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         About the book

         Reach out for that big goal! The methods of change management are outdated –  today
            focus and inspiration matter the most. René Esteban shows leaders how to help their
            team to give their all for an attractive goal, how to keep it in sight against all
            odds, and how to work towards it with zeal and enthusiasm. René mixes his own tried
            and tested experiences from the corporate world with surprisingly effective psychological
            methods. Do Epic Stuff explains how leaders develop the kind of outstanding team which
            will be at the foundation of future organizations. There is nothing more attractive
            than a goal full of purpose, which makes everyone move in the same direction. The
            insights from this book will be the tools for your great breakthrough success as a
            leader! Top executives from the likes of Allianz, BMW,  E.ON, and Deutsche Telekom
            contribute their expert knowledge on how to inspire teams and how to help them reach
            that big audacious goal. »Inspiring and focused. René Esteban showcases that achieving
            epic business goals is possible.«  Brian Tracy, Author of the New York Times Bestseller
            »Eat That Frog«
         

      

      
         Vita

         Nach einer kaufmännischen Ausbildung war René Esteban mit nicht einmal 30 Jahren verantwortlich
            für den globalen E-Commerce sowie die Digitalisierung von Marketing & Sales bei einem
            DAX-30-Unternehmen. Mittlerweile unterstützt er mit seinem Unternehmen FocusFirst
            Konzerne dabei, deren Ziele mit einem menschlichen Ansatz zu erreichen: Inspiration
            und Fokus. René Esteban is the founder and CEO of the consulting firm FocusFirst GmbH.
            He helps executives and their teams to achieve their most challenging goals in a global
            corporate environment. Fortune 500 companies and the like will typically engage René
            and his team when faced with challenges that, due to their size and complexity, initially
            seem difficult to manage. René and his team will then ensure that these challenges
            are tackled with both focus and inspiration. His work is based on expert methods from
            the field of success psychology, with which significant goals can be achieved both
            faster and more effectively.
         

      

   
      
         Do Epic Stuff! is dedicated to my wife, Melanie, 
and my two daughters, Emilia and Alicia. 
May you always do what makes you happy.
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         Chapter Introduction:
Almost Anything Is Possible with This Book 

      

      Do you feel like jumping right in without much ado? Here are three basic assumptions
         and one promise:
      

      Change management with its methods that haven’t changed for more than 25 years has
         become obsolete. That’s the first assumption. Handling changes has long since become
         a daily process in large corporations and no longer presents any real challenge. If
         the top of the crop are to come aboard, you must offer them a greater purpose and
         greater incentives than the prospect of somehow managing the change of the month.
      

      The second assumption is: What’s really important for today’s corporations is to have
         teams of highly motivated people focus on big goals and to jointly achieve those sophisticated
         goals. In this book I call these big goals epic stuff. To achieve goals that constitute a leap and not just a small step – that’s the true
         new challenge. Many people will fail simply because there is so much risk of failing:
         no budget; not enough people; a lack of confidence in oneself and the goal; poor communication;
         a counter-productive culture; a lack of the willingness to take on responsibility,
         just to name a few reasons.
      

      The third basic assumption is: Inspired focus is the most essential aspect in order
         to get epic stuff truly on the road. Whatever we focus on is where our energy flows
         to. Today, one of the things people find hardest to do is to stay focused and concentrated
         for any longer period of time. Distractions and diversions are lurking everywhere.
         The temptation to lose yourself in one thousand and one activities instead of sticking
         to one major objective – I am talking about one goal – is huge. Yet inspired, enthused and motivated people still manage to do so again
         and again. Hence the inspired focus.
      

      And now my promise: If you read this book, which admittedly is not the slimmest book
         around, you’ll have all the tools for epic stuff at your fingertips. Then you can
         be a leader who accomplishes epic stuff in his or her environment and with his or
         her people. (Almost) anything is possible with this book. And I mean that just the
         way I’ve written it down here. For it doesn’t matter at all which branch you’re working
         in, what your market looks like, who your people are or how big your budget is – whether
         you will achieve your big goal depends little on the goal itself but mostly on how
         you approach the matter.
      

      In this book I will share my knowledge about how to reach big goals with you, no matter
         what exactly your goal is. In principle, that’s nothing new because change management
         has also always claimed to be the perfect toolbox for any form of change. What’s new
         is the realization that the factors that are decisive for success are different from
         those many leaders still focus on. Therefore some details mentioned in this book may
         surprise you at first. But then you will realize that they are true: The way we think,
         our belief systems, our focus or the power of our positive vision have a far greater
         effect on our success in leadership than we used to think.
      

