back line a bit further away from
the net. You probably won’t have much of a desire to play.

If each person randomly changes or breaks the rules, nobody is a win-
ner. Even the one who creates an advantage for himself and appears to
be the winner by breaking the rules, cannot celebrate the victory be-
cause he won dishonestly. Remember the section about doping. Does
the logical conclusion amount to completely removing all rules of the
games and to call up an all-encompassing freedom? Hardly, that
would be pure anarchy.

Rules set us free

The opposite is actually the case. Important knowledge lies in the fact
that rules import infinite freedom. They present the domain within
which a person can act and move without endangering anything. The
person who is successful without breaking the rules doesn’t need to
accept any accusations and can exclusively add up positive points. Not
a single percent of my energy is lost in the thought of fearing some-
thing. Can there be anything more positive? And if the rules ever seem
too narrow or meaningless, then there is always the choice to abandon
the playing field and look for something else.

Be careful about giving your word to someone (or to yourself). Can
you keep your word in all circumstances? If you doubt that you can
keep your word, then discuss it beforehand and not after you have
broken it. This creates trust because you will inform them of a breach
of the rules in any circumstance. Commitment means to stand by one
thing that you have agreed to and to accept the rules of the game.
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In soccer, there is a discussion that always comes up when the ball is in
the net and the line judge doesn’t allow the goal because it was offside.
And this goal, of all of the goals only this one, had the chance of being
elected the most spectacular of the season. The goalkeeper knows the
rules and the line judge does as well. Why is it even worth the effort to
discuss with the man in black and white about overlooking the offside
rules for this one, amazing goal? The result would most likely be ex-
pulsion of the player because of “complaining”.

This example shows that first, it is purposeful to conscientiously take a
look at the rules and second, to equally conscientiously keep them. Be-
cause once I am on the field, there is no longer any possibility to chan-
ge anything about them. As long as I am staying by my word, there is
no going back. At the most, I have the choice of playing another game
next time or bring up the change of rules at an official discussion.

How you apply commitment in management

To clarify what commitment means in a business setting, we would
like to make a comparison. Imagine business life as a game. There are
games for winning new clients, production games, planning games,
management games, hierarchical and political games. In order to par-
ticipate in these games, a few prerequisites are necessary. First, there is
a decision to make about which game you would like to play. You have
the freedom of choice. You can pick whether you would like to go the
way of political struggle or whether you would rather passionately
dedicate yourself to winning new customers. Then, you must ask your-
self or allow yourself to be asked if you are even adequate. If not, that
means train well or look for another game.

Just as in sports and relationships, there are rules in the career world -
another prerequisite for a game to function. Some are to be read, for
example, in the contract. Some are unwritten rules, yet not any less
clearly defined. Just as in each private household an unwritten rule is
observed that dirty coffee cups belong in the dishwasher, so in each
company an unwritten rule exists that this or that is required.
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If you stick to the
game rules of
business life, then you
will be respected as a
person that sticks to
his word.

To start the game, only one last, essential thing is missing - commit-
ment, which we have replaced with word. So, you give your word that
you want to play the game and that you, indeed, will play it. And by
giving your word, you also buy into the rules of the game! You sign
your name on the dotted line of your contract, you accept the crazy
time management system that never works and only produces great
amounts of stress if you don’t document your presence.

Instead of breaking the rules of the game and thereby creating negative
energy in the form of fear, you could approach the rules of the game
differently. For example, you could say that you are committed to the
time management system - better said, having given your word - but
you would like to discuss the system of timing in and out at the end of
the next pay period. Then, bring up a suggested improvement that
could make the system more effective and fulfill company goals.

We have a good example here of how a person deals simultaneously
with the positive and negative elements of a situation. What decides
personal success is, namely, the ability to integrate the negative with-
out ignoring it. We'll get into the validity of the 79/21 rule later.

Respecting and keeping the rules leads a person to be regarded as
someone who stands by their word. And that has a decisive effect in a
company. The passionate “Yes” necessary for a company project, for
example, must first be present and valid without any reservations. Sec-
ond, it must be considered hierarchically from the top down, from the
company head, from the decision-maker’s level, down to the single
departments where it penetrates and effects every single, individual
worker. Those working on a project must feel that the leadership com-
pletely stands behind the project and that they will keep their word. If,
for example, the department leaders are only committed to get the pro-
ject started, then those workers will not easily be excited about it.

Management must be able to actively exemplify and authentically
communicate their support for the project, so that it can have an effect
in the hearts of the employees. As a side effect, this takes the wind out
of the sails from the opponents of a project on the management level,
as they notice that they aren’t able to speculate about backing.

Three major categories are a part of effective commitment: transpar-
ency, consequences and awareness.
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Transparency

For projects regarding the acquisition of new customers, clear tasks are
distributed at the beginning. Leaders are designated who obligate
themselves to report concrete successes within the planned time. For
example, this might involve recording a sum of potential clients, quali-
fying them, contacting them and if necessary visiting them. Another
receives the task of getting informed about a company, researching,
comprehending needs and reliably preparing for a discussion.

Consequences

If the point about fulfilling one’s obligation has not been agreed upon
in a compulsory way, the goals would be invalid. For the purpose of
emphasis, we publish our promise and our keeping of it within the
whole company —also, for example, in the executive committee’s office.
This person is therefore in a position to monitor the promises of the
employees at all times. The choice instrument for this is our Red Line
to Green Line—a chart that we will explain more precisely in the next
pages. Through this monitoring tool, we achieve an outside motivating
factor in the form of transparency and hierarchy. Whoever doesn’t
keep his word will be immediately embarrassed.

Awareness

Another criterion belongs to the category of effective commitment.
Imagine the following situation: at the beginning of a project, tasks are
distributed, like we described earlier, as is normally done. The tasks of
the individual employees are made transparent and the subsequent
action is discussed. It is agreed upon what monthly reports are to be
made and to what extent the intermediate goals have been fulfilled.

At this point, those in charge of the project recognize that after a few
weeks they are not out of the picture, as would be usual. This is a sub-
stantial success factor of our commitment. Because here our awareness
is more clear as to the extent of our promise. Each person must think
very carefully about whether he can keep the promise he might give.
And finally, each person has things going on outside of the current
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business project within the company and our private life isn’t to be
forgotten either. So the question arises, “Can I even say ‘yes’ to the pro-
ject?” In this way, commitment will be transferred into our awareness.

Obligations give secure boundaries

After weighing all the costs, whoever can give his word to fulfill the
expectations is once again in an enormous free space. Because he only
has to accomplish the things that he has promised. If he keeps his word
he is “the king”. Accomplishing his part of the success, he generates
motivation and can therefore expect that no unexpected, unpleasant
consequences are coming his way.

Commitment scam artists

Why transparency, consequences and awareness? We would prefer to
see that an attitude of personal responsibility is sufficiently present as
it is a motivation factor in the individual employee. That he has already
found his ideal playing field, which matches his talents exactly. None-
theless, there are enough commitment scam artists that don’t live up to
personal responsibility and only accept the rules of the game on the
surface. They don’t give a commitment for themselves, but rather for
others, the boss or colleagues. They successfully spend a lot of time in
the area of illusionary achievement, since they assume that a lot will
change during the course of the project and, as a result, they somehow
or another will fall from a position of responsibility and that it won’t be
noticed. When someone inquires about why this or that didn’t work
quite right, they’ll find fault with the rules of the game and they’ll play
the famous roll of victim.

Of course, we live and work in our company within the bounds of cer-
tain rules. We hold ten corporate meetings per year. On one hand, the
rules say participation in the meetings is not compulsory. It doesn’t
have anything to do with triviality, but rather is a question of priorities.
Simultaneously, the rules say that the decisions reached at the meeting
are automatically valid for everyone. That means that our partners ha-
ve the opportunity to contribute to this or to influence that, as long as
they participate in the meeting. If not, decisions have to be accepted
and — God help the one that wants to discuss the decision after the fact!
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We distance ourselves equally from justification and laying blame.
Which automatically leads to each person being perceived from head
to toe as far as their personal responsibility is concerned. Only the solu-
tion is important, and nothing else.
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Red Line to Green Line

Many people have good ideas. The failures of companies lie exclu-
sively in the implementation process. But then, several years ago, we
set up a successful checking tool. It is a chart with...

e crystal clear statements about what each person is taking on and
who keeps his word or not.

e those in charge being forced to obligate themselves to a commit-
ment, since this evidence can have disastrous results on the indi-
vidual.

The approach is very simple. Tasks are assigned to a name. Each name
is correspondingly a commitment, a responsibility for a result that is
promised (see diagram page 144).

At the results-meeting, unfulfilled promises are marked with red and
fulfilled promises are green. One glance shows the status of the project.
For this reason, we avoid using mixed colors such as orange or yellow.
A task is either finished or not finished. Period! There’s no “tomor-
row...” or “if...then” or “couldn’t be done...” Red stands for not fin-
ished. Red is dangerous, defeat, not only for the person concerned, but

also a danger for the whole team and in certain cases, the whole project.

The red line to green line chart should not to be regarded as an instru-
ment of torment, but rather an early warning system about the course
of the project. Green means everything is running as planned; if the
basic tendency is red, then the trend must be countered. However, if
the person dealing with new clients is not able to think ahead for the
next three months, then that person is not in the right place for the
long-term task of acquiring clients. This can also be made clear with
this tool.
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Keep your word!

e Please think about: what commitments have you made? How impor-

For further thought

tant are these commitments to you? Who did you commit yourself to
by taking these on?

e Would you let yourself easily be “torn” from a commitment? Always
consider beforehand what consequences a “yes” could have. If not,
why is that the case?

e Please examine what commitments you continually break and what
price you pay for this. What price do you pay if your negligence is
brought out into the open and what price do you pay when it remains
hidden?

e Please examine which people in your environment you trust a lot.
Think about why this is the case. What can you derive from this for
yourself?
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Discipline is the
most important part
of success

Truman Capote

No diligence, no value

Well, you have already familiarized yourself with several universal
keys of success. But there is yet another aspect, which—if all other suc-
cess factors were conscientiously attended to—ignites the turbo charge.
For this, we would like to use an example from our professional con-
sulting practice.

Not too long ago, we had the pleasure of training a group of young
pharmaceutical consultants within a special program to become re-
gional leaders.

Within one of the training sessions, one assignment was to define con-
cretely what would be involved in taking over a regional position of
leadership, i.e. what resources and instruments were necessary. The
regional leaders-to-be individually pondered this within a preplanned
structure; what steps would need to be taken. A part of this assignment
was also to schedule the tasks to be carried out in the next three
months and to present them.

Remarkably interesting was one identical point in all the plans: every-
one had reserved Monday and part of Friday as “office day”, in order
to be able to do various things (mostly undefined).

When the regional leaders-to-be presented the planned activities, the
corporate head of the whole company just about lost his mind! The re-
petitiveness, with which the idea of an office day kept coming up, al-
most made his head spin. The training session turned into a type of
conflict moderation between the boss and the trainees.

Naturally, the whole thing had a background story to it. In the phar-
maceutical industry, the predominant time of field service takes place
in the morning (you might have heard of the best-paid half-day job).
The afternoon is often free and would, of course, offer sufficient space
for any “office tasks”. First and foremost to be used for further doctor
visits, which secure guidelines for goals.

The agitation of the corporate head originated from this knowledge.
His argument was this, “How can a future regional leader be an exam-
ple and push the elite spirit into the team’s mind, if he is going to sit in
the office on Mondays and Fridays?”
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Funny enough, in the pharmaceutical branch it can be observed that
the elite of the pharmaceutical field service works hard from the early
morning until late at night! For these elite workers, persistence, relent-
lessness, taking the initiative, working, acting, doing, are all written in
capital letters. And these elite people aim for results.

The Discus

It's the same in sports. Nobody really gets ahead without discipline
and relentless training. Frank Busemann describes this from the exam-
ple of the discus:

“How can it be that an Olympic sport could have participants coming
from three generations of one family? Gymnastics normally has fifteen
year olds competing, track and field is normally for people in their
twenties with the exception of the stubborn few, and the equestrian can
go all the way into the fifties. Even in track and field there are actually
enormous differences. I was greeted at my first European champion-
ship as a nineteen year old; biologically I could have been the son of
the oldest member of the team, who was twice my age at thirty-eight
years old. You hear everywhere that after thirty it’s all downhill. The
performance capability suffers, pain tolerance is lower and bodily
weaknesses set in. Nevertheless, there are athletes that can hold their
own with the youth. Some of the older guys are even better than the
youth.

