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Praise for

The Seven Habits

of Highly Effective People
by Stephen R. Covey

"Stephen Covey has written a remarkable book about the human
condition, so elegantly written, so understanding of our embedded
concerns, so useful for our organizational and personal lives, that
ifs going to be my gift to everyone I know."

—^Warren Bendshs, author of
On Becoming a Leader

/

"I've never known any teacher or mentor on improving personal
effectiveness to generate such an overwhelmingly positive reac
tion, ... This book captures beautifully Stephen's philosophy of
principles. I think anyone reading it will quickly understand the
enormous reactionIaridothers have had to Dr. Covey'steachings."

—John Pepper, President,
Procter and Gamble

"Stephen Covey is an American Socrates, opening yovu: mind, to
the 'permanent things'—^values, family, relationships, communi
cating."

—^Brian Tracy, author of
Psychology ofAchievement

"Stephen R. Covey's book teaches with power, conviction, and
feeling. Both the content and the methodology of these principles
form a solid foundation for effective communication. As an edu
cator, I find this book to be a significant addition to my library."

^WlLUAM RoLFE KeRR

Utah Commissioner of Higher Education



"Few students ofmanagement and organization—and people-
have thought as long and hard about first prindples as Stephen
Covey. In The Seven Habits of Highly Effective People, he offers us an
opportunity, not a how-to guide. The opportunity is to explore
ourselves and our impact on others and to do so by taking
advantage of his profound insights. It is a wonderful book that
could change your life."

—^Tom Peters, author of
In Sei^rch of Excellence

"The ethical basis for human relations in this book defines a way of
life, not just a methodology for succeeding at business. That it
works is apparent."

—Bruce L. Chrbtensen, President,
Public Broadcasting Service

"At a time when American organizations desperately need to
energize people andproduce leaders at all levels. Covey provides
anempowering philosophy for life thatisalso thebestguarantee of
success in business ... a perfect blend of wisdom, compassion,
and practical experience."

—^Rosabeth Moss Kanter

editor of the Harvard Business Review
and author of When Giants Leam to Dance

"I have learned so much from Stephen Covey over the years that
every time I sit down to write, I'm worried about subconscious
plagiarism! Seven HMtsis not pop psychology or trendyself-help.
It is splid wisdom and soimd principles."

—^Richard M. Eyre, author of
Life Balance and Teaching Children Values

"We wotdd do weU to make the reading and use of this book a
requirement foranyone at any level of public service. It would be
far more effective than any legislation regarding ethical conduct."

—^Senator Jake Gasn
first senator in space



"When Stephen Covey talks, executives listen."
—Dun's Business Month

"Stephen Covey's inspiration^ book wiU undoubtedly be the
psychology handbook of the '90s. The principles discussed are
universal and can be applied to every aspect of life. These
principles, however, are like an opera. They cannot simply be
performed, they must be rehearsed!"

—^Ariel Bybee, mezzo-soprano.
Metropolitan Opera

"I fotmd this book stimulating and thought-provoking. In fact, I
keep referring to it."

—^Richard M. DeVos

President, Amway

"Wirming is a habit. So is losing. Twenty-five years of experience,
thought, and research have convinced. Covey that seven habits
distinguish the happy, healthy, successful from those who fail or
who must sacrifice meaning and happiness for success in the
narrow sense."

—Ron Zemke, coauthor of
The Service Edge and Service America'

"Stephen R. Covey is a marvelous hiunan being. He writes
insightfully and he cares about people. The equivalent of an entire
library of success literature is foxmd in this one volume. The
principles he teaches in The Seven Habits of Highly Effective People
have made a real difference in my life."

—^Ken Blanchard, Ph.D.
author of The One-Minute Manager

"TheSeven Habits are keys to successfor people in all walks of life.
It is very thought-provoking."

—^Edward A. Brennan, Chairman, President and CEO,
Sears, Roebuck and Company



"Covey validates the durable truths as they apply to family,
business, and society in general, sparing us the psycho-babble that
pollutes so much of current literature on human relations. His
book is not a photograph, but a process, and should be treated as
such. He is neither an optimist nor a pessimist, but a possibilist,
who believes that we and we alone can open the door to change
within ourselves. There are many more than seven good reasons to
read this book."

—Steve Labunski, Executive Director,
International Radio & Television Society

"The Seven Habits of Highly Effective People is by now one of the
bestselling books of all time."

—Fortune Magazine

"I know of no one who has contributed more to helping leaders in
our society than Stephen R. Covey. . . . There is no literate person
in our society who would not benefit by reading this book and
applying its principles."

—Senator Orrin G. Hatch

"One of the greatest habits you can develop is to leam and
internalize the wisdom of Stephen Covey. He lives what he says
and this book can help you live, permanently, in the 'Winner's
Circie.' "

—^Dr. Denis Wattlev

author of The Psychology of Winning

"Ifs powerful reading. His principles of vision, leadership, and
human relations make it a practical teaching tool for business
leaders today. I highly recomanend it."

—^Nolan Archibald

President and CEO, Black & Decker



"The Seven Habits ofHighly Effective People suggests a disdplme for
our personal dealings with people which would be undoubtedly
valuable if people stopped to think about it."

—James C. Fletcher, Director, NASA

"A wonderful contribution. Dr. Covey has synthesized the habits
of our highest achievers and presented them in a powerful,easy to
use program. We now have a blueprint for opening the American
mind."