      I didn’t invent anything written in this book but rather observed, tested and confirmed
         it repeatedly at work. That fact lets me begin each chapter with an eye-opening story
         that is always based on facts. In addition, I talked to leaders who practice epic stuff. Don’t worry, you won’t have to work your way through boring interviews like those
         you’ve read a thousand times before and would probably skim through anyway. Instead
         I had conversations with top executives and entrepreneurs – including s shaolin master –
         that were inspiring and at times rather personal, complementing and deepening each
         chapter.
      

      My conversation partners were:

      
         	
            David Jeans, owner of Beganya Business Services and Partner, FocusFirst, former SVP,
               Merck Life Science (Chapter 1)
            

         

         	
            Kathie Starks, Branch Manager and Head of Asset Servicing, Bank of New York Mellon,
               and Frank Sielaff, Founder & Managing Director, entrusted former Director Digital
               Media,
Merck Group (Chapter 2)
            

         

         	
            Kai Czeschlik, CDO, Allianz, and Yuan Lu, Director of the Shaolin Center of Qi Lu
               in Schorndorf, Germany (Chapter 3)
            

         

         	
            Walter Gunz, Co-Founder of MediaMarkt, and Susann Kunz, Director Brand Strategy and
               Business Development, adidas (Chapter 4)
            

         

         	
            Martin Stork, Head of Workforce Enablement, BASF, and Klaus Straub, former CIO & Senior
               Vice President Information Management, BMW Group (Chapter 5)
            

         

         	
            Dr. Christoph Hüls, Internal Entrepreneur in Action, Merck Group, and Nils Stamm,
               CDO, Deutsche Telekom & Board Member Münchner Kreis (Chapter 6)
            

         

         	
            Daniel Szabo, CEO Körber Digital & Founder YOU MAWO, and Dr. Joachim Jäckle, former
               CIO & Global Head of Integrated Business Solutions, Henkel (Chapter 7)
            

         

         	
            Axel Löber, Senior Vice President Global Brand & Marketing, E.ON, and Jörg Hellwig,
               CDO, Lanxess (Chapter 8)
            

         

         	
            Ludwig Askemper, Managing Director of Mondelez Austria, and Dr. Rahmyn Kress, Henkel
               X Ventures & Founder Henkel X, as well as Dirk Ramhorst, CIO & CDO, Wacker Chemie
               (Chapter 9)
            

         

      

      I want to take this opportunity to thank all of these fantastic conversation partners.
         I enjoyed every minute of each and every conversation. I was always able to feel the
         enthusiasm that motivates these different individuals.
      

      And now I hope reading this book will inspire you and let you focus on your own goals!

      Best,

      René Esteban

   
      
         Chapter 1
Head of Epic Stuff: You Want to Make a Difference, Don’t You? 
         

      

      “Let’s have a talk,” Florian said to Alex. They were standing in the break room of
         the marketing department of a south German DAX Corporation they worked for. It was
         early afternoon. Florian – the youngest member of the department – had just fixed
         himself a cup of green tea. Alex, his immediate supervisor, preferred an espresso.
         “Sure, let’s talk,” Alex replied with a smile. He was curious to hear what was on
         Florian’s mind. Leaning casually against the counter, Florian looked at him; his gaze
         was open and friendly. His body language signaled: I’m in the here and now, feeling
         fine. The young man was the latest super talent of the marketing department! The company
         had hired him just three months ago. The whole team had been overjoyed that this likeable
         guy with his lightning-fast perception and fresh ideas would start working with them.
         They were one hundred per cent sure that the top of the crop among their competitors
         would also have snapped up Florian without a second thought. Lucky them!
      

      “Well, Alex, I’ve been doing some thinking,” the super talent continued after taking
         a sip of tea. “And I decided that I don’t want to work after all.” – A pause. – “I
         mean, I don’t want to work in business. What I’d love to do is advocate for endangered
         animal species. Or the people in the African refugee zones. It doesn’t have to be
         for money, either. I’ll get by somehow. Well, anyway, I’m going to quit this job.
         Sorry.”
      

      Florian’s tone of voice was cheerful yet completely sober. Alex didn’t notice the
         least bit of tension. Florian sounded as if he was standing in front of one of these
         windows of an Italian ice cream parlor, changing his order: “Scusi, Signore! Stop!
         I don’t want strawberry cheesecake. I’d rather have a scoop of cookies.”
      