For the discus, much depends on experience. The older an athlete is,
the less dynamic he is, yet he has more precious experience to work
from. He has made countless training throws and he knows what is
crucial. Young athletes are mostly way too forceful and can’t wait to
throw their disc out into the field. As a result they don’t wait to accel-
erate at the optimum moment of release, but rather throw too fast, not
using the whole range, which loses valuable distance. This is learned
through the experience of many throws and by repetition. Specialists in
this event usually go about this in a way that at the end of their career
they can say how many throws they made, how far they were and
what distances were gained or lost. Retrieving the discs of a lifetime
compares to walking around half the globe.
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“To release” at the right moment; waiting long enough for the rota-
tional energy and to accelerate the discus to an optimum speed re-
quires an enormous amount of self-control that can only be developed
by countless repetitions and years of training.

My discus problem

In 1998 a serious problem slipped into my discus routine. For whatever
reason, I feared not being able to throw the disc into the area where it
had to land. I stood in the ring at every throw with sweaty hands, bat-
tling my shaky knees. I was always afraid of destroying my decathlon
performance from a weak discus throw and slipping to the bottom of
the scoreboard. I forced myself to train more and made the discus my
highest priority. I had to become sure of myself again and keep up
with the competition. This could only be done if I were able to do my
best even in tough situations, be able do it in my sleep, as if I had been
doing nothing else all my life.

Outside of the training sessions, I tried to develop a feeling for the dis-
cus. I got in my car, drove to a calm place and made these discus rota-
tions. After that, I picked up my disc and threw. One after the other.
Hour upon hour. Relentlessly I repeated this exercise and took note of
every tiny thing to improve and to gain certainty in this event. I closed
my eyes and respected the causal energy. I threw with partial energy,
full energy, delayed —I wanted to experience everything in order to get
a feeling for my arm. Even at the training facility, I practiced without
my trainer knowing, just to try to improve. Once he found out about
my problem, he supported me in my “struggle” against this fear. We
simulated competitions, so I had two warm-up throws and three
“competition attempts” that were virtually “all or nothing”.

Before the 2000 Olympics in Sydney, I practiced the discus every day.
The discus was my biggest “anxiety” event and I had to gain more se-
curity in it. Monday through Friday, I threw the discus twenty minutes
and trained for this event like there was no tomorrow.

I entered this event at the competition with mixed feelings. I knew how
hard I had practiced for this event, but I was also aware of my old fears.
When I made my first invalid throw, the fears hadn’t yet arisen. I still
had two tries left. As the next one fell into the field at 33.7 meters (10

144



meters too short), I completely concentrated on my last attempt. What
happened next, I still can’t explain to this day. The disc fell at 33 meters.
That was the worst performance of any decathlon athlete in the history
of the Olympics. My chance was over. I had trained so hard for this
event, like none other, but it amounted to nothing.

Training pays off in the long run

You might be asking why I am telling this story. Could I have had
more success if I had saved my energy and trained less? Maybe, but
perhaps then I would not have ended the competition so well. The fol-
lowing three events profited greatly from my personal defeat in the
discus. My finishing performance was awesome. From that depth, I
rose to one of my best performances ever.

Nonetheless, I didn’t place second like in Atlanta four years earlier, but
only seventh. Did the practice amount to nothing except wasted energy?
No. A few short months later was my next competition and I stood in
the ring with raindrops pelting me. This time, with no fear. I threw the
disc for the second best distance at that competition and shocked my
most annoyed opponents. They were waiting for the “Busemannian
discus disaster”. It didn’t happen. Because of the above average train-
ing quota, the acceptance of the negative swing of the pendulum and
the analysis of my fears, I had enough energy to finally transform all of
my effort into a great performance. The innumerable discus throws
and the huge effort paid off, albeit with several delays.”

Diligently practice, practice, practice

No pain, no gain! This folk wisdom can be illustrated by many famous
examples. You only need to think about those people that have become
legends by their amazing performances: Steffi Graf spent more time on
the tennis court before her first major success than she actually had
time for. She revolutionized women’s tennis and defined a completely
new type of player. Birgit Fischer, Germany’s athlete of the year in 2004,
27-time world champion, the most successful German at the Olympics
and the most successful canoeist of all time, filled her training quota
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Geniuses start
great works,
diligent people
finish them.

Leonardo da
Vinci

through the many competitions she took part in. Yet, daily, she still
spent hours in her private training room.

Bernhard Langer, world-class golf pro, was asked by journalists after a
sensational, decisive stroke, “Mr. Langer, your last stroke approaching
the green and that last putt, were quite lucky weren’t they?” Langer
answered, “If you think that the result of eight hours of daily training
for over twenty years is a matter of luck, then you’'re right!”

Anybody could hit a ball that somehow plops into the hole by sheer
luck. But that would be pure chance. Nobody playing in the elite class
would count on pure chance. Fashion designer Wolfgang Joop knows
that as well. “You're only truly successful when you can repeat your
success over and over,” he says. And by that he means the only possi-
bility of replacing luck with ability: persistently practice, practice, prac-
tice...

The scientists Galileo, Isaac Newton, Albert Einstein, Leibnitz and Pau-
li were all very different people in matters concerning their life style,
their habits and their character. What were their similarities? In order
to reach their goals they were extremely obsessed with their work
during the day. Diligence paired with absolute dedication (com-
mitment) and passion for their material. It is a mix of talent, intuition
and attitude, but also persistence that make the dough rise in the
kitchen of success.

The reward comes after the effort

We are constantly working on shaping things as we like them. Whether
we use our salary to paint our house, or buy a new one, to finance a
new car or a vacation, to take over a company or to take care of the
family —everything serves to arrange life according to one’s own ideas.

When we work mentally, we are working on changes. And this work is
no less exhausting. You have all heard the phrase that comes after a
heated discussion, “Reaching this compromise was hard work!” Well,
that’s how it is; if you want to toboggan, you have to first pull the sled
up the hill. As we all know, this takes a lot of effort and it uses up a lot
of energy. But the higher you go, the more you outgrow yourself; the
sweeter the reward, the more fun the trip back down is.

146



Working brings about changes

When you undertake an activity, your environment might react to you.
You are causing a chain reaction. Whether this is conscious or uncon-
scious doesn’t matter one bit. The decisive thing is that something is
moving. Only in this way can you give other people or your entire en-
vironment the possibility to align themselves with you and to do some-
thing for you. If you plan your action, you most likely will be able to
plan for a reaction.

Are you ready to join the action? Nothing occurs by itself or randomly.
Everything is a sequence of cause and effect, but the context is not al-
ways completely revealed. Apparent pointless work is not for nothing.
Just like Frank Busemann’s success after the discus blunder, reactions,
effects and rewards hit the mark in a roundabout way.

Go beyond the normal quota

Management must fulfill two substantial criteria: to be ready to outper-
form others, e.g. to be better prepared. To be ready to work longer and
because of that to go well beyond the quota.

What can we give today’s students on their path to success?

1. Starting earlier means coming earlier.’

The younger the graduate is, the easier it will be to secure a job.

Beyond this age barrier remains the fact that every tenth one
has no job. Here persistent learning is valuable in a very con-
crete way, because it secures an immense jump on career or
salary.

2. “Normal” is not enough.

Nobody gets freebees in their job. And it is never sufficient to
accomplish only what is asked of you. The person that is truly,
passionately focused will be able to pull off their best every
day and give 110%. Because whatever today’s best is, will be
the world’s simplest thing tomorrow. For the person who is
motivated, nothing is too much or too stressful.
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It's not enough to
become an expert,
it's all about
continuously being
an expert.

Practice makes perfect

Performing something well is always in demand and must be practiced
all the time. Let’s assume a talented pianist flawlessly performs a piece
that’s known to be extremely difficult throughout the world. She prac-
ticed for years, went without certain comforts and dedicated her life to
music. Her biggest success has come, a dream come true.

So, there are two possibilities: the obsessed person (and we are using
“obsessed’ in the most positive sense of the word) will continue to re-
lentlessly practice on a daily basis. That person will develop their
whole talent even further and become a legend. On the other side, the
career person basks in the glimmer of success, marries a beautiful
spouse, takes up residence on a dream island and the money makes
ends meet for a while. In the meantime, his nimble fingers lose their
skill and he is “out” - so he kills himself.

It is false to think that an expert no longer needs to keep his skills sharp.
The opposite is the case. Would you let yourself be operated on by a
surgeon who has a terrific reputation from the past, but has not han-
dled a scalpel in years?

What we are trying to say with this is that it isn’t enough to be an ex-
pert, but rather it’s about continuously doing something expertly. The
final goal can’t be to just reach the status of an expert. What would co-
me after that? That is only a stage along the way. A true expert never
stops practicing and learning. A true expert is joyfully dissatisfied. The
elite distinguishes themselves not through statistics, but through life-
long persistence, discipline and passion for their own vocation.

Discipline is more than good will

The good old virtue of discipline gives “action” a helpful frame that
helps to keep the goal in mind. Along the way, courage might fail, be-
cause the hardship appears to be too difficult or the obstacles too high.
Then discipline helps; it regularly calls to mind what the goal is. Keep-
ing a disciplined daily routine is easier if the basic framework is set to
be an inalterable rule that you have committed yourself to. That is
much more than good will, since good will can be deceived. In this case,
we are dealing with honesty to yourself as well as an obligation to your
own promise.
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How to raise your pace

The amount makes or breaks it

You know these kinds of sales meetings, the ones when people suggest
how to improve the business. And when you have listened carefully,
you know that there are two types of agents sitting there. One type that
always reports of success, the other only occasionally reports a success.

We represent the viewpoint that sales success depends directly on how
steadily clients are acquired, how intensively the sales person prepares,
how much presence exudes from that person—and how much of the
masses were moved? There is an enormous difference between having
four client contacts per day or four client contacts per week. The best
agents serve the most clients. The more clients an agent contacts, the
higher the chance of making a close.

A ot of contact with potential clients is one thing; a lot of clients is an-
other. The important part is to open up the respective industry’s big-
gest client pools. If you only work with two clients this year and want
to make 20 million dollars in revenue, you are going to have a problem
if one of them cancels. If you have a relatively high number of clients,
first, the client contacts don’t matter that much and second, the risk of
sales cancellation is lower. And if some of the clients show no interest,
you can catch up just by shrugging your shoulders.

You know for sure what your personal success quota is. Then you also
know how many additional clients you can visit. Two cancelled visits
per week amount to about one hundred lost chances per year.

Discipline, effort and persistency mean speeding up the process. The
very concrete application of such virtues, seemingly lost and forgotten,
is being exemplified to us today in Asian countries.

Performance forms the elite

The previously mentioned pharmaceutical company quite consciously
began to establish the elite spirit in their company (it was also commu-
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Itis always the
performance that
defines who belongs
to the elite.

Ludwig Marcuse

nicated as the elite). They took the year-end conference as an occasion to
put this into practice.

As a first measure, the scientific field agents had been identified and
divided into four color groups. The Green Group was like the Olympic
team as far as training was concerned. This elite group enjoyed certain
privileges, like being housed at a castle where the seminar took place,
elite dinner parties with the company’s chief officers, seats in the front
row of the meeting - right next to the corporate managers, etc... The
other groups were treated according to their colored ranks.

Well, it could be debated if this type of division by performance is
meaningful and healthy or destructive. It was certainly the case that
the ambiance among the members of the non-elite classes was not the
best. Whether or not it was encouraging for the Top Class or rather dis-
couraging for the other, the following things could be observed:

1. All members of the green (elite) group were well above the aver-
age as far as the amount of doctor visits during the last time period.

2. For seminars that were offered to clients (doctors), they had the
most registrations and the most participants.

3. The elite group led the most “round table” events with physicians.

4. They were top for net sales; and the increased rate for their sales
area was exceptional.

What was the secret of their success? Did it have something to do with
their personal commitment, or simply with their work quota? The ex-
ecutive committee asked the top sales person to attend a dinner, where
he should unveil his “secrets of success” to his colleagues. The main
message was this:

1. TIlove my job!

2. I work from 6 in the morning until 7 at night, sometimes
longer.

3. A part of my weekend is set aside for planning the next week.

Only one conclusion could be added to that: success seems to have
something to do with the pace - again a picture from the world of
sports (rowing) - and this number (amount) is necessarily linked to top
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performances. The prerequisite: people have to be focused on their tal-
ents and be willing to work hard.

Incentives—an age-old motivational tool

Top Lists (according to registered sales) linked with incentives are a
popular means to motivate people in industry. Lists are published at
an appropriate spot, distributed or in some other way made accessible.
In this context, it is hard to put a stop to the curiosity of colleagues how
the “top ten” could yield so much. Because you yourself don’t just sit
around being lazy. A little envy can be heard by this or that person
when it comes to reaching some status symbol like a gold watch etc...