—Charles Garheld, author of Peak Performers

"Seven Habits is an exceptional book. It doesa better jobof inspiring
a person to integrate the different responsibilities in one's life—
personal, family, and professional—than any other book I have
read."

—^Paul H. Thompson, Dean,
Marriott School of Management, BYU,
and author of Novations

'Covey is hot and getting hotter."
—Business Week

"Goodbye, Dale Carnegie. Stephen Covey has had a profound
influence on my life. !His principles are powerful. They work. Buy
this book. Read it, and as you live the principles your life will be
enriched."

—^Robert G. Allen

author of Creating Wealth and Nothing Down

"In the '90s, America needs to imlock the door to increased
productivity both on a business and personal basis. The best way
to accomplish this goal is through enhancing the human resource.
Dr. Covey's Seven Habits provides the guidelines for this to
happen. TThese principles make great sense and are right on target
for the times."

—^F. G. "Buck" Rodgers

author of The IBM Way



"This book is filled with practical wisdom for people who want to
take control of their lives, their businesses and their careers. Each
time I read a section again I get new insights, which suggests the
messages are fundamental and deep." '

=—Gifford Pinchot ni

author of Intrapreneuring

"Most of my learning has come from modeling after other people
and what they do. Steve's book helps energize this modeling
process through highly effective research and examples."

—^Fran Tarkenton

NFL Hall of Fame quarterback

"Not only does the 'character ethic' win hands down every time
over the 'personality ethic' in the battle of effectiveness, it also will
bring greater fulfiUment and joy to individuals seeking meaning in
their personal and professional lives."

—Larry Wilson, author of
Changing the Game: The New Way to Sell

"Fxmdamentals are the key to success. Stephen Coviey is a master
of them. Buy his book, but most importantly, use it!"

—^Anthony Robbins

author of Unlimited Power

"Covey is the hottest self-improvement consultant to hit U.S.
business since Dale Carnegie."

—USA Today

"This book cont^s the kind of penetrating truth about human
rlature that is usually found only in fiction. At the end, you will feel
not only that you kiiow Covey, but also that he knows you/'

—Orson Scott Card

winner of the Hugo and Nebula Awards



"StephenCovey addsgreatvaluetoanyindividual ororganization,
not just throughhis words. Hisvision and integrity—^his personal
example—^move people beyond mere success."

—^Tom F. Crum, cofounder.
The Windstar Foundation, and author of
The Magic of Conflict

"With all the responisibilities and demands of time, travel, work,
and families placedupon us in today'scompetitive world, ifs a big
plus to have Stephen Covey*^ The Seven Habits of Highly Effective
People to refer to."

—^Marie Osmond

"In The Seven Habits ofHighly Effective People, Stephen Coveyserves
up a seven-course meal on how to take control of one's life and
become the complete, fulfilling person one envisions. It is a
satisfying, energetic, step-by-step book that is applicable for per
sonal and business progress."

—^Roger Staubach, NFL HaU of Fame quarterback

"The conclusions he draws in this book underscore the need to
restore the character ethic in our society. This work is a valuable
addition to the literature of self-help."

—^W. ClementStone, foimder. Success Magazine

"Stephen Covey's deliberate integration oflife andprinciples leads
to squaring inner thought and. outward behavior, resulting iii
personalas well as public integrity."

—Gregory J. Newell, U.S. Ambassador to Sweden

"Thisbook has the gift of being simple without being simplistic."
—^M. Scott Peck,

author of The Road Less Traveled

"I am reading it with profit. ... It is mostthoughtful and enlight
ening." •

—Norman Vincent Peale, author of
The Power of Positive Thinking
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Part One

FMADIGMS
and PRINCIPLES





Inside-Out

There is no real excellence in all this world

which can be separated from right living.

David Starr Jordan

IN MORE THAN 25 YEARS of working with people in business,
university, and marriage and family settings, I have come in

contact with many individuals who have achieved an incredible
degree of outward success, but have found themselves struggling
with an inner hunger, a deep need for personal congruency and
effectiveness and for healthy, growing relationships with other
people.

I suspect some oftheproblems they have shared with memay be
familiar to you.

I've set and met my career goals and I'm having tremendous professional
success. But it'scost me my personal and family life. I don't know my wife
and children any more. I'm not even sure I know myself and what's really
important to me. I've had to ask myself—is it worth it? .

I'vestarted a new diet—for the fifth time this year. I know I'moverweight,
and I really want to change. I read all the new information, I set goals, I
get myself all psyched up with a positive mental attitude and tell myself I
can do it. ButI don't. After a few weeks, I fizzle. I justcan'tseem to keep
a promise I make to myself.

I'vetaken course after course oneffective management training. I expect a
lot out of my employees and I work hard to be friendly toward them and to
treat them right. But I don't feel any loyalty from them. I think ifI were
home sick for a day, they'd spend most oftheir time gabbing at the water
fountain. Why can't I train them to be independent and responsible—or
findemployees who can be?
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My teenage son isrebellious and on drugs. No matter what I try, he won't
listen to me. What can I do?

There's so much to do. And there's never enough time. Ifeel pressured and
hassled all day, every day, seven days a week. I've attended time
management seminars and I've tried half a dozen different planning
systems. They've helped some, but I still don't feel I'm living the happy,
productive, peaceful life I want to live.

I want to teach my children the value of work. But to get them to do
anything, Ihave to supervise every move. . . and put up with complaining
eve^ step of the way. It's so much easier to do it myself. Why can't
children do their work cheerfully and without being reminded?