      How did Alex handle the situation? He needed a moment to collect himself. About three
         seconds. Twenty-one, twenty-two, twenty-three. Then he said to his still-super-talent
         and soon-ex-worker on the latter’s possibly last day of work:
      

      “Whoa, that comes as a surprise, Florian. Let me take a deep breath first! – I hope –
         and I mean it – that you’ll find your purpose. If not here with us, then somewhere else. It doesn’t really matter where. As long
         as you don’t waste your life doing something that doesn’t have any meaning for you.
         Too bad that we couldn’t provide the right framework for your personal meaningful
         experience here with us. I, just like everybody else here, really enjoyed working
         with you. But I’d be the last person on Earth to put obstacles in your way if you
         want to leave. I can’t wait to hear what you’ll end up doing. But whatever it is:
         Do epic stuff! And enjoy every single minute of it for life is short. And thank you
         for enriching our team for three valuable months.”
      

      Was Alex disappointed? Certainly a bit. Most likely any leader would be in that kind
         of situation. Was he angry at the young man? Not in the least. It would have been
         totally beside the point anyway to reproach him. And absolutely useless to try to
         talk him out of it or to resist his wish to resign. All that would only have shown
         that Alex, well, actually anyone in his company, had failed to notice the signs of
         the times. In fact, they had all realized for quite a while that times have fundamentally
         changed.
      

      Today you will hardly find any courageous workers who will do what the boss says just
         because he – or she – is the boss. Employees are motivated by the meaning and purpose
         of their work. Either your company provides them with the framework that matches their
         personal meaningful experience, or you can forget about doing any epic stuff with
         them. Everything else – money, more money, even more money, more authority, corner offices,
         USM furniture, platinum corporate credit cards – is hardly an incentive any more.
         All these are only accessories many of them will be happy to take as well. What matters
         to a growing number of people in the working world, especially those of the young
         generation, is the purpose.
      

      However, Florian – who is not a fictional character, though his name is different
         in the real world – does take the easy way out here. Nothing against looking after
         animals or working to help refugees. But within your remit you, as the supervisor,
         can naturally convey a meaningful experience much more directly than Alex, the marketing
         director. And what if you are a manager in a corporation who is facing a global mammoth
         project without knowing how to motivate workers in 60 affiliates in other countries
         without having direct authority? These are exactly the starting positions this book
         is all about. And today purpose is what counts in situations like this one as well!
         The first thing you get to do is to convey a meaning to every single super-talent
         you need to achieve epic goals in large corporations. Why is that? What happened in
         the last few years?
      

      
         
            Look, Maslow is standing on his head! 
            

         

         Whenever I think of the world my grandparents lived in, I still picture Maslow’s hierarchy
            of needs in the classic form of a pyramid – a pyramid like those found near Giza:
            with a wide bottom and a narrow tip. The idea of having food to eat was the foundation.
            For that you needed work, because only those who had a job earned money and were able
            to buy food. The next requirement was the need for safety. No more wars! And by God
            no more inflation, either! Family bliss and spending money on yourself for a change?
            A nice thought if you had time for that. But self-realization and purpose, the tip
            of the pyramid? What was that supposed to mean? That didn’t make any sense to my grandparents.
            Today’s generation, however, thinks nothing of turning Maslow’s hierarchy of needs
            upside down: What used to be the tip that only few could afford to reach at all is
            now the very foundation. These days no child in the developed world is able to fathom
            that anyone might not have enough to eat. Their greatest challenge is the candy shelf
            by the cash register: a tough test for any child’s ability to resist temptation. They
            get their first smartphone at the age of seven. Our power of imagination doesn’t fail
            when picturing the idea of self-realization but rather that of wars, food shortages
            and suffering. After all, these days such things only happen in videos on the internet!
            Our world is a bed of roses, at least for most of us.
         

         In a situation like this one, people turn straight to self-realization. They start
            to look for meaning. Of course not every coffee break is used to contemplate the meaning
            of life – no more than sometimes late at night at the bar, after a few drinks. Yet
            if we take a closer look, we’ll find that today just about everybody is looking for
            something that will give their life meaning and makes them happy and content. Some
            find their purpose in life at an early age, others not until they are 70 or 80. But
            there is hardly anyone anymore who doesn’t care what happens to him or her in that
            short period between birth and death. To have at least survived, to hopefully have
            kept one’s family largely intact – these priorities have virtually disappeared in
            highly developed societies.
         

         Today we want to do more than just survive and pass on our genes to the next generation.
            Some people find meaning in the study of religion and philosophy. Today anyone can
            go to Tibet and become a monk at the age of 22. Yet even those who are not really
            interested in religion and philosophy want to grow and be part of something greater.
            This has enormous consequences for companies and their employees.
         