Once again, the question here is not whether or not incentives are the
right way to motivate someone (yourself or a colleague). Nevertheless,
if an employee shuts down at 80% of the required performance and his
only motivation to reach the remaining 20 % are incentives, then it’s a
bad deal. Not only will that person get used to receiving rewards, that
person will also make higher demands. Consciously or unconsciously,
it doesn’t matter. Incentives can only work within a team and challenge
its composition.

Here's a glance at an insurance company: New Year’s Eve on the ferry
boat “Peter Pan”. The top 150 agents from the insurance company win
a super trip. If you take a look at the list and talk with the participants
that have fulfilled the qualifying criteria, it is easy to establish that the
effort made by each one was enormous, i.e. the investment of time, the
intensity of thought (how can I make it? What do I still need to do?...)

Management versus Experts

In Germany, the subject of an elite is regarded often in a hierarchical
way. The elite are mostly put on the same level with management or
management “personalities”. Whoever has a management position
must also belong to the elite. Right or wrong? If you consider the whole
thing in detail and talk to the people themselves, you'll come across the
question of Being and Doing. The real elite are those people that make,
that do, that flourish in their field. And that can also be a part-time job
at the post office. If that person is at their job with all their heart, is al-
ways careful to be at the job, thinks about the company and its goals
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and is a step ahead, we have no problem counting that person as part
of the elite. Because - as mentioned before - the elite are experts that do,
that make, that are active. A school degree is not an automatic entrance
ticket into the club. A manager that only fulfills his tasks, but other
than that just runs along certainly has no place at the top position.

Use the discipline of success!

e Think about it: do you love your job? Are you fascinated with a topic
or a product? Is what you do professionally also a hobby? If this is
not the case or doesn’t even get close, analyze what alternatives you
might have.

e Think about what your most important and decisive tasks are. Try to
organize this line of thought to match how you spend your time.
What task did you invest in today and for how long? Examine if this is
the optimum distribution of time or if some potential remains open
today?

e What do you want to attain professionally and privately? Check to see
if you are really doing everything possible for these things? Where
could you use a little more speed? What could you give up?

e Are you focused on one thing or do you have a lot of coals in the
fire? Could it be that you haven't reached a decision about what goal
or task is most exciting to you? What could you do now to reach this
decision?

e What area would you like to be more disciplined in? Pick one area. Is
there some type of ritual (for example a de-partment meal, an ap-
pointment with a personal trainer etc.) that could help you discipline
yourself and others better?
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Negating Fear

“To lay oneself open to dangers in life, is more valuable than worrying eter-
nally about how they can be avoided.” Armed with this attitude, Caesar
went to the Senate where his opponents had already formed an alliance
amongst themselves. In this way, he showed immense courage. And
courage is also required when making many business decisions—but it
isn’t to be found everywhere.

In a conversation at a preliminary meeting, the personnel manager of a
Japanese electronics company reported quite euphorically, “In the last
twelve months, we have worked out new management principles
worldwide with all of our branches. We agreed on topics like leader-
ship by example and personal responsibility. They were taken as
guidelines and communicated across the globe. We have even printed
this in different languages and have them displayed in our branch of-
fices!”

We were already asking ourselves what our task would be, since he
was so excited with what had already been done. And then, towards
the end of the meeting: “The only thing that still needs to be done is
this: how do we get the posters from the walls into the hearts of the
managers so that they’ll actually do it?”

We met numerous managers during the course of the project; different
nationalities — and also Japanese.

In a Japanese company, they send out “crown princes” from the home
base into the world for a certain amount of time to prove themselves
and to make a career for themselves. If they do this well, a career will
be waiting for them back at “home sweet home”. However, if the
young managers make (too many) mistakes while away, it can be as-
sumed that this also has a direct effect on the continuation of their ca-
reer!

The consequence of this was that none of the Japanese managers wan-
ted to decide anything. The strategy was to go underground, wait and
don’t rock the boat, in brief: don’t make a mistake. A clear “wall” had
been built that paralyzed the positive movement of the project. This
mentality ran through all the hierarchies. And we also learned that not
all of the levels were directly accessible to us.
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The consequence: if the managers didn’t have the courage to make a
decision, the guidelines from the posters on the wall were not going to
really get into the hearts of the people.

This is a problem that not only concerns the people of this electronic
company. It leads to the question: how do managers and employees get
the courage they need to act responsibly?

Pole Vault

The pole vault consists of so many parts and components that it takes a
lot of experience, courage and trust in yourself to grab a pole from the
top, jump up with all your might and move your whole body over the
crossbar. Frank Busemann describes how to master this event.

“The pole vault has a lot of poles that you can choose from, so that you
can use a different one for different heights, cross winds, different
techniques or for a preference for a less flexible pole. A pole-vaulter
usually has access to six or seven poles that are up to 5 meters long and
must be treated like raw eggs. Fiberglass poles like these are normally
quite robust and almost unbreakable. But if the pole gets hit on a small
edge or if its structure is damaged in any way, it will break apart into a
thousand pieces. Then all you have left are a few relay race batons that
used to be worth 500 Euros.

Program the body and mind for pole vault

At the beginning, a pole-vaulter will use a softer pole that he has
mastered and that is good enough for the first height. In some cir-
cumstances he has already waited one whole hour, since sometimes
he begins the actual competition after his opponents. After this wai-
ting time, he has to be able to jump like he did an hour earlier; with
the same feel, with the same speed and with the same power. He
can’t start to “rust” during the waiting period. He has to be coura-
geous and pull through the jump without the slightest hesitation.
He might also have to battle a different wind direction and must
have complete trust in himself. This is not only important for clear-
ing the crossbar, but also for the athlete’s own safety.
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The pole vaulter must
be able to shut off his
mind, be deaf to his
fears and get back up
after unsuccessful
jumps.

If a pole-vaulter picks up the pole and stands more than 30 meters and
more than 14 paces away from the box where the pole is planted, he
cannot permit himself any negative thoughts. He speeds up and at
about 15-16 meters before the jump off point, reaches a spot where he
and his trainer can judge whether the approach run is good or not.
Slowly and at the right time, he lowers the pole to the ground two or
three steps before explosively raising the pole from his side to above
his head in order to hit the box. Since the pole-vaulter jumps off at
about 4 meters in front of the pole’s point of contact, he has to know
from experience if the jump will work. By deviating from this imagi-
nary jump zone the pole will pull his whole arm up and it will be ex-
tremely hard to bend the pole. Or if he jumps too early, before the pole
is planted, it will cause a huge bend in the pole that won’t push him up.
He could get thrown back onto the track. Also, he’s got to be careful
that the pole is planted straight, that’s to say, his hands are directly
over his head. If he did not plant the pole early enough or if he planted
it wrong, a small deviation of only a few degrees can cause a danger-
ous deviation at the crossbar, which in the worst case would mean
missing the mat.

If the athlete has prepared the jump fast enough and has planted his
pole correctly at the jumping point, then he has to leap into the pole
with complete determination and a lot of tension and release it with
one strong push. With a whip-like movement, he uses the energy of the
pole, first in an L-shaped body position and an immediate I-shape; he
catapults himself over the crossbar with his head toward the ground.
The distance to the crossbar has to be right for the height, which can be
measured beforehand. That means that when the pole is planted in the
box, the stands may be pushed back up to 80 centimeters. He must
have chosen the right pole for the given height and all the other factors
have to be correct. If the athlete is going for a 5-meter jump and he
reaches 6 meters, it doesn’t help him at all.

Since the smallest mistake can have extremely negative effects, the
pole-vaulter has to be able to shut off his mind, be deaf to his fears and
get back up after unsuccessful jumps. You can’t believe how painful
the path from beginner to a world-class pole-vaulter can be. The sur-
prise effect of a pole that suddenly breaks, the next attempt and the
renewed trust in the stability of a new pole, landing next to the mat
and crashing during the gymnastic training are all things that chal-
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lenge courage and don’t allow for any fear, since with fear the pattern
of movement will be uncontrollable.

Get up after you fall

A human’s normal reaction is to be afraid of things that didn’t work or
if they were painful. A child will not touch the burner again if he bur-
ned his finger on it before. With the pole vault, the athlete will try to
avoid the mistake in the future, but he will still get into the same situa-
tion again where the mistake occurred.

If a horse hesitates and the rider falls, then the trainer will have the
horse jumper try again right away. There is no other way. Discontinu-
ing the training is a defeat and the mistake burns into one’s memory.
With my fear I enter into an uncontrollable cycle that obstructs my
view across the Red Line. I justify myself with the fact that fear is still
in my bones, that I'm not in good shape today or that something just
isn’t right. But if you jump again right away, all the fears will be
shaken off immediately. Go right to the root of the problem and the
mistake won't be repeated any time soon. He’ll end with a good jump
and will remember that last jump at his next training session rather
than the blunder. Negative thoughts and experiences are energy thie-
ves that must be shut down, since fear in the pole vault not only brings
about bad results, it's dangerous.”

Courage to act

Cross the Red Line

Would you like to try out a thought experiment? Then just imagine,
wherever you are at right now, whether you are standing or sitting, a
red line that creates a circle around you. It is a magical line that will
mark your area of life. The area that represents everything known and
habitual to you. Because within this circle, everything runs smoothly
and habitually, we call it your personal comfort zone. The Red Line will
define this small area of safety, everything that’s known and familiar is
located within this line.
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We have it in our
hands to overcome
the limitation and
take the step
beyond the Red
Line.

Beyond the line is new land. New experiences, new knowledge, fasci-
nating challenges that enrich your life and develop your personality.
Personal growth occurs almost exclusively outside of the comfort zone.
Do you have the courage to step over this boundary? Or are you hesi-
tating? What is happening in your head and in your body when you
imagine taking the step? Are you relaxed or maybe nervous and tense?

Going beyond the limit is naturally connected to a risk. It means laying
yourself open to undefined dangers and a possibility of failure. But
new knowledge and new experiences are only to be gained where
we’ve never ventured before; outside of where we have already found
permanent, safe territory. It is important to go beyond this boundary
line, to gain new land and thereby secure other safe spaces for oneself.
Long-term, that is the only way to develop personality and to gain ma-
turity.

The Red Line is what we discussed in the chapter on Resources as the
“stopper” in the path of the pendulum of life. This blockade is some-
thing we create ourselves, which can also indicate a chance: we have it
in our hands to overcome the limitation and take the step beyond the
Red Line. There is no other obstacle than the fears we create about fail-
ures and the unknown. Under normal circumstances, the given
thought patterns don’t permit any changes. This affects our relationship
with the outer world, as we know it, evaluate and filter it, before we
accept something as right or correct. In this way, our perceptual system
always remains in an area of wellness inside our comfort zone.

Learning and growth only happen outside of the boundary lines.
That’s why you get a kick out of doing something that is hard to do. If
you went beyond the boundary line in our experiment, maybe you
would say, “Hey, that was great!” And you might find that you were
more relaxed and feel relieved. The built up tensions disappears dur-
ing the act and the stress is gone.

It seems obvious that people want to take part in worthwhile things.
But then why is it so hard to go beyond the boundary, to think outside
of the box? To understand this, it's important to know how our reason-
ing works. Reasoning has only two goals: survive and be right. A strict
limit, no doubt. What happens when you encounter new horizons?
What feelings are experienced?
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The best avoidance tactics

There are various patterns of how people deal with boundaries and
limits. Some people take them optimistically as a welcome challenge.
They approach each day with excitement since they know, no matter
what happens in the day, when evening comes they will have new de-
posits on their “account of life”. And with each experience of success,
trust in yourself and your own abilities grow.

Other people stubbornly hesitate once they reach the line, like a jump-
ing horse in front of the hurdles. Without even really caring, they
gather negative points for mistakes. But they try hard to give creative
top performances, just to be able to escape the situation without a loss
of face. Do you know what the best avoidance tactics are?

a) Laying the blame on someone else and justifying yourself

What great twins these are! Both of them combined deliver the best
excuse for almost all situations. Either it was someone else’s fault or I
didn’t do it because...no matter what.

Self-justification at least causes the appearance that one consciously
decided to remain within the comfort zone.

Here are a few examples: “I had to finish filing my tax claims. That was
really more important; after all, it’s about money.” Or, “The weather
was so nice that I decided to take an outing with my family.” Or,
“They’re forecasting bad weather, I'm going to have to repair that hole
in my roof.” At least this much is true; the well of explanations bubbles
up endlessly. And when a project doesn’t quite work out, you have at
least one thing: a super reason why it just wasn’t possible.