I'm busy—really busy. But sometimes I wonder if what I'm doing will
make any difference in the long run. I'd really like to think there was
meaning in my life, thatsomehow things were different because I was here.

I see my friends or relatives achieve some degree ofsuccess or receive some
recognition, and I smile and congratulate them enthusiastically. But
inside, I'm eating my heart out. Why do I feel this way?

I have a forceful personality. I know, in almost any interaction, I can
control the outcome. Most of the time, I can even do it by influencing
others to come upwith the solution I want. I think through each sitmtion
and I really feel the ideas I come up with are usually the best for everyone.
But Ifeel uneasy. I always wonder what other people really think ofme and
my ideas.

Mymarriage has gone flat. We don't fight oranything; we justdon't love
each other anymore. We've gone to counseling; we've tried a number of
things, but we just can't seem to rekindle the feeling we used to have.

These are deep problems, painful problems—problems that
quick fix approaches can't solve.

Afewyears ago, my wife Sandraand I werestruggling with this
kind of concern. One of our sons was havinga very difficult time
in school. He was doing poorlyacademically; he didn't even know
how to follow the instructions on the tests, let alone do well on
them. Socially he was immature, oftenembarrassing those closest
to him. Athletically, he was small, skinny, and uncoordinated—
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swinging his baseballbat, for example, almost before the ball was
even pitched. Others would laugh at him.

Sandra and I were consumed with a desire to help him. We felt
that if "success" were important in any area of life, it was
supremely important in our role as parents. So we worked on our
attitudes and behavior toward him and we tried to work on his. We
attempted to psych him up using positive mental attitude tech
niques. "Come on, son! You can do it!We know you can. Put your
hands a little higher on the bat and keep your eye on the ball. Don't
swing till it gets close to you." And if he did a little better, we
would go to great lengths to reinforce him. "Thafs good, son, keep
it up."

When others laughed, we reprimanded them. "Leave him alone.
Get off his back. He's just learning." And our son would cry and
insist that he'd never be any good and that he didn't like baseball
anyway.

Nothing we did seemed to help, and we were really worried. We
could see the effect this was having on his self-esteem. We tried to
be encouraging and helpful and positive,but after repeated failure,
we finallydrew backand tried to lookat the situation on a different
level.'

At this time in my professional role I was involved in leadership
development work with various clients throughout the country. In
that capacityI was preparing bimonthly programs on the subject of
communication and perception for IBM's Executive Development
Program participants.

As r researched and prepared these pJresentations, I became
particularly interested in how perceptions are formed, how they
govern the way we see, and how the way we see governs how we
behave. This led me to a study of expectancy theory and self-
fulfilling prophecies or the "Pygmalion effect," and to a reali2ation
of how deeply imbedded our perceptions are. It taught me that we
must look at the lens through whiA we see the world, as well as
at the world we see, and that the lens itself shapes how we
interpret the world.

As Sandra and I talked about the concepts I was teaching at
IBM and about our own situation, we began to realize that what
we were doing to help our son was not in harmony with the way
we really saw him. When we honestly examined our deepest
feelings, we realizedthat our perception was that he was basically
inadequate, somehow "behind." No matter how much we
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worked, on ovir attitude and behavior, our efforts were ineffective
because> despite our actions and our words, what we really
coimnunicated to him was, "You aren't capable. You have to be
protected."

Webegan to realizethat ifwe wanted to change the situation, we
firsthad to changeourselves. And to changeourselves effectively,
we first had to change our perceptions.

The Personality and Character Ethics

At the same time, in.addition to my research on perception, I
was also deeply immersed in an in-depth study of the success
literature published in the United States since 1776.1 was reading
or scarming literally htmdreds of books, articles, and essays in
fields such as self-improvement, popular psychology, and self-
help. At my fingertips was the simi and substance of what a free
and democratic people considered to be the keys to successful
living.

As my study took me back through 200 years of writing about
success, I noticed a startling pattern emerging in the content of the
literature. Because of our own pain, and because of similar pain I
had seen in the lives and relationships of many people I had
workedwith through the years, I began to feelmore and more that
muchof the success literature of the past 50years was superficial.
It wasfilled withsocial image consciousness, techniques and quick
fixes—^with social band-aids and aspirin that addressed acute
problems and sometimes evenappearedtosolve themtemporarily,
but' left the underlying chronic problems untouched to fester and
resurface time and again.

In stark contrast, almostall the literature in the first 150 years or
so focused on what could be called the Character Ethic as the
foundation of success—things like integrity, hiunility, fidelity,
temperance, courage, justice, patience, industry, simplicity, mod
esty, and the Golden Rule. Benjamin FranMin's autobiography is
representative of that literature. It is, basically, the story of one
man's effort to integratecertain principles and habits deep within
his nature.

The Character Ethic taught that there are basic principles of
effective living, and that people can only experience true success
and enduring happiness as they learn and integrate these princi
ples into their basic character.
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But shortly after World War I the basic view of success shifted
from the Character Ethic to what we might call the Personality
Ethic. Success became more a function of personality, of public
image, of attitudes and behaviors, skills and techniques, that
lubricate the processes of human interaction. This Personality
Ethic essentially took two paths: one was human and public
relations techniques, and the other was positive mental attitude
(PMA). Some of this philosophy was expressed in inspiring and
sometimes valid maxims such as "Your attitude determines your
altitude," "Smiling wins more friends than frowning," and
"Whatever the mind of man can conceive and believe it can

achieve."