          I am deeply convinced that it is one of the deepest and most fulfilling experiences
            for any human to achieve big goals together. If companies manage to create a framework
            that inspires people to make most of themselves and realize their dreams, these companies
            will create epic things with the support of their highly motivated employees. Yes,
            even those who combine their meaningful experiences with corporate goals will still
            be working. Yet in that case it will be work without pressure and stress but with
            ease and joy and inner balance. We may radically reconsider leadership: Every company
            and every team first and foremost needs a mission. Teams are managed with meaning,
            with goals, with values, with purpose. I’ve been fortunate enough to repeatedly witness
            in recent years how teams in large corporations create great things if the purpose
            is the right one.
         

         On the other hand, I have experienced more than once how everything is deflated if
            employees no longer see any meaning in their daily activities after the umpteenth
            change project that was rushed through. “Pressure will only trigger counter-pressure,
            causing people to give priority to their own security,” says Carolin Adler, Transformation & Change
            Manager of Körber AG, with whom I talked about the future of change management while
            working on this book. “In that case there is frequently no energy left for the actual
            change,” Carolin analyzes. Yet she says with conviction, “Things are finally changing!
            With inspiring magnets, such as positive target images, and with designs of the future
            that are geared towards solutions, we have already got much better results. People
            want to work and make a difference while having a purpose and fun at work.”
         

         Today, even job postings don’t really work any more if they only describe one area
            of responsibility and list the qualifications and work experience expected of applicants.
            This is where purpose should come in! What are the things a company offers to their
            future employee so he or she can experience meaningful work, get appreciation, experience
            the joy of success? Does the job make the applicant part of something great – or merely
            an insignificant cog in a poorly oiled machine? Our labor market has for a long time
            worked to the advantage of employees. Not only HR executives know that; everybody
            does. If you want the top of the cream for your team, then offer them the opportunity
            to achieve big goals together – otherwise your job posting will only be briefly scanned
            and clicked away.
         

         Is that what makes the new generation tick? The mysterious Generation Y? The Florians
            of this world? Yes and no. For a long time the desire of corporate employees to find
            meaning and reach big goals has no longer been limited to a certain age group. A lot
            has been written about the “millennials” – yet today the brightest minds of the generation
            between forty and their mid-to-late fifties think just like their younger colleagues
            under 35. They are up to date and have adopted the new values. At times this means
            that new and old values come together in one and the same team. Or they meet in the
            course of a merger that merges two different cultures. These are exciting challenges!
         

      

      
         
            Starting with a 5-star experience 
            

         

         The employees of a global textile company had never before experienced anything like
            that: Each one of them was welcomed individually by a driver dressed in a dark suit,
            carrying a sign with the company logo and their name, at the “arrivals” gate at the
            airport. They were picked up by a sleek limousine waiting directly by the exit and
            driven through rolling hills and dense forests to a luxury hotel by a lake in lush
            nature. From the hotel you could see the lake and a mountain range on the horizon.
            Every guest was personally welcomed at the reception. Check-in had already been taken
            care of; everybody could go straight to their rooms. Bellboys carried the suitcases
            and unlocked the employees’ rooms. They were greeted by a large fragrant flower bouquet
            on a table. A card made of fine paper was propped up against the vase, welcoming them
            with these words handwritten in ink: “We hope you had a good journey and will enjoy
            your stay. We are looking forward to having you here for the next three days. Your
            Workshop Team.” There was also a small printed brochure with the exact schedule for
            the following days as well as information about the hotel, the meals, and sports and
            fitness activities it provided.
         

         After settling into their rooms, some of the employees wondered whether they were
            dreaming. They knew these kick-off workshops introducing them to the next change project
            all too well! Usually they would get the address of some concrete hotel block near
            the exit of the highway by email and had to figure out themselves how to get there.
            When they arrived at the hotel, they had to ask their way around until they finally
            ran into their colleagues. Then they would learn bit by bit from the others what had
            been planned by “the top” for the next days. Now some of them almost felt like Hollywood
            stars as soon as they had arrived. Or at least as if they had moved up to the board.
            What had they done to deserve this kind of luxury, attention and appreciation? And
            some of them noticed that the term “change” had not yet been mentioned at all. Instead,
            the invitation to the workshop had read:
         

         
            You’re in this workshop because you’ve already achieved great things. We appreciate
               what you have contributed so far and are proud of you. We will set ourselves a big
               goal in the next three days. Together we will then reach this goal. For this we’ll
               need your special skills. We’re counting on you!
            

         

         What was that all about? Wasn’t the plan to make one team out of two teams in Germany
            as part of the group-wide digitization strategy “Impact 2030”? And wasn’t that a classic
            change project? Yet no one spoke of “change”. Instead everybody talked about a “big
            goal”.
         