Justifying yourself always conveys the reason why something was do-
ne instead of what actually should have been. It's evidence that can’t be
shaken, since that person, with their freedom of choice, decided for one
thing and against another. Although, if you listen very carefully, a tiny
bit of compulsion can be heard, “I had to do this and so I couldn’t do
that...” Quite often, explanations are used that many listeners identify
with because the listeners often have used the exact same explanation
(although they don’t gain any credibility by it). A bit of compassion
only intensifies this effect. “Dear, I couldn’t pick you up on time. You

159



You know that my boss only thinks about his numbers and my clients
were so mean to me today. I've got a real headache.”

Laying the blame on someone else simultaneously serves two purposes.
One, you free yourself from consequences by pointing the finger at
someone else. Victims who can’t defend themselves are especially
popular. Those not present, for example. The other thing is that blam-
ing others is an effective weapon in the battle against colleagues, chair-
persons, competitors, people in positions of power or private per-
sons...really against anybody that you would like to see get in trouble.

Here, too, are a few examples: “I would step across this Red Line if my
parents would have given me the chance to go to college, so that I
could have that job, but since that’s not the case...” Or, “I would have
handed in the report at the deadline, if I had only received the informa-
tion from my dearest colleagues A, B and C.” Or, “It’s the teacher’s
fault. I've never had to do such a dumb exercise in my whole life.”

b) Avoidance and Compensation

Another very effective strategy against the Red Line is the avoidance of
everything that would cause you to take the step. Basically, one can’t
object to any of those things. But if avoidance is used to serve the goal
of ignoring a problem, then something must be done. The following is
a popular variation: work until late at night. A typical suppression
symptom. One person might try to remove the thoughts about a shaky
marriage; another might do this to try to avoid the real challenges of
life.

Others compensate for their inability of making the decisive next step
by simply avoiding every event relevant to it. They dedicate their time
to the television and what other people live out in front of them. They
fly to the moon, become popular singers; meet a lot of interesting peo-
ple. If that isn’t enough, they’ll pop in another DVD or video. Or they’ll
dive into the shallowness of dime novels. This world is glorious, where
others experience the adventures that you would like to experience, if
it just wouldn’t take so much effort. As a supplement or alternative,
alcohol, smoking, tablets and drugs are available. Here we have
reached the stage of obsessive anesthetization of the individual.
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Do you recognize yourself in one of these strategies? Whichever one it
is, you do it only so that you don’t have to do something else. But eve-
ry attempt only brings temporary relief, because the Red Line is still in
front of you.

Learning the art of battle

Courageous people also have fears. But they use these signals to sur-
pass their inborn abilities. For the pole vault, fear and danger are al-
most omnipresent, as Frank Busemann’s report shows. To accept this
challenge, to face those dangers, really does require courage. You just
have to imagine it: planting a 5-meter pole into a small box while run-
ning and catapulting yourself 6 meters up in the air. During the ap-
proach run, the pole-vaulter has to completely let himself go. Not even
the smallest doubt is permitted to take away your concentration and
hence the performance, or else it will turn out really bad. After all, it
could turn out really bad. The pole could break, the athlete could be
injured during the approach or the upward movement, you could
jump slightly off course and the mat might be missed completely. Even
Frank Busemann once missed the mat when he fell. A 5-meter fall! On
TV it looks harmless. But it really isn’t and that’s why some pole-
vaulters now use helmets.

It can only work if you completely accept the jump. For that, there
needs to be courage, trust in your own strength and the certainty of
your abilities, shutting down negative thoughts and self-doubt in the
decisive moment.

That’s something you could use for yourself. Do you fight with your-
self sometimes? Or against a part of yourself that you don’t like? Then
you are already right in the middle of this “king’s discipline”. You
should always be the victor. How does that work? By forgetting the
sentence, “I can’t do it.” And then you just manage to do it by convinc-
ing yourself that you are able to do anything you want. You already
know that a system of reasoning is working in your head, which ac-
cepts some things and rejects others out of completely (ir)rational rea-
sons. If you ever think that you can’t do this or that, then don’t believe
your reasoning.
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Nothing
happens without
some kind of a
risk, but without
a risk, nothing
happens.

Walter Sheel

An example

Some people do this by taking small steps. Occasionally conquering
small challenges will over time help you to build up confidence. Others
only need a one-time, fundamental experience to completely change
their world. Someone might be convinced that they aren’t able to jump
from a 3-meter diving board but then they dared to jump from a plane
with a parachute at 3000 meters. That person will be able to assess his
reservations and his abilities in a new way. This works best and exclu-
sively through successes, through the confirmation of the sentence, “I
can do it.”

Our tip for you: live the risk; it creates new knowledge! Certainty is
only in the past, the future is all risk. Risks belong to life like the period
at the bottom of an exclamation point! People that shy away from all
risk, risk the most.

Once you have the courage to cross over the Red Line, the success, the
feeling of happiness, will make every new challenge easier. This
doesn’t mean that you will always be able to cross the Red Line. In
some of life’s situations, you will simply be too afraid. Respect your
cowardice and abide by your lack of bravery. But don’t ever be held
back from trying the next time a chance presents itself.

The more frequently you cross over the Red Line, the more intensively
you will live and the more success you can enjoy

How to show courage when making business
decisions

Good entrepreneurs need courage

In our training meetings we always ask the participants if management
or sales, leadership or commerce has anything to do with courage. And,
“What are good features of an entrepreneur?” Or, “What characteristic
do you need to be a good businessperson?” And then the answer al-
ways comes up immediately, “A really good bank” (great idea!). But
also meaningful things like “structured thought” and eventually the
concept of “courage” pops up. “Does everyone agree that courage is
important for managing a company?” “Yes!” they answer as one. Then
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we ask the whole group, “If the unanimous opinion is that we need
courage for business, then who of you has courage? If courage really is
a basic and important criterion, then all the hands in the room should
be going up. So, who of you has courage?” The participants look down
discouraged and we can almost read their thoughts, “This training was
really fun, but at the moment, it’s getting a bit annoying.”

They react to the challenge in the room and start to feel uneasy. Some-
body confronts them to abandon the comfort zone. The mood of the
participants goes on a turbo charged elevator toward the basement.
Their mind is working hard. And one more time, the question, “Who
has courage? Nobody?” Then a few single hands go up from people
who start looking around...

Every participant assumes that raising his hand is going to have an
immediate aftereffect. And then we promptly ask who would be
brave enough to prove it here and now. Quite often the question
comes up what courage is, how a person can define courage. At a
training meeting we just use the explanation from a dictionary.

Finally, we solve their worry about what could be done to show cour-
age, “It involves two things. The first one consists of you standing up
and walking right through the middle of the room, standing up in front
of everyone and doing something you wouldn’t normally do. Whoever
doesn’t want to do this should stay in their seats. We will give you an-
other task later.” This means a lot of stress for many people because
nobody knows what they’re getting into. Everybody thinks how he or
she can get out of this. What would be better: to do something coura-
geous right now as a volunteer or to do something later that I can’t in-
fluence, that I'm forced to do. The first signs of stress become notice-
able.

We further explain that we don’t expect anyone to strip and that the
aesthetic sensitivities of the various participants shouldn’t be injured.
And of course, people, animals and other things may not be damaged.
Because if the first plant goes out the window, then the insurance will
pay for it, but not for the second or the third. And the first time has
already happened.
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The participant’s minds are working like mad. Clever ideas are being
searched for, but the information is insufficient. Almost desperately,
participants think back to a comparable situation, trying to regain their
composure. Nevertheless, it leads to no result because there is nothing
comparable to this moment. The brain signals: danger is near! Typical
stress signs show up, like sweaty hands and red dots on the face. We
could cut the tension with a knife.

In a worst-case scenario, what could happen? What could go wrong?
What will the others think; will they laugh or make rude comments?
Paranoid thoughts spread. Whatever you do, you'll embarrass y-
ourself.

Finally, a few brave souls are standing in front of the group. One of
them unties his shoe and puts it on his head. Another one tells a story.
The third one lights a cigarette and another one does a summersault.

The first, voluntary part is over. The other group is now asked to close
their eyes. Again, stress becomes evident. We go around the group one
time and then back again. Then we relieve them by letting them open
their eyes again and saying nobody has to do anything they don’t want
to do.

What is behind all this? Obviously, it takes enormous effort to jump
out of your own shadow, to cross the Red Line. It doesn’t matter at all
if this happens at a seminar or at the job. The results are exactly the
same.

There seems to be a huge inhibition threshold that has to be over-
come to call the board of directors, for example, or to call someone
that you don’t know to ask them for something you want...for
some people this is a matter of daily life. For some people, calling
someone you don’t know is already crossing over the Red Line. But
every time that line is not crossed, the line becomes wider and wi-
der.
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On managers and risk preparedness

Without a doubt, courage is one of the essential traits a manager needs.
After all, courageous decisions must be made and they might have se-
rious consequences. Even the success or failure of the company and its
employees might be at risk. Isn’t it legitimate if this decision-maker
wants to move about in as safe a terrain as possible?

In order to be 100 percent sure, a lot of people in charge accept offers of
marketing research, studies, analysis and advice. They cost a lot, but
they apparently save us from making wrong decisions. But they have
at least two disadvantages: they make you dependent. If you are in the
middle of a project that was suggested by an advisor, there is no turn-
ing back without loss of capita. And second, they are not informative
enough.

Marketing guru Mark Trout writes about this in his book “Big brands,
big trouble”: “Americans haven’t tried an aggressive sales pitch for fax
machines because the research convinced them that there is no demand
for them. Despite the fact that no one can conduct market research for a
product that isn’t even on the market, researchers asked people,
‘Would you buy a telephone attachment that costs $1,500 and enables
you to send a letter at the charge of $1 per page, that the post office
would deliver for a quarter’. ” As predicted, the answer was no.”*

If Bill Gates had depended on market research, the PC would have
never been developed. The question for the potential buyers would
have been, “How valuable would it be to you, if you were to install a
machine in your house that connects you to a worldwide network in
real time, that organizes your correspondence, your tax returns, your
schedule, it will store your wedding pictures and it’s hardly bigger
than a shoe box?” People from the 1960’s would have probably asked if
the guy was from Mars or if they were on “candid camera”.

Studies and market research are always a glance into the past. They can
only deliver what was true in the past and maybe why. But in times of
hard, economic struggle, it's essential to stay focused on the future.
Here is where business courage is needed.

4 Source: Jack Trout, Big brands, big trouble, Landsberg 2002
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For further thought

Courageous managers develop new things instead of maintaining the
old. They bring on changes instead of administrating. They are an
original, not a copy. A courageous manager is not satisfied with the
status quo. He wants to go forward, to move ahead. That’s why it is
necessary for him to raise his voice and contradict against the dominat-
ing opinions and fashionable facades, against trends that are “in”, but
are mostly one-sided. From history you know that it is the courageous
decisions that made people stand out. It also applies to modern entre-
preneurs. Only the person who risks something can make something
happen.

Courageously stand up for your goals and

the goals of y-our company!

e Try to identify the areas of responsibility in your private life and in
your professional life that are really important for you. What desires
have you already fulfilled and which ones haven’t you reached? What
were the reasons why you didn’t really get moving? What concepts
did you create for yourself so that you would not have to cross over
the Red Line?

e Recal times of the past when you stepped over the Red Line? What
experiences did you make? What was it about those Red Lines that
you found negative at first? Can you benefit from these experiences
directly or in the future?

e Do Red Lines always mean a specific act or can it mean doing noth-
ing? In what cases?

e What boundary lines are standing at your door right nhow? How can
you ensure yourself that you will actually do the things that you have
stated that you will? Who of your closest friends could you ask to
keep confronting you about them, until you do them?

e Which Red Lines can you think of, that might create a delay-tactic,
when decisions are overdue? Please make your decision immediately,
how do you want to deal with this concretely.
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Cooperation as a career factor

How effective the ninth power discipline ,cooperation” is when it is
used at an optimum level - we were able to experience this “live” when
an entrepreneur was establishing an IT-company during the mid-1990s.
At a seminar for business partners of an ERP-software manufacturer,
he tells of his story:

“I have spent a major part of my professional life in the IT-industry. I
began my career as a programmer and moved on to being an IT-
director. I was also responsible for other functions, including the intro-
duction of integrated standard software in Europe and across the globe.
A very interesting task! I spent a lot of time abroad and I participated
in some very interesting projects and had a very good time doing it.

My father died at the age of 55. He had nothing to show for his life of
hard work. This would not happen to me! I had made my decision: I
will retire when I'm 50. And by then I will be set for the rest of my life.

The first step to independence

Of course, you earn pretty good money when you are employed as an
IT-manager. But it’s not really enough to comfortably retire on at age
50. I was 43 years old when I got an offer from this software manufac-
turer to participate as an independent consultant. The offer was very
tempting, especially since it seemed to come at the right time to allow
me to realize my dreams. I was able to convince one of my best co-
workers to take this step into entrepreneurship with me. And both of
us quit our jobs and formed a corporation!