Other parts of the personality approach were clearly manipula
tive, even deceptive, encouraging people to use techniques to get
other people to like them, or to fake interest in the hobbies of
others to get out of them what they wanted, or to use the "power
look," or to intimidate their way through life.

Some of this literature acknowledged character as an ingredient
of success,but tended to compartmentalizeit rather than recognize
it as foundational and catalytic. Reference to the Character Ethic
became mostly lip service; the basic thrust was quick-fix irtfluence
techniques, power strategies, communication skills, and positive
attitudes.

This Personality Ethic, I began to realize, was the subconscious
source of the solutions Sandra and I were attempting to use with
our son. As I thougl^t more deeply about the difference between
the Personality and Character Ethics, I realized that Sandra and I
had been getting socialmileage out of our children's good behavior,
and, in our eyes, this sort simply didn't measure up. Our image of
ourselves, and our role as good, caring parents was even deeper
than our image of our son and perhaps influertced it. There was a
lot more wrapped up irt the way we were seeing and handling the
problem than our cortcerrt for our son's welfare.

As Sandra artd I talked, we became painfully aware of the
powerful influence of our own character and motives and of our
perceptiort of him. We knew that social comparison motives were
out of harmony with our deeper values and could lead to condi
tional love and eventually to our son's lessened sertse of self-
worth. So we determined to focus our efforts on us—^not on our

techniques, but on our deepest motives and our perception of him.
Instead of trpng to change him, we tried to stand apart—to
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separate us from him—and to sense his identity, individuality,
separateness, ^d worth.

Through deep thought and the exerdse of faith and prayer, we
began to seeour son in terms of his own uniqueness. We sawwithin
him layers and layers of potential that would be realized at his own
pace and speed. We decided to relax and get out of his way and let
his own personality emerge. We saw our natural role as being to
affirm, enjoy, and value him. We also conscientiously worked on
our motives and cultivated internal sources of security so that our
own feelings of worth were not dependent on om children's
"acceptable" behavior..

As we loosened up our old perception of our son and developed
value-based motives, new feelings began to emerge. We found
ourselves enjoying him instead of comparing or judging him. We
stopped tr3ang to clone him in our own image or measure him
againstsocial expectations. Westopped tryingto kindly, positively
manipulate him into an acceptable social mold. Because we saw
him as fundamentally adequate and able to cope with life, we
stopped protecting him against the ridicule of others.

He had been nurtiued on this protection, so he went through
some withdrawal pains, which he expressed and which we ac-.
cepted, but did not necessarily respond to. "We don't need to
protect you," was the unspoken message. "You're fundamentally
okay."

As the weeks and months passed, he began to feel a quiet
confidence and affirmed himself. He began to blossom, at his own
pace and speed. He became outstanding as measured by standard
social criteria—academically, socially and athletically—at a rapid
clip, far beyond the so-called natwal developmental process. As
the years passed, he was elected to several student body leadership
positions, developed into an all-state athlete and started bringing
home straight A report cards. He developed an engaging and
guileless personality that has enabled him to relate in nonthreat-
ening ways to all kinds of people.

Sandra and I believe that our son's "socially impressive" accom
plishments were more a serendipitous expression of the feelings he
had about himself than merely a response to social reward. Hiis
was an amazing experience for Sandra and me, and a very
instructional one in dealing with our other children and in other
roles as well. It brought to oiu" awareness on a very personal level
'the vital difference between the Personality Ethic and the Character
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Ethic of success. The Psalmist expressed our conviction well:
"Search your own heart with all diligence for out of it flow the
issues of life."

Primary and Secondary Greatness

My experience with my son, my study of perception and my
reading of the success literature coalesced to create one of those
"Aha!" experiences in life when suddenly things click into place. I
was suddenly able to see the powerful impact of the Personality
Ethic and to clearly understand those subtle, often consciously
unidentified discrepanciesbetween what I knew to be true—some
things I had been taught manyyearsagoas a childand things that
were deep in my own irmer sense of value—^and the quick fix
philosophies that surrounded me every day. I understood at a
deeperlevel why, as I had worked through the years with people
from all walks of life, 1 had foimd that the things I was teaching
and knew to be effective were often at variance with these popular
voices.

I am not suggesting that elements of the Personality Ethic-
personality growth, communication skill training, and education in
the field of influence strategies and positive thinking—are not
beneficial, in fact sometimes essential for success. 1 believe they
are. But these are secondary, not primary traits. Perhaps, in
utilizing our human capacity to build on the foundation of gener
ations before us, we have inadvertently become so focused on our
own building that we have forgotten the foimdation that holds it
up; or in reaping forso longwherewe havenot sown, perhapswe
have forgotten the need to sow.

IfI try to use human influence strategiesand tactics ofhow to get
other .people to do what I 'want, to work better, to be more
motivated, to like me and each other—while my character is
fundamentallyflawed, marked by dupUdtyand insincerity—then,
in the long run, I carmot be successful. My duplicity will breed
distmst, and ever)M:hing I do—even using so-caUed good human
relations techniques—^will be perceived as manipulative. It simply
makes no difference how good the rhetoric is or even how good the
intentions are; if there is little or no trust, there is no foundation for
permanent success. Only basic goodness gives life to technique.

To focus on technique is like cramming your way through
school. You sometimes get by, perhaps even get good grades, but
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if you don't pay the price day in and day out, you never achieve
true mastery of the subjects you study or develop an educated
mind.