         The next morning, just before 9:00 a. m.: One employee after another filed into the
            room where the workshop was to take place. The large windows provided a magnificent
            view of the lake and the mountains. The room was decorated with fresh bouquets of
            exquisite roses that emitted their subtle fragrance. Soft lounge music was playing.
            Everyone who came in recognized colleagues from their own team – and looked into just
            as many strange faces. They had to be “the others”, the members of the previously
            separate department, the people they would have to work with and get along with in
            the future. And they would have to do that in a totally new structure: without e-procurement
            and e-commerce being separate, as they were used to, but in a new, larger team, working
            for a unified digital trading platform. No one could really picture it yet. At first
            everyone sat down among their old team members, so that there were two groups in the
            room. Calmly watching this development, the management team of the workshop didn’t
            seem to mind for the time being.
         

         Clarissa, a member of the management team, warmly welcomed all participants. After
            a relaxed warm-up round she asked everyone to sit down with a member of the other
            team, forming teams of two. Now the partners were encouraged to interview each other:
            What were your greatest successes in this company so far? Why do you like it here?
            What do you enjoy most? What’s your personal passion? Afterwards everyone presented
            the results of their interviews to the group. Everyone listened attentively. Many
            participants had tackled these questions for the first time in a long time. And they
            learned a lot of new details about people they had been working with for years.
         

         Then Clarissa surprised the group again. She said, “Today each one of us is going
            to spend all day completing one single slide with four boxes.” She pushed the button
            on the remote control of her MacBooks and projected the four-box slide on the wall.
            “In the first box you’ll write down how strategically important you in your role as
            an employee are for the whole company.” All over the room, people were raising their
            eyebrows. “Don’t worry! You’ll help each other, and we’ll help you, too, to find that
            out and to phrase it. The second box is for your greatest challenges. What are the
            toughest nuts? What are you afraid of? Please be honest! The third box is especially
            important. This is where you write down your personal purpose. Why are you here? Why
            go through all this trouble? What do you expect to get out of it? Each one of you
            has his or her own ideas about the purpose of your work – and we invite you to write
            them down. And your three greatest priorities will be entered into the fourth box.
            What do you – and only you – want to contribute to the making of the most successful
            team for digital purchasing and sales of all times? Your three major contributions
            to our big common goal. – All right? Then let’s start!”
         

      

      
         
            Appreciation will make the impossible possible 
            

         

         Later this textile corporation actually managed to do what many other companies would
            fail to achieve: In no time the two teams, who had had separate areas of responsibility
            and different cultures, grew into one dream team that created one of the most profitable
            digital platforms of the sector. The team members became a close-knit community and
            reached their big goal. There was a lot of laughter. Stress was rare, and if they
            did encounter stress, they quickly came up with constructive solutions. Yet the preconditions
            had been rather bad: The Procurement Department had consisted mainly of senior employees,
            who had been used to the same processes for many years. There was a flawless command-and-control
            culture. By contrast, employees in e-commerce were younger, used to fast innovation
            cycles and much more intrinsically motivated. Talking about purpose was almost as
            natural as looking at the quarterly figures.
         

         In order to bring the two teams together and focus on one common big goal, the corporation
            did things differently than might have been expected. It put – as described – the
            reward of a 5-star experience at the beginning instead of the end. (Of course there
            was a reward at the end, too – they celebrated it at Lake Garda in Italy.) All employees
            were able to feel right from the start: You are valuable, we appreciate your previous
            work, we count on you. One would think that a perfectly organized travel experience
            that covers everything was nothing special. In this company – as in many others, too –
            only the boardroom had, however, previously enjoyed the fact that staff took care
            of everything while staying in the background.
         

         This time, already the transfer to the hotel created a wow effect. For once it was
            true luxury and not just the usual business standard. The organizers took care to
            appeal to all senses: wonderful views, pleasant scents, discreet music, velvety paper.
            Of course all of that cost a bit of money! But what do a few bills from hotels, printing
            companies and limousine services matter when that kind of framework creates a dream
            team that increases revenues and earnings to previously unknown heights? In fact,
            the new platform of this textile company didn’t just double or triple its sales compared
            to the previous e-commerce department but multiplied it. Other teams around the world
            later followed this German example.
         

         Here, the people alone were the key to success. It was the appreciation for their
            individual contribution. And it was the invitation to each one of them to gain clarity
            about their own personal purpose. An appreciation of the past played an invaluable
            part in the beginning. Everyone came to the first workshop with the idea in mind to
            face great challenges. Then they first got the opportunity to visualize the great things they had already achieved – and to experience how everybody else
            also recognized and appreciated their achievements. Traditional change management
            often lacks appreciation for past achievements. Everybody is just gazing into the
            future, at the desired result of a change – while devaluing the past of the people
            involved. For that reason alone, it is no wonder that most change projects fail. Anyone
            who gets the feeling that his or her previous achievements are suddenly not worth
            much anymore will be demotivated in no time.
         