Business went well — in the first year we were already making a profit.
But we ran into problems, the same problems that other small busi-
nesses also have: limited resources, not enough cash reserves to grow
with the market and consistent risks that cause you to question your
continued success.

It was my idea that if we can’t make it as a small business, then we
have to try it together, we have to cooperate. Easier said than done.

The reason that entrepreneurs don’t cooperate became quite obvious:
you want to stay independent, you have already had negative experi-
ences with previous cooperative endeavors, jealousy and occasionally a
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significant portion of egomania (we all want to be the director, we all
want to have the final “I say so”) and so on and so on. In spite of all
this, we founded a parent corporation with two other smaller busi-
nesses. The goal of this parent corporation was to ensure a unified
presence in the market and also to represent a certain size of company
and competency — after all, we now had 10 staff members. A large
measure of independence still existed.

We were successful. We received more and more orders and, in al-
ready existing projects, we were asked for more diversified areas of
expertise. The result was that we needed to hire more staff members —
but which entity, which partner was supposed to take on this urgently
needed task and expense?

One stock corporation out of many individual corporations

After many discussions with our partners, many faint-hearted attempts
to partition experience and therefore future investments, it quickly be-
came clear: Our cooperation model had reached its limits. To grow at
the same rate as our customer’s requirements was not possible. We got
caught up trying to secure our own individual interests and profits.

We thought about what would happen if we combined our individual
corporations into one large company. Now, true cooperation was
needed, and much more trust than ever before. The alternatives were:
either we grow and enter into a real cooperation or each of us becomes
stagnate as an individual corporation, which would equate to a slow
death. We decided to combine our corporations. Sadly, the fights
started all over again: which company was worth how much and how
should we distribute the corporate stock. Each partner had not only
different evaluation principals, but each partner now thought that they
had contributed the most to the combined success and that this should
be noted in the evaluation.

The whole idea was not about “winning” shares in the new co-op, but
that the future success of each individual was dependent solely on co-
operation with each other. The position of each individual partner was
not the important part, but similar interests of all partners were. The
important thing was to reach a decision: either stay a small, independ-
ent company condemned to fail or take on the challenge of winning a
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considerable share in a “large” corporation. After a considerable
amount of time, the latter thought prevailed, because I myself was able
to keep my hands in my pockets, bite my tongue and accept one or an-
other of my colleagues evaluations, put things in perspective and last
but not least, accepted things against my own better judgment. We
founded a stock corporation, found a common interest and a way to
distribute the shares among all partners.

The way was now clear for further growth and investment. Staff could
be hired and expertise could be allotted according to each individual
partner’s system resources. The puzzle was solved; the energy that at
first was focused only internally could now effectively work on the
market, on the customer and on our common success. We grew profit-
able out of our own financial funds, won customers and were well on
our way to success.

Fifteen months later we had passed the 50-employee mark. We re-
ceived new inquiries from other business partners of our main partner
who saw our success and wanted to join us in the collaboration. As a
stock corporation we were able to integrate further partners without
problems. We also included our staff members in our profitable co-op
model. And we as founders gave up more and more “power” and in-
creased our personal equity. After about two years we had achieved a
seven-digit capital stock value — not even imaginable as individual
corporations! We seemed to have entered a never-ending spiral of suc-
cess.

Of course, we also had problems during this time. And I am not only
talking about work-related problems, i.e. lack of resources, complaints
or issues with individual staff members, but also problems between the
founding partners. We had to delegate more and more influence, giv-
ing up majority holdings and maybe even put one of our partners at a
noticeable disadvantage. We had to learn to deal with this, especially
my partners, but due to the success of our company it was reasonably
easy. Regardless, this issue should be noted for cooperation and
growth. Basic ideas change over time and we must learn to change
with them — cooperatively!
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Going international

The next challenge: more and more customers required a team of
multi-national advisors. After several attempts to meet this require-
ment with other partner companies in Great Britain and Belgium, we
quickly noticed that this would not be very successful. We just did not
know enough about those countries and were dependent on consult-
ants that also lacked sufficient knowledge.

But we had already had this great success with our own cooperation.
Now the next idea was to play this game of cooperation one more time,
but on a European level. I love to remember the first meeting of our
European co-op partners on Lake Geneva! One partner from Sweden,
one from Italy, one from Great Britain, and we all came together to talk
about one great co-op. And since all partners had similarly great suc-
cesses with previous co-ops, we reached our agreements within two
days. We founded a European umbrella corporation in England and
again started to play this game of co-op on a higher level — with huge
success!

We were the only business co-op covering all of Europe. Every partner
was responsible for implementation within his respective regional area.
Due to the size and competency of each partner, we grew to be busi-
ness co-op number 1 for Europe’s manufacturer (against the Big 5) —
practically overnight — with a large significance for American based
partners that urgently needed competent partners for distribution
throughout Europe. Nothing could stop the success of this cooperation
and its growth, but it continued to require large investments. So we
searched for further capital in order to grow.

That is how we came into contact with a logistics company that also
planned to go public and searched for IT-companies to implement their
own logistics ideas. We talked about a co-op, but in the end the com-
plete take-over of our company seemed to be the best alternative. We
traded our company for a parcel of shares and therefore became senior
shareholders in this logistics company that went public in early 2000.
In the meantime, the value of our stock has risen six fold!

Retire at 50! At that time, I was 49 years old. Time flew by. But I never
lost track of my goal and then it became a reality.
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If you ask me today what enabled me to make this dream a reality, I
can only say: cooperation!

The Javelin

Even though in the decathlon each athlete competes for himself, coop-
eration can lead to a win-win situation in certain moments. Frank
Busemann reports:

The athlete — a team made of body and mind

“Each athlete is his own team of body and mind. These two entities
must harmonize; otherwise you will never achieve your top perform-
ance. The athlete must scrupulously allot his resources. He must keep
his mind and his body, which are his resources, in balance. It is ideal if
both body and mind win this contest and create a win-win situation.

If the athlete makes a decision against his body, meaning he does not
pay attention to his body’s signals, then he is in danger of creating a
win-lose situation. Specifically, this means that the athlete will finish
the competition — because his mind really wants to — but he overex-
tends and possibly injures his body and will handicap his future de-
velopment. Even worse would be a lose-lose situation where the ath-
lete must quit the competition because of an injury and won’t even
reach the finish line.

Bocause decathion If he had noticed that continuing to fight would only lead to a loss, he
competitions are rare, ~ Might have used his “emergency break” and would have at least ended
decathlon athletes  with a lose-win situation. He would have quit at the right time, his in-
arcraec;i;e;hmége;)g juries would not have been that bad and he could quickly compete a-
regardless ofthe  gain. Because decathlon competitions are rare, decathlon athletes are

circumstance.  Jetermined to reach their goal regardless of the circumstance.

When I competed with a minor injury I always fought until the end,
because carrying out a task without drive is similar to an extreme lose-
lose situation. Hoping that time would heal all wounds, I never wor-
ried about my injuries. To continue with the competition — that was my
salvation. Everybody must decide for himself which consequences he
can live with. In the ninth discipline, almost at the goal, the athlete will
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not quit. Especially as the 1500 meter sprint — the last discipline — can
always be finished, as long as he can make it to the starting block.
What time he will run is a totally different issue, but if he is able to
hold a spear in his hand and run with it to the white line to throw it,
then he can also run the 1500 meters.

Ratingen 2001 - a lose-lose situation

Although I had some problems during training, I went to the 2001
world championship qualifications in Ratingen. With the necessary
casualness and a realistic objective, I fully enjoyed the competition. I
stayed far below my absolute best, but I felt like I did much better than
publicized. Up until the ninth discipline I always chose win-win situa-
tions. I felt joy for all of my accomplishments. All energy thieves were
dismissed and I was grateful for all of my performances. I finished
some individual competitions early, like the second try at long jump
and discus throw, because there was nothing to improve and I had to
keep my reserves and my strength due to the lack of training. During
the high jump competition, I could even afford to gamble and skip one
height completely, which is highly unusual during decathlon competi-
tions. With my euphoric feelings during the competition, I felt that the
chance to win was within reach. Especially since I only needed to reach
a reasonable distance at javelin to secure the qualifying score. But since
having had surgery on my elbow, my arm was not quite as capable of
taking the strain as I had hoped and the first attempt brought tears of
pain to my eyes.

Unable to move my arm because of the severe pain, I only achieved
mediocre results. I went to my dad and he begged me to quit after this
throw, it would be enough. After a short consultation with my medical
assistants, I saw no reason to quit, as they assured me that I might be in
severe pain, but nothing could be irreparably damaged. So all I had to
do was focus and throw, since the pain does not reach your mind until
after the javelin is already on its way. But I was so afraid of the pain I
did just about everything wrong that could be done wrong and did not
improve my score. After disregarding my dad’s advice again, I partici-
pated in the third throw. I wanted to achieve a victory. I wanted to
qualify. With a major cracking noise I tore my elbow. I brought on a
classic lose-lose situation, but didn’t yet know it. I ended the competi-
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tion in second place and had reached world championship qualifica-
tion, but I would never again be able to use my left arm to throw any-
thing. My determination was stronger (or dumber) than my body and
this imbalance of body and mind was full of consequences.

On the other hand, I just had to throw since the uniqueness of this
chance and the assurance that nothing could be broken caused me
to use my opportunities completely

A community of decathlon athletes

During the two days of a competition, a decathlon athlete experi-
ences extreme ups and downs. His opponents experience the same.
During the two 14-hour-days of competition, you have a net com-
petition time of 10 minutes per discipline. Therefore, you have a
total of 27:50 hours of leisure time that is often spent talking. So you
get to know your competitors. They loose the intensity that they
still felt when everyone was a stranger. In a comfortable atmos-
phere like this, every athletic activity is a lot easier, because nobody
is influenced by negative feelings and can fully develop his per-
sonal best performance.

Of course, tricks can always be found to agitate your opponent. You
could, for example, show your strength after the 400-meter sprint by
not dropping to the ground from exhaustion, but walking and breath-
ing calmly. Or if you decline further test runs etc. But all of this is done
in a fair setting and only indirectly influences your opponent.

Often, you are even dependent on the aid of your opponents. At one
time, your pole vault poles might have been lost at the airport, because
at a length of 5 meters they did not fit into the airplane. So you might
end up borrowing a pole from your competitor, even though they are
their most holy possession. And it is also helpful to have a friend that
will indicate the wind direction just in front of the take off point since
your trainer isn’t allowed to be so close.

To share equipment with your competitors happens just as often as
sharing a drink. In my whole career as a decathlon athlete, I never ow-
ned a javelin. I always had to borrow one from my opponents. Luckily,
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Luckily, they were always willing to help, in part because they knew
that they’d also receive help from me if they needed it.

Win-Win in a team

A team is made up of many like-minded people. A basic require-
ment for a great feeling of camaraderie is similar interests. But that
you mold them into a homogenous team and put cooperation in
first place, is a false conclusion. Nobody would enter into such a
relationship unless he hoped to gain some sort of benefit from it.
Training within a group, evaluating yourself at a competition, the
exchange of thoughts are things that benefit each individual par-
ticipant. If he did not feel comfortable within this circle, then he’d
choose another path. So everybody enters into a win-win situation.
This should not deceive anybody, because there will always be so-
me that won’t play along.

A former team partner once did me wrong by using the public me-
dia. I broke off our friendship and tried to prevent him from profit-
ing from our situation. At first, I was very disappointed in him per-
sonally but quickly realized that I did not need him to succeed in
my field.

There are other examples, as well. During his first Olympic compe-
tition in 2000, the German decathlon athlete Mike Maczey offered
an extremely friendly gesture to one of his teammates, “If you run
for a medal, then I will help you to make a better time!” He was
willing to sacrifice himself for his colleague and put his own ac-
complishments in second place. This was much more than respect
or fairness; it was friendship in its most classic setting.
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All our differences
arise because
someone wants to
force his opinion on
somebody else.

Mahatma Gandhi

If you understand
the underlying
interests, then new
solutions are a
consequence.

1 + 1 = 3 — cooperation gives us the momen-
tum to proceed

We co-operate when we have to bake a cake that one just can’t bake by
himself. But once it comes to sharing, then we are all competitors for
the biggest piece.

Most people want to have their own way, they won’t accept any limita-
tions. This is something we all learned when we were small children:
He who asserts himself, will get more out of life. It's all about being
faster, better, more successful and more cunning than everyone else. To
assert your own position, whether in a discussion, at work, in a team,
in the economy or at home. How can we reach a solution that will help
lead us to cooperation?