Did you ever consider how ridiculous it would be to try to cram
on a farm—^to forget to plant in the spring, play all summer and
then cram in the fall to bring in the harvest? The farm is a natural
system. The price must be paid and the process followed. You
always reap what you sow; there is no shortcut.

This principle is also true, ultimately, in human behavior, in
human relationships. They, too, are natural systems based on the
law of the harvest. In the short run, in an artificial social system
such as school, you may be able to get by if you leam how to
manipulate the man-made rules, to "play the game." In most
one-shot or short-lived human interactions, you can use the
Personality Ethic to get by and to make favorable impressions
through charm and skill and pretending to be interested in other
people's hobbies. Youcan pick up quick, easy techniques that may
work in short-term situations. But secondary traits alone have no
permanent worth in long-term relationships. Eventually, if there
isn't deep integrity and fundamental character strength, the chal
lenges of life will cause true motives to surface and hiunan
relationship failure will replace short-term success.

Many people with secondary greatness—^that is, socialrecogni
tion for their talents—^lack primary greatness or goodness in their
character. Sooner or later, you'U see this in every long-term
relationship they have, whether it is with a business associate, a
spouse, a friend, or a teenage child going through an identity
crisis. It is character that communicates most eloquently. As
Emerson once put it, "What you are shouts so loudly in my ears I
cannot hear what you say."

There are, of covirse, situations where people have character
strength but they lackcommimication skills, and that undoubtedly
affects the quality of relationships as well. But the effects are still
secondary.

In the last analysis, what we are communicates far more elo
quently than anything we say or do. We all know it. There are
people we trust absolutely because we know their character.
Whether thej^re eloquent or not, whether they have the human
relations techniques or not, we trust them, and we work success
fully with them.

In the words of William GeorgeJordan,."Into the hands of every
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individual is givena marvelous power for goodor evil—the silent,
xmconsdous, unseen influence of his life. This is simply the
constant radiation of what man really is, not what he pretends to
be."

The Power of a Paradigm

The Seven Habits of Highly Effective People embody many of
the fundamental principles of human effectiveness. These habits
are basic; they are primary. They represent the intemalization of
correct principles upon which enduringhappiness and success are
based.

But before we can really xmderstand these Seven Habits, we
need to understand our own "paradigms" and how to make a
"paradigm shift."

Both the Character Ethic and the Personality Ethic are examples
of social paradigms. The word paradigm comes from the Greek. It
was originally a scientific term, and is more commonly used today
to mean a model, theory, perception, assimiption, or frame of
reference. In the more general sense, it's the way we "see" the
world—^not in terms of our visual sense of sight, but in terms of
perceiving, xmderstanding, interpreting.

For our purposes, a simple way to understand paradigms is to
see them as maps. Weallknow that "the map is not the territory."
A map is simply an explanation of certain aspects of the territory.
Thafs exactly what a paradigmis. It is a theory, an explanation, or
model of something else.

Suppose you wanted to arrive at a specific location in central
Chicago. A street map of the citywouldbe a greathelp to you in
reaching your destination. Butsupposeyou weregiven the wrong
map. Through a printing error, the map labeled "Chicago" was
actually a map of Detroit. Can you imagine the frustration, the
ineffectiveness of trying to reach your destination?

You mightworkon your behavior—you couldtry harder, be more
diligent, double your speed. Butyour efforts would only succeed
in getting you to the wrong place faster.

You might work on your attitude—you could think more posi
tively; You stiU wouldn't get to the right place, but perhaps you
wouldn't care. Your attitude would be so positive, you'd be happy
wherever you were.

The point is, you'd still be lost. The fundamental problem has
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nothing to do with your behavior or your attitude. It has everything
to do with having a wrong map.

If you have the right map of Chicago, then diligence becomes
important, and when you encounter frustrating obstacles along the
way, f/ien attitude can make a real difference. But the first and most
important requirement is the accuracy of the map.

Each of us has many, many maps in our head, which can be
divided into two main categories: maps of the way things are, or
realities, and maps of the way things should be, or values. We interpret
everything we experience through these mental maps. We seldom
question their accuracy; we're usually even unaware that we have
them. Wesimply assume that the waywe see thingsis the waythey
really are or the way they should be.

And our attitudes and behaviors grow out of those assumptions.
The way we see things is the source of the way we thir^ and the
way-we act.

Before going any further, I invite you to have an intellectual and
emotional experience. Take a few seconds and just look at the
picture on the following page.

Now look at the picture on page 26 and carefully describe what
you see.

Do you see a woman? How old would you say she is? What does
she look like? What is she wearing? In what kind of roles do you
see her?

You probably would describe the woman in the second picture
to be about 25 years old—^very lovely, rather fashionable \yith a
petite nose and a demure presence. If you were a single man you
might like to take her out. If you were in retailing, you might lure
her as a fashion model.

But what if I were to tell you that you're wrong? What if I said
this picture is of a woman in her 60's or 70's who looks sad, has a
huge nose, and is certainly no model. She's someone you probably
would help across the street.

Who's right? Look at the picture again. you see the old
woman? If you can't, keep trying.. Can you see her big hook nose?
Her shawl?

If you and I were talking face to face, we could discuss the
picture. You could describe what you see to me, and I could talk to
you about what I see. We could continue to communicate Until you
clearly showed me what you see in the picture and I clearly
showed you what I see.