         In this case it was different. Here it was demonstrated to those concerned as early
            as in the first round: You’re important! You’re not just a small cog in the wheel
            but indispensable when it comes to achieving the big goal. If you weren’t here anymore,
            there would be a painful gap in our team. For most of those who were present, it was
            a totally new experience to think about the importance of their role in the company
            for the overall strategy. Most of them used to believe that only those “at the top”
            thought about strategy. Of course you couldn’t blame them for thinking this. According
            to Taylorism, it is explicitly undesirable for the individual to see the big picture.
            But in many corporations this very idea is being turned upside down right now. All
            of a sudden, corporate strategy is everybody’s business! Those who don’t know how
            their role contributes to the overall strategy will find it hard to identify their
            purpose. And without a purpose it will be tough in the future.
         

         Appreciation ran like a common thread through the process, from arrival to kick-off
            workshop to the party at Lake Garda, where the achievement of the big goal was celebrated
            in the end. I find it important to emphasize at this point that appreciation doesn’t
            always have to mean a grand gesture. Certainly an epic goal calls for an epic kick-off.
            But what matters even more are the little things in everyday life that often cost
            nothing or hardly anything. You could just take a post-it, write “Good job, well done!”
            on it and secretly paste it on the computer screen of a colleague who’s in a meeting.
         

         By the way, what do you notice about this example? Right: A post-it is something physical.
             Physical things always express more appreciation than an email, a WhatsApp or any
            other virtual communication. Even the most beautiful smiley can’t compete with that –
            people simply don’t care about digital messages. A handwritten card on fine paper
            not only appeals to an additional sense channel – the haptic sense – but also shows
            the recipient: You are worthy of receiving recognition in a special way. I personally
            always have a supply of nice cards. And I write them with a fountain pen – I just
            love the fine and elegant handwriting you get when using a proper nib!
         

         I’m probably not telling you anything new when I emphasize that appreciation of employees
            only really works if it’s authentic. So thank them when you’re truly grateful. Think
            about what you really value about an employee’s work, what impresses you or what you
            have learned from him or her. Then share it with them. The more specific and personal
            your expression of appreciation is, the better. In addition to individual appreciation,
            I also find it important to always emphasize the common ground. So your message may
            be: You’re great – and as a team, we’re even greater!
         

         Everyone in my professional network who has done epic things in the past years works
            with a purpose, appreciation, and the common ground. As does the South African David
            Jeans, 54, young in spirit, with whom I met for this book to talk to him about his
            experiences. David is a former member of the executive board of an international Merck
            Group company and describes himself as a MUG – the abbreviation stands for “modest
            unassuming gentleman”. As you can see, no one needs to be an extroverted “go-getting”
            manager who performs wild dances to motivate his team to excel. Other things count.
            David can tell you just what they are.
         

      

      
         
            The highest level of motivation despite a difficult market situation
            

         

         I meet David Jeans on a wonderful spring day at the restaurant “Hammermühle” near
            Darmstadt, Germany. It is already warm enough for us to sit outdoors. We order coffee.
            The sun is shining on our faces and the birds are singing. We are surrounded by old
            half-timbered houses that have been carefully restored. I can’t resist them, so I
            get up and take some pictures with my iPhone. Then we start to exchange our views.
            David smiles his unique bright smile. Sunshine, lovely surroundings, good coffee and
            the prospect of a stimulating conversation are enough to make him happy. He doesn’t
            need anything else. After sitting down again, I immediately jump into the topic of
            “epic stuff”: that we were all born to create something great. And not to drag ourselves
            through life for 80 years doing mediocre stuff. And I say that I’m also thinking about
            David’s own career with Merck. In my view David has already done really epic things.
            How did he do that?
         

         At first David remains the modest gentleman. “Maybe,” he says, with extreme understatement,
            “I should tell you a bit about my principles and values ​​first. How I see things
            and what I believe in. For me, ultimately, everything depends on value systems. The
            common mindset of the people you work with, indeed of the people you interact with,
            is crucial.” I nod. I can only agree. Our values ​​and beliefs are always the foundation
            on which our future success is built. In particular, the values ​​and beliefs of the
            people who are around us every day have a decisive influence on whether we achieve
            great goals or not. “My three most important values ​​are authenticity, integrity,
            and respect,” David explains. “Business is always about people, no more, no less.
            As long as I stick to these three values, I can really get on with people. That’s
            the most important thing I’ve learned on the way. We don’t live in an ideal world,
            but if you live the principles that you really believe in, then you automatically
            attract the right people. Actually, there is no right or wrong. But I want to focus
            my energy on achieving something with people who share my values.”
         