Motives are the key

We know that conflicts and differences cannot be resolved with pres-
sure and force. First of all, this creates winners and losers and in the
long run only losers. Because the loser of the first round will never
miss an opportunity to get revenge for his defeat. For ages we have
been looking for something called compromise.

When hearing the word compromise, everyone thinks of the one solu-
tion that everyone can accept. Everyone gives a little, but everyone also
gets a little, nobody is left with nothing. Here’s an example. Two cooks
argue about one orange. They have a problem. One possible compro-
mise could be that they split the orange in half and each of them gets
one half. A compromise that each of them has to live with, but will not
really satisfy either of them. On a superficial level, we quickly solved
the problem, but you can never create winners by using such a strategy.

Our win-win strategy surpasses this strategy and finds a solution from
a different angle. Let’s forget about the two cooks for a moment (“I
need the orange, I want to have it!”) and let’s wonder about the Why,
the motive, the intent. It is not the problem that is in the foreground
(one orange but two cooks), but the question about the background, the
allegedly incompatible interests. We might notice, that one cook really
wants to squeeze the juice; the other might only need the peel. An ob-
vious solution results purely from the underlying interests.
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Your personal win-win strategy

A win-win strategy will always be useful. Whether you are planning
your life, your career, or your day, you will always focus on your goals,
make a pact with yourself. These and those goals must be reached to-
day, tomorrow, next week, by the time I'm 55. If you paid attention
throughout this book, then you already know that there are some
things that must be extremely clear in order to be able to set your goals.
For example your health: did you ever ask yourself whether you are
healthy enough to realize your goals? And what about timing? Do you
even have enough time to devote to what is most important in your life?

The win-win strategy works best for ourselves. It is a question of re-
sources and priorities. What is the most important thing in your life?
Your family? And how much time do you really spend with your fam-
ily? Oh. Only one day on the weekends, because you are just too tired
in the evening, after a full day at work. Please permit us to ask if your
family truly is priority number 1. You can’t truly believe that you can
go to work for 30 or 40 years and only then start to care for your family
and health! Our winner-strategy works very well in regards to the uni-
fication of goals. Every individual goal must be realistic, it can’t require
so many resources that other goals must be sacrificed. So give each in-
dividual goal its justified claim. If you play win-lose, i.e. if you risk
everything on just one card, then this system will also pull through to
other areas of your life.

Measures to build confidence

The win-win thought is based on mutual trust. Trust is also an impor-
tant factor for success in business. Uninfluenced yet trusted, decisions
and results must always be seen in combination with the decision of
one or more partners, supervisors or equals. But who will trust whom
first? Who starts? How can I protect myself? Do I even need to protect
myself?

You cannot find trust on sale at a store, you won’t be able to buy it
anywhere. But you can find alternatives, something called confidence-
building measures. Which have the foul aftertaste of being an “un-
pleasant obligation”. If I have to promote trust through certain meas-
ures, then we are again talking about promotion, marketing. And any-
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one who's promoting something wants to sell something. And every-
one who wants to sell something might cheat. This at least is the chain
of associations for many and results immediately in a defensive atti-
tude. This is not very helpful for cooperation. So, how can I gain trust?
Make yourself vulnerable, this seems to be a rule. To consciously ac-
cept the possibility that trust might be abused and to clearly and
openly state this. This is an obligatory tactic which rarely misses its
goal. Demonstrate vulnerability. It must also be clearly stated that vul-
nerability is an early payment of trust for a mutually beneficial coop-
eration. It must be declared that the strategy clearly aims toward a win-
win situation. Every partner must know beyond the shadow of a doubt
that each and every decision will be reached for the good of the coop-
eration, for the achievement of a common goal. Everything is joined at
every level. One-sided advantages that might leave a partner behind
are unthinkable.

Confidence-building measures do have one very big disadvantage: in
the end, they are only measures, standard actions. They might reach an
institutional character but will never be accepted as anything naturally
filled with life. That is why activities that are supposed to build some-
thing essential like trust and dependability are always stigmatized as
something forced and fleeting. One does not accept these measures
with the required enthusiasm. Here’s an example: Company meetings
on a management level. First, you'll only meet at a pre-arranged time.
Second, everyone talks only about why things don’t work and why one
couldn’t achieve the goals set by oneself.

Stick to the rules

For any entrepreneurial cooperation, just like a marriage, you must
stick to certain rules. It might sound mundane, but even punctuality is
part of it. Like the steel structure of a building, rules effect all areas and
levels of business. It's essential to establish a continuous and depend-
able framework of rules. Another very necessary measure, especially
for larger investments. Because security is a significant factor of success
during less secure times. We don’t mean for you to just force existing
agreements in order to work on new situations. In fact, an intensive
management of opportunities is necessary. This is your big chance,
even your obligation, to let the partners’ new identity permeate all lay-
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ers of your business, all the way down to the lowest level and to ensure
every staff members’ identification with this new orientation. If you
can prove, openly and without hesitation, that your whole ship sails on
the winds of cooperation, then you don’t need to worry about criticism
of your own dependability. You can’t avoid the fact that not everyone
participates in your new cooperation, not everyone will see it as part
of their personal set of values. But you must make it clear, that you
really are vulnerable and have only limited protection of being ousted.
This in turn strengthens the emotional obligation of all partners to also
cooperate with the same openness.

Walk the walk

Dependability on one side, trust in truthfulness on the other. It means
more than to just stand by your word. It means to really live it, to show
your expectations of cooperation and co-operators. Do what you say.
The first requirement is that all participants have a common goal. The
win-win-strategy is a long-term project, a thing of honor and of atti-
tude, of the values in your life. It is extremely damaging to leave these
values behind even once by taking on a win-lose-situation, or by
switching back and forth in your system of values.

Giving unsolicited messages of success to your partners, dealing with
the development of your cooperation in a positive setting, advancing
your cooperation through your own initiative, giving feedback, all of
these are actions that openly declare whether you are truly committed
to your cooperation. Stick to agreements, be responsible for yourself, be
active and diligent in doing your part, all of this builds not only trust,
all of this also creates a suction, a force that impels you to follow suit,
to out-do your partners.

The most important thing is to be authentic, to be true to yourself. If
you are not motivated to do your task, if you don’t feel comfortable or
competent, then you ought to think about whether you’d rather do
something else. This not only applies to members of the team, it espe-
cially applies to leadership staff. Because a person can only be success-
ful, can only develop a convincing charisma, can only be creditable, if
you do exactly what suits your personality.
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Atest

How you can use cooperation to bring your
business forward

If you pursue a win-win-strategy, then your goal is that all partners
will be winners in your project. In doing so, each partner relinquished
a small part of the possible maximum return, but does so for the ad-
vancement of a long-term drive down the road of success, together
with his partners.

A feeling of mutual respect and openness must first be created. Com-
mon goals must be set, individual interests must take a back seat.
Competitions - if they were present — must be stopped.

During our workshops we always test the willingness to cooperate and
are always stunned. Two groups, A and B, will decide independently
of each other, whether they will cooperate or not. The topics are com-
mon economic questions and entrepreneurial decisions. The first and
most important task is to achieve a mutual profit. We explain how to
do this. It would be easy to play it safe, to cooperate and to end the
game with a major profit. But the temptation to surpass your partners
by taking a risk seems to be too big. Because if it works, then you might
gain some points, but if it doesn’t work then both parties will lose
points. After ten rounds of this, we compare points actually gained
with all possible points. And we almost always find that both groups —
each focused only on their own advancement — risked too much and
sabotaged the success of cooperation.

A game without any reference to reality? No. First, in over 600 work-
shops the result was always the same. Second, one can always see par-
allels to daily life. Irrespective of the business or private side of life.
Wherever we have held this workshop, whether with members of the
board of directors or with individual departments or teams made up of
the lower levels of management, the results were the same.

This can be easily explained. Everyone wants to be better than the next
person and hence, will always focus on the other party instead of un-
derstanding that this whole game is about gaining profit for your own
company by your own actions. And always, an impelling motive is the
intent to trip up the other party, to be better than the other party. The
actual task — make profit, work together, safely gain points — takes sec-
ond place.
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The underlying thought structure declares that any result can be ac-
ceptable, as long as you can point at somebody that is worse than you.

The 2-6-2-principle

Let’s take a look at a company from the software industry. Number 4
world wide, number 1 in Germany. Its products are business solutions
for smaller and medium sized companies, i.e. ERP-Software (financial
management, enterprise resource planning, logistics, warehouse).

This company was also hit by severe market changes: the number of
suppliers consolidated, smaller suppliers vanished, the two biggest
suppliers of the industry gained the market for small and mid-size
companies. At the same time technology developed rapidly, but the
economic situation of German customers was disastrous. A price war
ensued, resulting in major profit losses.

A new strategy was adopted: grow in focused markets with new prod-
ucts that set high standards for all business partners. Of the almost 500
business partners throughout Germany, only 200 were acceptable, seri-
ous, entrepreneurial companies. Each of them with different ambitions,
competencies, resources and potentials. One of the main levers was to
integrate the thought of cooperation in all business partners. But how?

A 5-point plan was developed:
1. Develop awareness

All leaders of the most important businesses were invited to attend
a strategy workshop. There, we played the A-B game which led to
the awareness of the situational urgency. Getting to know each
other in a relaxed atmosphere was also a side effect of the work-
shop. Here you could talk casually and without commitment about
different cooperation models. The factors of success were revealed
by the example of a true success story.

2. Forge cooperation models

In the second step, we identified the regional potential for a certain
product. We also thought about the question of which competen-
cies and resources the regional business partners could use for this
product. Matching partners were quickly found, existing networks
were integrated and national aspects were considered.
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3. Agree on cooperation models

An important foundation was the newly created position of “busi-
ness development” that was filled with an experienced coach for
cooperation. This third step of the plan would achieve concrete
agreements, plan of action and goals that all participants could
agree on and commit themselves to.

4. Coaching cooperation

Distribution processes were adjusted in order to design the opera-
tion as stringently as possible. Responsibilities, execution of plans,
etc, were tracked.

5. Review results (Resulting)

Finally, it was time to review the results: sales numbers were up,
the market position was strengthened. But once we looked at de-
tails, not all partners had won. This is another experience that we
repeatedly see:

The 2-6-2-principle, which means that
e two out of 10 cooperative endeavors work extremely well,
e six will work out but not fully use all possible synergetic effects

e and two will not work at all.

Overall quality is the sum of individual qualities

Often, the ego will triumph over the common good. In many compa-
nies it is habitual that each staff member wants to keep the things he
knows and does for himself. Nobody is really willing to pass on their
experiences, to publicize knowledge, to support others in the develop-
ment of their skills.

This attitude is also very common for leadership staff. Leadership staff
will often worry that a colleague with similar training might claim the
title you have worked so hard to achieve, if he saw the slightest chance.
But who knows, maybe his skills are in a totally different area than
yours.

But not only leadership staff, even “average” employees might find it
hard to accept that a colleague might be better at something than they
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themselves. Not necessarily better, but maybe he has skills that you
don’t have. Secretly, these people are angry if another person comes up
with an idea that they did not think of. They are jealous of the praise
the other person receives. They are angry at the secretary because she
improves the style of a letter without express permission. They feel that
everything that others can do better, is a criticism of their own person.

But actually this is the best thing that could happen. Because the qual-
ity of a department is the sum of each individual’s best skills. Nobody
can do everything well. And isn’t it fantastic if your department is an
organizational sculpture where many different skills come together to
stabilize this sculpture and cause it to grow? Provided that you accept
the cooperation and learn to share — the work as well as the experience.
The wheel need not be re-invented, you can just go ahead and use it to
drive toward your goal.

Each and every single area is important for the growth of a company -
development, production, distribution, accounting, marketing — every
department needs competent members which stand up for the realiza-
tion of the common (business) goal. A business can only function and
grow if each team and each individual person sees itself as part of the
network. Competitiveness and envy are totally counterproductive. If
you only do the things that you hope others won’t profit from, that you
would definitely get credit for, then you will never achieve anything.
Only the person that enjoys doing his job, putting his own vision —
which will, ideally, overlap — into the service of the company, will be
rewarded.

One must understand that the acts of one person cannot be seen di-
rectly in the resulting numbers and will not profit him directly, but that
he will profit from it on a different level. Be it only by gaining experi-
ence.
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It is the job of good
leadership staff to
rouse personal egoism
in each individual

Egotistic cooperation will achieve more than the team spirit

“Team spirit” was used by consultants during the early 1990s. What

had established itself as a “team” usually ended up as “great, some-

body else will do it!” Usually there will always be one person that ef-

fectively works and will pull the others along. Whether the other team

members are really involved or not, doesn’t matter. They only run a-

long. This will not result in any significant factor of success. Actually,

the one “doer” could accomplish all tasks by themselves. Can this work?
It’s obvious that such a “team” is very ineffective.