Because we can't do that, turn to page 45 and study the picture
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there and then look at this picture again. Can you see the old
woman now? It's important that you see her before you continue
reading.

I first encountered this exercise many years ago at the Harvard
Business School. The instructor was using it to demonstrate clearly
and eloquently that two people can see the same thing, disagree,
and yet both be right. It's not logical; its psychological.

He brought into the room a stack of large cards, half of which
had the image of the young woman you saw on page 25, and the
other half of which had the image of the old woman on page 45.

He passed them out to the class, the picture of the young woman
to one side of the room and the, picture of the old woman to the
other. He asked us to look at the cards, concentrate on them for
about ten seconds and then pass them back in. He then projected
upon the screen the picture you saw on page 26 combining both
images and asked the class to describe what they saw. Almost
every person in that class who had first seen the young woman's
image on a card saw the young woman in the picture. And almost
every person who had first seen the old woman's image on a card
saw an old woman in the picture.

The professor then asked one student to explain what he saw to
a student on the opposite side of the room. As they talked back and
forth, communication problems flared up.

"What do you mean, 'old lady'? She couldn't be more than 20 or
22 years old!"

"Oh, come on. You have to be joking. She's 70—could be
pushing 80!"

"What's the matter with you? Are you blind? This lady is young,
good looking. I'd like to take her out. She's lovely."

"Lovely? She's an old hag."
The arguments went back and forth, each person sure of, and

adamant in, hisprherposition. All ofthis occurred in spite ofone
exceedingly important advantage the students had—^most of them
knew early in the demonstration that another point of view did, in
fact, exist—something many of us would never admit. Neverthe
less, at first, only a few students really tried to see this picture from
another frame of reference.

After a period of futile communication, one student went up to
the screen and pointed to a line on the drawing. "There is the
young woman's necklace." The other one said, "No, that is the old
woman's mouth.",Gradually, they began to calmly discuss specific
points of difference, ajid finally one student, and then another.
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experienced sudden recognition when -the images of both came
into focus. Through continued calm, respectful, and specific com
munication, each of us in the room was finally able to see the other
point of view. But when we looked away and then back, most of us

•would immediately see the image we had been conditioned to see
in the ten-second period of time.

I frequently use this perception demonstration in working with
people and organizations because it 3delds so many deep insights
into both personal and interpersonal effectiveness. It shows, first
of all, how powerfully conditioning affects pur perceptions, our
paradigms. If ten secondscan have that kind of impacton the way
we see things, what about the conditioning of a lifetime? The
influences in our lives—^family, school, church, work environment,
friends, associates, and current social paradigms such as the
Personality Ethic—all have made their silent unconscious impact
on us and help shape our frame of reference, our paradigms, our
maps.

It also shows that these paradigms are the source of our attitudes
and behaviors. We cannot act with integrity outside of them. We
simply carmot maintain wholeness if we talk and walk differentiy
than we see. If you were among the 90 percent who typically see
the young woman in the composite picture when conditioned to
do so, you undoubtedly found it difficult to thirik in terms of
having to help her cross the street. Both your attitude about her arid
your behavior toward her had to be congruent with the way you saw
her.

This brings into focus one of the basic flaws of the Personality
Ethic. To try to change outward attitudes and behaviors does very
little good in the long run if we fail to examine the basic paradigms
from which those attitudes and behaviors flow.

This perception demonstration also shows how powerfully our
paradigms affect the way we interact with other people. As clearly
and objectively as we think we see things, we begin to realize that
others see them differentiyfrom their own apparentiy equally dear
and objective point of view. "Where we stand depends on where
we sit."

Each of us tends to think we see things as they are, that we are
objective. But this is not the case. We see the world, not as it is, but
as weare—or, as we are conditioned to see it. When we open our
mouths to describe what we see, we in effect describe ourselves,
our perceptions, our paradigms. When 9ther people disagree with
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US, we immediately think something is wrong with them. But, as
the demonstration shows, sincere, clearheaded people see things
differently, each looking through the unique lens of experience.

This does not mean that there are no facts; In the demonstration,
two individuals who initially have been influenced by different
conditioning pictures look at the third picture together. They are
nowbothlooking at thesame identical facts—^black lines andwhite
spaces—and they would both acknowledge these asfacts. But each
person's interpretation ofthese facts represents prior experiences,
and the facts have no meaning whatsoever apart from the inter
pretation.

The more aware we are of our basic paradigms, maps, or
assumptions, and the extent to which wehave been influenced by
our experience, the more we can take responsibility for those
paradigms, examine them, test them against reality, listen to
others and be open to their perc^tions, thereby getting a larger
picture and a far more objective view.

The Power of a Paradigm Shift

Perhaps the most important insight to be gained from the
perception demonstration isin thearea ofparadigm shifting, what
we might call the "Aha!" experience when someone finally "sees"
the composite picture in another way. The more bounda person is
by the initial perception, the more powerful the "Aha!" experience
is. Ifs as though a light were suddenly turned on inside.

The term paradigm-shift was introduced by Thomas Kuhn in his
highly influential landmark book. The Structure of Scientific
Revolutions. Kuhn shows how almost every significant break
through in the field of scientific endeavor is first a break with
tradition, with old ways of thinking, with old paradigms.