         Anything is possible if “the arrows point in the right direction” – this is the image
            David is offering me now. He emphasizes how important the beginning is if we want
            to make a difference with others: Do we understand each other? Do we share essential
            values? Is the foundation sound? If you want to create epic stuff, you need a positive
            boost and that synchronous inner alignment right from the start. David is just as
            convinced of that as I am. “First, try to understand,” Stephen Covey once wrote. “I
            believe in that, too,” David affirms. “If you start by understanding where people
            are coming from, you show them that you respect them. Then give them plenty of time
            to gradually recognize and accept different views. We’re all constantly learning from
            each other. No one owns the whole truth. That attitude creates the necessary trust.
            Does that make sense to you?” Absolutely. One of the strongest points David seems
            to have as a manager is getting people on board and quickly creating a positive, shared
            spirit. When I want to learn more about it, David first of all remembers his South
            African origin: “In Africa, we have the word ubuntu. Literally translated that means: I am because we are. That describes what teams are all about: No individual is more important than the
            team as a whole, working towards a common goal. So I believe in ubuntu – because of my African roots as well.”
         

         Getting other people involved so as to achieve big goals together – that’s what companies
            are really all about. In good times that sounds easy though even in good times it
            isn’t easy. But what about when the going gets tough? At Merck, David found himself
            in a situation where his team was suddenly far behind regarding sales. The market
            had collapsed for a number of reasons Merck didn’t control. David got pressure from
            the top: The group management board expected the turnaround as soon as possible. So
            what did David do?
         

         “First of all, you should know,” he says, “that in our team we’re not people who work
            top-down. So everyone in the team needed a why. Why take an extraordinary effort in the next weeks to earn more money again? Our
            answer was: Because we owe it to our customers! We are there for our customers, for
            nobody else, and we want to do our best for them again. When the why was clear, we started to define milestones, actions, responsibilities. Next, it was
            important to get everybody involved: operations, IT, internal procurement, and so
            on. After all, everyone was on board with equal rights! So the goal was clear to everyone,
            and then there were monthly milestones, feedbacks, team meetings, always with the
            big goal in mind.”
         

         For the moment when the big goal was to be reached, David had devised something spectacular
            for his team: a joint trip to the Victoria Falls. To a European like me, who has seen
            a lot of the world, that doesn’t sound all that spectacular at first. Yet David explains
            to me that hardly anyone in his team of South Africans had ever been abroad before.
            Most of them didn’t even have a passport! The Victoria Falls, located in Zimbabwe,
            about 750 miles or just under two hours by plane from Johannesburg, are among the
            African wonders of the world. Many South Africans have always dreamed about seeing
            this gigantic natural spectacle live. “Most members of our team were looking forward
            to the journey of a lifetime,” David says. “The closer we came to our goal, the more
            momentum was building up. We used the anticipation, the energy, to give full throttle
            to reach the goal. The Victoria Falls were the carrot, of course. But then we also
            had the why and the intrinsic motivation. You should’ve seen what was going on after we had reached
            the big goal! First of all, we helped everyone in the team to get a passport. Then
            we chartered our own plane! On the day we started on our trip we all wore blue T-shirts
            we had designed specially for the occasion. Everyone was staring at us at the airport:
            100 overjoyed people in blue T-shirts on their way to their own charter plane! When
            the plane took off, everybody shouted hurray. It hadn’t been planned; it was totally
            spontaneous. I still get goosebumps when I think about it.”
         

         The moment David says it, I get goosebumps, too. It was pure joy, David confirms.
            An epic moment! By the way, for about half of the team members it was the very first
            flight ever. Such epic moments are possible if the start is successful! Again and
            again David goes back to the beginning, to the values, the convictions. For him, the
            courage to do great things comes from your convictions. At the same time, it’s important
            to him to take the initial doubts and fears the team members may have seriously. “In
            the beginning, I always spend a lot of time listening and discussing things,” David
            says. “You listen to people and understand their perspectives. You feel their fears
            and doubts. At the same time you show them your own perspective and what you think
            is possible. You acknowledge the challenges. You accept that at the beginning not
            everybody may be ready yet. But you show them a common path. There, if you like, is
            that ubuntu again. Of course, nobody would be able to do it by themselves – but together we can
            even achieve things that seem impossible! The sum of the parts is what makes the difference.”
         