Forget the alleged important meaning of the humanistic “we-feeling”:
“you must be 11 friends” — this pathetic slogan helped the German soc-
cer team to become world champions in 1954. Today it is outdated. The
classical team spirit is gone. It is much more important to stay capable
of acting in spite of possible difficulties. Harmony is a great feeling. It
is helpful, but can also be very inefficient. It is not enough to simply be
nice to each other and happy to be there. Egotistical cooperation must be
the cue. Egoism is a main spring of human existence. And you can a-
chieve great results with a “non-we-feeling”, if everyone understands
the goal and integrates it.

Leadership with trust

It is the job of good leadership staff to rouse personal egoism in each
individual. But many managers lead by controlling with goals, num-
bers and pressure. This is called “management by objectives”. Nothing
can be raised as an objection against these goals, because cooperative
endeavors also need goals in order to become centered. The question is
how to control a team’s cooperation and how much control is sensible.
A win-win-strategy that will bring long-term benefits for both leader-
ship staff and employees, will respect every individual’s interests. If,
for example, an usually successful employee suddenly “breaks” and
has a bad month, his resignation is not the only possible option. You
must ask what might have caused this “break”. You might find a
common path, possibly a transfer into another department or a part-
time position. Prerequisite is trust between employee and leader. It
ought to be guaranteed that an open discussion is possible in private
without negative consequences.
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From win-lose to win-win

Just imagine you were a consultant for an insurance agency. One of
your customers seemed to be interested in a life insurance policy.
Quickly the contract is signed, your commission paid. Four months
later the customer calls you and complains. A banker has offered him a
far higher return. The customer is now unsatisfied and would like to
cancel his contract. What went wrong? Very simple: you played win-
lose. Your main goal was to get a commission, not his interests. If you
had asked him what his intents were, then you would have found out
that he was only looking for a good investment because he wants to
finance a trip around the world. And then you would have also known
that he wasn’t looking to insure himself for possible strokes of fate. If
you had asked him concretely about his interests, then you would have
offered him another product, still gotten your commission, but ended
up with a satisfied customer. A true win-win-situation!

If you put little value in friendships, solid relationships and respect,
then go ahead and choose the win-lose-situation. For a short time, you
will even be ahead of everyone else, just like a short distance runner
will easily pass the long distance runner. You will have a higher profit
in a shorter time. But what happens after 150 meters, what about the
next time? Next year? Who will give him an early payment of trust?
Will this imaginary insurance sales person be able to keep his customer
or even gain new ones? Highly unlikely!

If you misuse trust then you should quickly and unmistakably and
with all consequences end the cooperation. A second chance will only
occur with the requirement that the most minor discrepancy will result
in the immediate termination of the cooperation.
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For further thought

Together you are stronger!

Which experiences have you had in previous coopera-tive endeavors?

List the good and bad experiences. Use a third chart to become
aware of the reasons for success or failure. Which strategy did you
really apply (win-win/win-lose/lose-lose)?

Compile a second list with your strengths and your weaknesses. De-
velop a strategy to enable you to reach your goals more quickly and
effectively. Could partners help you be quicker? If yes, in which ar-
eas? If no, why not?

Now please do the same for your company in your area of responsi-
bility. The same you did for your personal life just earlier. What are
your results?

Find different options of cooperation for different tasks (purchasing,
marketing, distribution) of your company (or with other companies of
your industry, with companies that are at a diffe-rent level than
yours, with companies that have different products but the same tar-
get group as yours...). What opportunities can you find for your com-
pany?

Quadruple your goal! Realistically think about how you could reach it.

186




10™ Event:
Passion




A perfect company needs no field agents

If you frequently work with sales personnel, one repetitive phenomena
can always be seen: the first occasion that is offered to you, whether in
a workshop or at some other conference, a heavy debate about the facts
takes place within an organization —something didn’t work, how it
should be, why that’s the case. Whether by managers, colleagues from
one or another department or whether it concerns the product. Herein
lies unimaginable, limitless potential for discussion material and crea-
tivity regarding improvement suggestions (what other people could
improve-most of all!).

“On one hand, we should gain long-term, profitable sales, on the other,
we need to take care that we are working at maximum capacity —how
do these fit together? Our top managers have the wrong strategy!” Or,
“Why does it matter if we acquire new clients and contracts and screw
up our production on the first test assignment—how are we to be able
to sell successfully?” Or, “If we were able to neutralize the assign-
ment’s obstructer, i.e. the person inspecting it, wouldn’t we have a bet-
ter chance to sell our product on the market?” (Here’s a typical defini-
tion of a sales person for a client’s assignment: a contract is what office
workers and people inspecting it cannot obstruct in spite of substantial
resistance.) And not only to leave it unmentioned, the car policy is al-
ways a discussion that always comes up happily, as well as the compe-
tition’s situation in the market and the price pressures related to it that
a person sees as a counter offer...etc. etc. etc.

This process of considering all negative aspects lasts between 30 min-
utes and 3 hours, depending on the mediator (with an unsatisfied me-
diator, there is no time limit).

How to astonish the key account manager

Just a little while ago I (Peter Busch) had this exact scenario with
twelve key account managers from a telecommunication company.
After about one hour of collective lamentation, I asked the following
questions:

“Gentlemen (there were really only men in the room), could you imag-
ine the following scenario: please imagine (and don’t laugh immedi-
ately) that you are working for a company that enjoys the reputation of
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being the best in the market and whose brand name is known for top
quality and best price by customers. Can you imagine that?”

“Yeah,” responded the group, “that’s something we could imagine but
we are miles and miles away from that!”

I asked further, “Can you imagine that you are blessed with a top
management whose direction is unremittingly the future and whose
current success is transported into the promising future by taking nec-
essary measures today?”

17

“Yeah, we can imagine that—a delightful picture

“And from that basis, can you imagine that the internal organization
works absolutely impeccably and is also top when it comes to friendli-
ness and orientation to the client?” I enquired.

“Yes, of course, we can imagine that, but this is all wishful thinking!
Our world looks totally different!” was the collective reply.

“Well, this is to your benefit!” I responded, “because if this wishful
thinking was real, I would have some very sad news for you. In that
company, you wouldn’t be needed! You would be unemployed —the
products would sell themselves without you!”

Silence befalls the audience!

Success without much effort doesn’t come our way that often. To be
successful, there is always some kind of passionate involvement and, in
some cases, a bona fide battle is required. And that is what makes suc-
cess something special.
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The 1,500-meter Run

Frank Busemann not only fought passionately with the competition in
the decathlon events, he added one more thing to it:

My own 1,500-meter run

“What brought me the most respect among decathlon circles, but also
the most stunned responses was that I, as a decathlete, would compete
voluntarily with all the experts in one race. People thought it insincere
that I was never afraid during the final event and that I almost thought
of it as a joyous thing! That I competed in a race outside of the decath-
lon was something that nobody could understand.

As I lay there after my first run and fought my nausea, I cursed my
apparent attachment to masochism. In that moment, I couldn’t imagine
at all that I would ever voluntarily compete in this run again. I felt too
sick. However, testing out my own limits and reaching a new personal
best record clouded out the pain and the nausea after a few hours. A
euphoric experience came back after two hours and I couldn’t under-
stand why I thought of this at the end of my career only to be able to
avoid pain. At that point, I couldn’t remember the painful feelings at
all and it was good that I was really convinced that I really gave it my
all.

Although breaking my sound barrier of 4 minutes 20 seconds was lack-
ing by nine hundredths of a second, I was satisfied. For one, a feeling
of euphoria came over me that I tried to do something that a decathlon
athlete wouldn’t ordinarily attempt. And secondly, that I really gave
everything and didn’t just give away those nine hundredths of a sec-
ond, but that it just really wasn’t in me. In retrospect, I could really
give a 100% “Yes” to this run and couldn’t get upset about not reaching
my goal. I couldn’t accuse myself of anything. It was a victory in the
defeat. As I became conscious of the fact that pain and nausea were
wrapped around me like a blanket, it was unimportant in itself.

190



Here is where the wheat is separated from the chaff

The best decathlon athletes finish the 1,500-meter race a whole minute
before the last ones. That constitutes a difference of about 25%. Imagine
that somebody is driving in front of you on the highway — at 75 kilome-
ters an hour. If you were driving at 100 kilometers an hour, you would
find this “speed bump” to be a major obstruction. When finishing the
1,500-meter run, the field of athletes is often spread out over the whole
last lap.

There have been world-class athletes that crossed the finished line after
five and a half minutes and were practically dead from exhaustion. The
faster you run, the quicker you're out of breath; that’s a fact they either
don’t want to take to heart or can’t. Without wanting to mean anything
rude, I admire that they run the 100-meter especially quick with a 10.2
and other decathlon athletes get to the finish line with 11 seconds with
the same misunderstanding. But these differences are neither optically
nor mathematically so horrific as the scenario that the fastest can see
the slowest from behind on the home stretch. Because of these large
performance differences, the various attitudes are admitted before and
after the race. All decathletes feel the same way and are very stressed
in the act of the run, but the slower they are the worse they feel about it.

If an expert can get to the finish line with 3 minutes 30 seconds, it
wouldn’t be hard at all for them to finish at 3 minutes 40 seconds. A
decathlon athlete doesn’t notice the difference at all and is either 98%
or 100% stressed out when he crosses the finish line. For the decathlon
athlete, the distance and the duration makes him keel over, not so
much the speed.

Many decathletes don’t give their all

How could it be that a decathlete all of a sudden can run faster under
pressure than without any pressure at all? How can it be that a Dan
O’Brian finishes the US Olympic trial 1,500-meter run with five and
half minutes and then a few weeks later races through the finish line at
4:45 at the Atlanta Olympic games? How can it be that a Roman Sebrle,
looking at 9000 points, suddenly runs 10 seconds faster than before?
Are those the reserves that just kick in? Which doesn’t really make
sense, since they are not in a life-threatening situation. Or were they
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Only the person
who can give a
100% “Yes”,
integrating the
negative aspects,
can end up on the
top.

lazy in the past? Did they never show what they could actually do and
did just placing satisfy them?

From these exceptions in the athletic world, we can possibly under-
stand that it was only important to these athletes to bring home the
victory and the points mattered only in a secondary way. But there are
enough athletes that are strained by panic and are afraid of their own
courage such that they defend themselves against an attack from the
competition 20 meters before the finish line with a short, final burst.

That’s to say, if they had a final burst of energy in them, why didn’t
they ever use it before and gain a few valuable seconds? An athlete has
to answer these questions for himself and be clear about it, that the u-
niqueness of a situation won’t be repeated and that he must be able to
live with his performance in the future and be satisfied with it. What he
didn’t show along the way, but could have shown, is just as worth-
while as the fact that he would have developed even more if he really
wanted to. But this state of listlessness prohibited him to become fully
developed. Only the person who can give a 100% “Yes”, integrating the
negative aspects, can end up on the top.

In retrospect, I'm exceedingly happy that I fought it out to the end in
Atlanta, since I didn’t want to have a certain end result but “only”
wanted to give my best. Having more than a forty point lead over the
third place Dvorak, it was sufficient only to run six seconds behind him.
But I wanted to give my utmost and I am so happy in retrospect that I
gave everything. That my performance with 8706 would be my all time
career high is something I didn’t know when I was 21 years old. I am
happy that I didn’t stay at 8699 but passionately saved the last points.

Go for your goals with passion

If you want to do big things and set trends, if you want to manage your
projects successfully in your private and professional areas, you need
to be passionate. Sometimes it means dealing with and overcoming, let’s
say, uncomfortable things in life that you can’t get around or whose exis-
tence you can’t deny. But that is exactly the criterion to measure our-
selves against and against which we will be measured. It brings us
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deep satisfaction, if sometime or other it works. The 79/21 rule can help
us here.

The 79/21 Rule

Nothing in life is 100% or nothing is experienced as 100% positive. It is
just as unlikely that things or situations in life are only negative or are
fifty/fifty. Interestingly enough, things appear to follow the 79/21 rule
in life. The 79/21 rule states for example that we experience a situation
as 79% positive and 21 % negative. What is decisive is that we are able
to accept the 21% assumed negativity and deal with it in a good way.
(The number 21 is not a fixed number. It is only a metaphor represent-
ing the part of life that prohibits perfection.)