ForPtolerriy, the greatEgyptian astronomer, the earth was the
center of the imiverse. But Copernicus createda paradigm shift,
and a greatdeal of resistance and persecution as well, by placing
the sim at the center. Suddenly, everything took on a different
interpretation. ^

The Newtonianmodelof physicswas a clockwork paradigmand
is still the basis of modem engineering. But it was partial, incom
plete. The scientific world was revolutionized by the Einsteinian
paradigm, the relativity paradigm, which hadmuch higher predic
tive and explanatory value.
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Unta the germ theory was developed, a high percentage of
women and children died during chUdbirth, and no one could
understand why. In military skirmishes, more men were d5ring
from small woimds and diseases than from the major fraxunas on
the front lines. But as soon as the germ theory was developed, a
whole new paradigm, a better, improved way of understanding
what was happening made dramatic, significant medicalimprove
ment possible.

The United States today is the fruit of a paradigm shift. The
fraditional concept of government for centuries had been a mon
archy, the divine right of kings. Then a different paradigm was
developed—governmentof the people, by the people, and for the
people. And a constitutional democracy was bom, imleashing
fremendous human energy and ingenuity, and creatinga standard
ofliving, offreedom and liberty, ofii\fluence and hope unequaled
in the history of the world.

Not all paradigm shifts are in positive directions. As we have
observed, the shift from the Character Ethic to the Personality
Ethic has drawn us away from the very roots that nourish true
success and happiness.

But whether they shift us in positive or negative directions,
whether they are instantaneous or developmental, paradigmshifts
move us from one way of seeing the world to another. And those
shifrscreate powerful change. Our paradigms, corrector incorrect,
are the sources of our attitudes and behaviors, and ultimately our
relationships with others.

I remember a mini-paradigm shift I experienced one Sunday
morning on a subway in New York. People were sitting quietly—
some reading newspapers, some lost in thought, some resting with
their eyes closed. It was a calm, peaceful scene.

Then suddenly, a man and his children entered the subwaycar.
The children were sb loud and rambunctious that instantly the
whole climate changed.

The man sat down next to me and closed his eyes, apparently
oblivious to the situation. The children were yellingbackand forth,
throwing things, even grabbing people's papers. It was very
disturbing. And yet, the man sittingnext to me did nothing.

It was difficult not to feel irritated. I could not believe that he
could be so insensitive as to let his children run wild like that and
do nothing about it, taking no responsibility at all. It was easy to
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seethat everyone else on the subway felt irritated, too. Sofinally,
with what I feltwas unusual patienceand restraint, I turned to him
and said, "Sir, yourchildren are really disturbing a lot ofpeople. I
wonder if you couldn't control them a littie more?"

The man lifted his gaze as if to come to a consciousness of the
situation for the first time and said softly, "Oh, you're right. I guess
I should do something about it. We just came from the hospital
where their mother died about an hour ago. I don't know what to
think, and I guess theydon't know how to handle it either."

Can you imagine what I felt at that moment? My paradigm
shifted. Suddenly I saw things differentiy, and because I saw
differentiy, I thought differently, I felt differently, I behaved differ
ently. My irritation vanished. I didn't have toworry about control
ling myattitude ormybehavior; 'my heartwasfilled with theman's
pain. Feelings of sympathy and compassion flowed freely. "Your
wife justdied? Oh,I'msosorry! Can youtell meabout it? What can
I do to help?" Everything changed in an instant.

Many people experience a similar fundamental shift in thinking
when they face a life-threatening crisis and suddenly see,their
priorities in a different light, or when they suddenly step into a
new role, such as that of husband or wife, parent or grandparent,
manager or leader.

We could spend weeks, months, even years laboring with the
Personality Ethic trying to change our attitudes and behaviors and
noteven begin toapproach thephenomenon ofchange that occurs
spontaneously when we see things differentiy.

It becomes obvious that if we want to make relatively minor
changes in our lives, we can perhaps appropriately focus on our
attitudes and behaviors. But if we want to make significant,
quantum change, we need to work on our basic paradi^s.

In the words of Thoreau, "For every thousand hacking at the
leaves of evil, there is one striking at the root." We can only
achieve quantum improvements in our lives as wequit hackitig at
the leaves of attitude and behavior and get to work on the root, the
paradigms from which our attitudes and behaviors flow.

Seeing and Being

Ofcourse, not all paradigm shiftsare instantaneous. Unlike my
instant insight on the subway, the paradigm-shifting experience
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Sandra and I had with our son was a slow, difficult, and deliberate
process. The approach we had first taken with him was the
outgrowth of years of conditioning and experience in the Person
ality Ethic. It was the result of deeper paradigms we held about oiu:
own success as parents as well as the measure of success of our
children. And it was not until we changed those basic paradigms,
imtil we saw things differently, that we were able to create
quantum change in ourselves and in the situation.

In order to see our son differently, Sandra and 1 had to be
differently. Our new paradigm was created as we invested in the
growth and development of our own character.

Paradigms are inseparable from character. Being is seeing in the
human dimension. And what we see is highly interrelated to what
we are. We can't go very far to change our seeing without
simultaneously changing our being, and vice versa.

Even in my apparently instantaneous paradigm-shifting experi
ence that morning on the subway, my change of vision was a result
of-^and limited by—^my basic character.

I'm sure there are people who, even suddenly understanding
the tpie situation, wo^Jd have felt no more than a twinge of regret
or vague guilt as they continued to sit in en^barrassed silence
beside the grieving, confused man. On the other hand, I am
equally certain there are people who would have been far more
sensitivein the first place, who may have recogruzed that a deeper
problem existed and reached out to understand and help before I
did.