         Together, the greatest goals can be achieved – as long as the purpose is clear, the
            why. At the same time it requires people like David, who are authentic and who lead the
            way with the power of their convictions. Like David, these new leadership types aren’t
            tormented by fears or doubts. Yet they don’t think of themselves as being better than
            everyone else in the team. They know that their perspective is just one of many potential
            perspectives. And yet they see more quickly than others where the shared journey can
            lead to. They see what’s possible. They have a strong belief that big goals are achievable.
            Just like David, respect is enormously important to them. They don’t want to force
            anyone into doing anything. But they have the will and ability to listen to people,
            to get them to come aboard and to align them with a common goal. They lead the way!
         

      

      
         
            It’s up to you: You go first!
            

         

         It’s just the two of us. No one in your business knows what you’re thinking while
            reading this book. Right now there is only you and this book with its ideas and concepts,
            stories, examples, and interviews. Now that we’re alone, I’m asking you directly:
            Do you want to do something big in your company? Do you want to be the “head of epic
            stuff”? Would you like to experience similar epic moments to those David and many
            others you’ll get to know in this book have experienced? Or do you prefer to be just
            average? Do you like to go with the flow, adapt to and do what your bosses ask you
            to do? Probably not, right? I mean, who wants to be one of the whiners who later complain
            that their careers were so exhausting, that their jobs were never fun and that nobody
            ever appreciated them?
         

         If you continue to read this, I assume you have long decided to do epic stuff. Maybe
            you’re already doing epic things and now just want to do it in an even greater style?
            That’s even better. Are you curious how others have done it and what you can still
            learn? That’s exactly what this book is there for. Either way, I’m glad you’re part
            of the crowd.
         

         Okay, we’ve just clarified that. So now I’ll tell you the most important principle
            needed to make things epic in large companies. It is: You go first! Everything depends on you. You will  have to take the first step, because if you don’t, little or nothing will happen.
            David Jeans has got to the heart of it: A team will only achieve great goals together.
            But for that commonality to come into being at all, for everyone to have the same
            mindset and align themselves like arrows on the target, it needs – you. Creating the energy necessary for the start is the first and most important task
            of any leader. And to put it quite bluntly: You don’t only show the other members
            of your team where to go. You yourself always go first. You’re the signpost that moves
            along. Signposts usually don’t do that – but you do. Brian Tracy once said, “If it’s
            to be, it’s up to me.” That hits the bull’s eye. When I dream of something, there
            is no one but me to make my dream come true. Epic stuff starts in your head. You will
            read more about that in the next chapter.
         

         What exactly is leadership that “goes first”? What’s important? First of all, as David Jeans has
            said, it’s important that you have clarity about your own values ​​and beliefs. You
            may ask yourself: Am I honest and authentic? Am I unafraid but rather full of self-confidence?
            Do I want my team to do much more than the team members feel up to? Do I see a possible
            way that will lead to the big goal that others can’t see yet? Or that they think is
            less realistic, too risky or too much of a challenge? After all, you know that if
            you stand up in a corporation and say, “We could do something big,” you’ll meet resistance
            at first. The naysayers will be in top form. The enviers, too, if you’re unlucky.
            You won’t stand a chance if you do things only halfheartedly. However, if you’re one
            hundred per cent sure that the opportunity is there for the taking and the road there
            can be overcome, then resistance won’t be an issue. You’ll stay firm, saying, “I’ll
            do it now, and if we do it together, it’ll work out, too. Every one of you can contribute
            something. Let’s talk about our common ideas. I want to listen to all of you.” That
            will quickly do away with resistance. Now everyone can admit whether they want to
            contribute to the common goal or not.
         

      

      [image: Schlussanzeige]

   
      
         Copyright notice

         The original edition was published in 2020 by Campus Verlag with the title 
Do Epic Stuff! – Führung nach dem Ende des Change-Management.
         

         © Campus Verlag. All rights reserved.

         ISBN 978-3-593-51195-5  Print

         ISBN 978-3-593-44378-2  PDF

         ISBN 978-3-593-44377-5  EPUB

         Copyright © 2020. All rights reserved. Campus Verlag GmbH, Frankfurt am Main.

         Cover design: total italic, Thierry Wijnberg, Amsterdam/Berlin

         Cover illustration: © Shutterstock/Odua Images/Shutterstock/Jatupornpongchai

         Konvertierung in EPUB: le-tex publishing services GmbH, Leipzig

         www.campus.de

      

   
OEBPS/ebook-schlussanzeige.jpg
Firalle, die es wissen wollen.

Sind E-Books die
besseren Biicher?






OEBPS/cover.jpg
RENE ESTER-EN

Leaclership after
Change Management