How can we use this rule for ourselves? Consider the private side of
life. Even in the most amicable relationships that you experience as
79% deeply satisfying—or as Ephraim Kishon formulated it once,
“with the best spouse in the world” —you experience conflicts or you
have discovered characteristics that at least affect you negatively. What
does it matter if you don’t happily concentrate on the 21%, if you don't
want to eliminate them? It will probably be the case that once you are
nearing a solution to one problem, your partner won’t have anything
better to do than to open up another 79/21 situation. So in the distribu-
tion of it, 79/21 won’t ever change. It equals out the sum, even if you
find solutions that you aspire towards.

It is the same in a career. We all know people that are searching for the
perfect job, a career that makes use of all of their abilities and that fits
their ideas. You don’t normally hear these people say, “I am happy the
way things are going.” Rather, the boss or colleagues will be criticized,
or the service vehicle (which is not present) and the sales quota that
was reached. Then the company changes and the same things happen
again. Finally, to get rid of the 21%, someone will move to another
country. But even there, paradise isn’t found since there are perhaps
poisonous snakes or that person can’t get along with the mentality of
the people. Quite honestly, what is perfect in life?

A lot of people see the world through their 21% glasses. It distorts per-
ception. Looking at all of the negative things, they try to balance life
out with sports or leisure activities. No wonder work is viewed as a
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We'll be measured in
life by how we
mastered this 21% not
by the 79% that we
liked

stressor. On Monday, they are all ready for the weekend. Is this the
way a life shaped by happiness and fulfillment looks?

If you go through the world with open eyes, you can confirm that 79%
of life consists of work and 21% of free time. Just calculate it one time,
how long you have to work and how much time in old age you can use
meaningfully. On average, people come to about 40 years of work and
a retirement of no more than 20 years. Now if you also add up 20 years
of education as part of your work time, then you are at 60/40.

Please don’t fool yourself with the objection that a workday is 8 hours
long. Experience shows that you are working as long as you are think-
ing about work. When driving home from work, a thousand things go
through your mind about the days work. When at home, your
thoughts are still in the office, even if you have been interacting with
your family for a while. And in the morning when you are taking a
shower, you are preparing for the conference already or some unpleas-
ant discussion with a colleague. By Saturday evening, you have finally
made it home; your thoughts are completely on the situation there.
Sunday even gives you a feeling of R&R. After lunch, a usual phe-
nomenon takes place, it hits you that the weekend is over and you start
thinking a lot about Monday and the upcoming week. Free time is over
and done with.

It’s like that on vacation, too. There you have enough time to get a few
things straight: is this really the right job for me? Do I earn enough
money? Hopefully, everything will work out with the vacation re-
placement person. Too bad the vacation is over so fast. What do I still
need to prepare?

There is no such thing as free time, that is, time without work to do.
There is only time that is not spent sleeping. And in this time, there is
no separation between life in the job and outside of it. Take a look at a
measuring stick where 0 to 80 is your life span. How many years do
you have in front of you? How many of those are working years?
Wouldn't it seem to be quite important to make your working time as
positive as possible?

That’s why this 79/21 tip is important; accept the law-like regularity of
the 79/21 percentages. The challenge in life is dealing with the 21% and
not losing your strength on it. We’ll be measured in life by how we
mastered this 21% not by the 79% that we liked.
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How a manager leads with passion

The famous decathlete Daley Thomas said once, “In the decathlon
there are 9 Mickey Mouse events and the 1,500-meter run.” All decath-
letes have one thing in common; they fear this last event. It doesn’t fit
into the concept. While the other 9 can be trained for by technique or
speed, you are either made for the 1,500-meter or you aren’t. By the
end of the competition, the body is trashed, done in, over acidified and
empty. And then the 1,500 comes up! It can be formulated this way;
this event lies in the 21%, of the negative domain.

There are Mickey Mouse events for managers, sales representatives,
doctors, politicians etc., where they are strong and where they can shi-
ne. And there’s also the 1,500-meter run. That means, the work that
they actually have to force themselves to do, that they hate doing. For
some of the company’s contractors, it is making cold calls, for others it
is the burdensome stacks of paper, reports and statistics. Since these
unpleasant, accompanying forms of the job have the tendency of falling
back into the perceptual field, these employees become completely blo-
cked because they only combat the negative aspects of their job and
bring out only a portion of their performance ability.

Of course, in every job there are a few unpleasant things (not intending
to mean work in itself). The expert on life knows how to deal with
these areas in a masterful way. However, the positive aspects should
outweigh the negative, since it makes no sense to make 100 percent out
of 21, if the possibility of 79 presents itself from the get go.

Indeed, it is interesting to ask about the perspective of the 21 percent.
One person might stand within the 21 percent and allows the whole
perspective to be taken up by it. He first sees everything that makes his

life hard. The positive part is far away and blurred into the background.

79 21

o —
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The price of success
is devotion, hard work
and incessant passion

for what you want to

achieve

Frank Lloyd Wright

Let’s call the other type professional optimists. They see everything as
super and great and let themselves be influenced by optimism. They
see only the 79% but not the rest. It's obvious that this type of person
flees from the smallest difficulties or is most helpless. Is that the solu-
tion or the key to defending happiness? Hardly. Because it doesn’t
show that the whole 100 percent has been considered. The 21 percent in
the negative domain is the touchstone for the legitimacy of our being. It
is of decisive meaning how much passion we integrate this negative
part, which each situation has in it, and how we manage it. The famous
musician Duke Ellington hit it on the head when he said, “Problems
are good opportunities to show what you can do.”

There is no such thing as a crisis, only improper strategies

You might have heard of this proverb, “There is no such thing as bad
weather, only improper clothes.” Transferring that meaning to the eco-
nomical, it could be said, “There is no such thing as a crisis, only im-
proper strategies.” You all know of the fair weather manager; as long
as the business is flourishing and products sell themselves, nobody
knows their name or what they actually do all the livelong day. Before
the turn of the century, none of them stood in the limelight of public
interest. Everything was fine. There was no discussion about manager
salary or their efficiency. But then the world changed, the 21 percent
pounded through. At the end of the 90’s, fair weather managers lost
billions on the market. It was shown that neither professional optimism
in business nor those having a complete brokerage concept for PC use
could get through the disaster. They just didn’t have the 21 percent on
their calculators. We ask here quite consciously if anyone ever guaran-
teed them that the conditions would never change?

Even big named companies disappeared from the picture like popped
soap bubbles. And more and more their names are becoming well
known; these people keep sliding into center stage. But not because
they ran through their crises in tip top shape, saving companies, em-
ployees and destinies. It is quite the opposite. Unbelievable as it is, we
have to listen almost daily about inability driving companies into the
ground. Where are the managers of the 21 percent that might possibly
pull the cart out of the mud with the right perspective? The 79 percent
doesn’t have to be your concern; that’s in the positive and is a happy
thing. If a person ignores the 21 percent or just can’t manage it, they

196



would do better planting a garden. There won’t be any damage done
that way.

Unfortunately, we always observe the career minded people that keep
the 79 percent in view, that work there way along from positive to
positive. Managing challenges is not on their program list. The effect
that the results of their activity will have on the company and other
employees doesn’t interest them in the slightest. The only thing that
matters is reaching the next step of the career ladder. The 21 percent
was never integrated. It was avoided like the plague. These people
only leave behind a pile of broken glass where they have worked.

At a coaching conversation with a committee chairman, the following
discussion took place, “We have hired a new business manager in de-
partment x,” says the client. “Oh, really!” replies the consultant.
“How’s he doing so far?” The chairman responds, “He called me up
recently and told me about a problem. I was quite amused! I told him,
well great, now you at least know why I hired you!”

Anybody can manage success! Decathlon managers are at the top,
when it comes down to difficult times. Maybe you are like the manager
who says, “You know, the 10 percent of things that work, motivate me
to prevail over the 90 percent that frustrates me”.

What we need today are managers that see something other than the 21
percent and are passionately devoted to long-term solutions and not
just short-term successes. Successful managers see themselves as prob-
lem solvers, models, examples and innovators. They labor passionately
and with their whole-heart for 20 or 30 years at a position. And they
lay a foundation that will endure for several generations. Their word
has weight even after they withdraw from the busy career life. And
their names will be mentioned in a positive light again and again in
publications. Real passion is measurable by a person’s ability to “suf-
fer” and illustrating how to deal with it.

197

Anybody can manage
success! Decathlon
managers are at the
top, when it comes
down to difficult times.



Become a passionate entrepreneur!

e Think about what matters in your day-to-day life. What are the posi-

For further thought

tive things that you love and what are the negative things that you
really don't need. Make a picture with the help of a list of plus and
minus points.

e Try to develop alternatives for the minus side. How could you shape
the “bad” side in a different way?

e Enquire into an answer for this question, what would it be like if the
negative points you marked could be turned into positive? Would this
task be attractive for the long haul? Please think very ca-refully.

e Are you ready “to suffer” for your task? What is your task worth to
you?

e (Can you give a resounding “yes” today, and at the end of each day?
Can you say “yes” to this day with all of its positive, but also includ-
ing all of its negative aspects? If you can't give this yes, what can
you change?
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The ten disciplines of success in one project

This book at one concrete starting point: the spring meeting of a com-
pany from the packaging industry. Basically they had wanted to opti-
mize their customer portfolio. Gaining new customer potential was an
absolute priority. A project was started which caused several new
changes within the company that are still in effect. Each of the ten dis-
ciplines — factors of success — were consequently implemented, even if
we might not have mentioned them or mentioned them less compre-
hensively in this book.

Since the start of the project, about 200 potential new customers are the
special focus of the whole company. Management, distribution, outside
sales reps and office staff, the development and even the production is
exclusively aimed at and geared for the acquisition of these top dream
customers. Every four weeks, a three-month strategy is developed and
made available to all with information about the concrete status of the
project. Several steps have been taken since this spring conference in
Leipzig:

1. New customer strategy

A profile of the ideal customer was developed, and the target
group was defined. Target customers were identified.

2. Workshops “Regions and Key Account Management / inside
sales task force”

Target customers were monitored by certain set criteria and finally
decided on. Target topics were identified and matched with the re-
spective customer’s point of contact. Creative greetings were de-
veloped and dialogues for first contact were practiced. Then the
success platform® per target customer was developed, the Red-
Line-to-Green-Line-strategy was implemented.

> The function of a success platform is described in: Stammkunden profitabel managen /
Profitably manage loyal customers, Wolf W. Lasko/Peter Busch, Wiesbaden, 4™ edition 2003
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3. Professionally acquire new customer through the success plat-
form

The goal was set for each customer of the success platform and
compared to the current situation. The path to reach this goal (stra-
tegic levers, measures, time, responsible parties, etc. etc.) was de-
veloped.

4. Implementation transparency with Red-Line-to-Green-Line

The qualitative and quantitative goals for each target customer up
until the end of the year were defined based on the success plat-
form. A monthly strategy was developed for each customer. With
the help of Red-Line-to-Green-Line, monthly reviews of the im-
plementation status occur. The idea is:

e amonthly overview of the top 3 target customers per area

e formulate and realize concrete, measurable, through personal i-
nitiative attainable sub-goals

e secure a sustainable implementation of our target focus custom-
ers.

The outside sales force and sales directors are responsible for reaching
the goal for each customer. Sub-goals exist for all areas of distribution.

Every month, Red-Line-to-Green-Line-posters with the current status
are published for everyone on the intranet. Large-format posters are
published and updated monthly.

And the results?

It's extremely interesting to find out what exactly became of this pro-
ject. Are there any measurable results? What did it all bring? Yes, there
are measurable results, but there are non-measurable results, as well.

Examples, according to the status report of the project: “After a visit to
our production plant, customer G has placed an order for product X.
The collaboration of the sales force for area X was a major factor of suc-
cess for this. We have tried for many years to gain a chance with cus-
tomer Y. The responsible buyer never wanted to deal with us. Because
of an extremely creative contact we have now achieved two appoint-
ments with the managing director. These are only two examples. There
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are many other positive examples with the other target customers of
this project.”

As previously mentioned in this book, this is only one example regard-
ing only one project. In the meantime, numerous customers that were
on the “dream list” were gained. The sales cycle of this industry might
take one to three years until a customer has truly been won. The chal-
lenge is often to get “a foot in the door” of a new customer, to get a
chance to build a long-term relationship. Here, this has been started
and implemented.

The factors of success, derived from our decathlon example, were effi-
cient. With these factors, the sales team was able to fully accept this
(rather challenging) project; their enthusiasm was “fired up”. To have
courage for unusual steps, try new things, permit mistakes, to do
things differently than everyone else, to bring creativity into all areas —
these are deciding factors.

For you, our dear readers, we hope that you will also profit from these
described experiences and principles of success, whether for your pri-
vate or your professional life!

Wolf W. Lasko — Frank Busemann — Peter Busch
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