Paradigms are powerful because they create the lens through
which we see the world. The power of a paradigm shift is the
essential power of quantum change, whether that shift is an
instantaneous or a slow and deliberate process.

The Principle-Centered Paradigm

The Character Ethic is based on the fundamental idea that there
are principles that govern human effectiveness—natural laws in the
human dimension that are just as real, just as unchanging and
unarguably "there" as laws such as gravity are in the physical
dimension.

An idea of the reality-—and the impact—of these principles can
be captured in another paradigm-shifting experience as told by
Frank Koch in Proceedings, the magazine of the Naval Institute.
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Two battleships assigned to the training squadron had beenat sea
on maneuvers in heavy weather for several days. I was serving on
theleadbattleship and wason watch on thebridge asnightfell. The
visibUity waspoorwithpatchy fog, so the captain remained on the
bridge keeping an eye oh all activities.

Shortly after dark, thelookout onthe wing ofthe bridge reported,
"Light, bearing on the starboardbow."

"Is it steadyor moving astern?" the captain called out.
Lookout replied, "Steady, captain," which meant we were on a

dangerous collision course with that ship.
The captain then called to the signalman, "Signal that ship: We

are on a collisioncourse, advise you change course 20 degrees."
Back came a signal, "Advisable for you to change course 20

degrees."
The captain said, "Send, I'ma captain, change course 20 degrees."
"I'm a seaman second class," came the reply. "You had better

change course 20 degrees."
By that time, the captain was furious. He spat out, "Send, I'm a

battleship. Change course 20 degrees."
Backcame the flashing light, "I'm a lighthouse." •
We changed course.

The paradigm shift experienced bythecaptain—and byusaswe
readthisaccount—^puts the situation in a totally different light. We
can see a reality that is superceded by his limited perception—a
reality thatisascritical for us tounderstand inourdaily lives asit
was for the captain in the fog.

Principles arelike lighthouses. They are natural laws thatcarmot
be broken. As CecilB. deMille observed of the principles contained
in his monumental movie. TheTenCommandments, "It is impossible
for us to break the law. We can only break ourselves against the
law."

While individualsmay lookat their own livesand interactions in
terms of paradigms or maps emerging out of their experience and
conditioning, these maps arenot the territory. They area "subjec
tive reality," only an attempt to describe the territory.

The "objective reality," or the territory itself, is composed of
"lighthouse" principles that govern human growth and
happiness—^natural laws that are woven into the fabric of every
civilized society throughout history and comprise the roots of
every fainily andinstitution thathas endured and prospered. The
degree to which ourmental maps accurately describe the territory
does not alter its existence.
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The realityof such principlesor natural laws becomesobvious to
anyone who thinks deeply and examines the cycles of social
history. These principles surface time-and time again, and the
degree to which people in a society recognize and live in harmony
with them moves them toward either survival and stability or
disintegration and destruction.

The principles I am refermg to are not esoteric, mysterious, or
"religious" ideas. There is not one principle taught in this book
that is unique to any specific faith or religion, including my own.
These principles are a, part ofmostevery major enduring religion,
as well as enduring social philosophies and ethical systems. They
are self-evident and can easily be validated by any individual. Ifs
almost as if these principles or natural lawsare part of the human
condition, part of the human consciousness, part of the human
conscience. They seem to existin all human beings, regardless of
social conditioning and loyalty to them,eventhoughtheymightbe
submerged or numbed by such conditions or disloyalty.

I am referring, for example, to the principle of fairness, out of
which our whole concept ofequity and justice is developed. Little
children seem to have an innate sense of the idea of fairness even
apart from opposite conditioning experiences. There are vast
differences in how fairness is defined and achieved, but there is
almost universal awareness of the idea.

Otherexamples would include integrity and honesty. They create
the foimdation of trust which is essential to cooperation and
long-term personaland interpersonal growth.

Another principle is human dignity. The basic concept in the
UnitedStates Declaration of Independence bespeaks this value or
principle. "We hold these truths to be self-evident: that all men are
created equal and endowed by their Creator with certain inalien
able rights, that among these are life, liberty and the pursuit of
happiness."

Another principle is service, or the ideaofmaking a contribution.
Another is quality or excellence.

There is theprinciple ofpotential, theidea thatweareembryonic
and can growand develop and release more and more potential,
develop more and more talents. Highly related to potential is the
principle of growth—the process of releasing potential and devel-
oping talents, with the accompanjdng need for principles such as
patience, nurturanee, and encouragement.

Principles are not^practices. A practice is a specific activity or
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action. A practice that works in one circumstance will not neces
sarily work inanother, asparents who have tried toraise a second
childexactly like they did the first can readily attest.

While practices are situationally specific, principles are deep,
fimdamental truths that have xmiversal application. They apply to
individuals, to marriages, to families, to private and public organ
izations of every kind. When these truths are internalized into
habits, theyempower people to create a wide variety ofpractices to
deal with different situations.

Principles are notvalues. Agang ofthieves can share values, but
they are in violation of the fundamental principles we're talking
about. Principles are the territory. Values are maps. When we
value correct principles, we have truth—a knowledge of things as
they are.

Principles are guideliiies for human conduct that are proven to
have enduring, permanent value. Thej^re fundamental. They're
essentially unarguable because they are self-evident. One way to
quickly grasp the self-evident nature of principles is to simply
consider the absurdity of attempting to live an effective life based
on their opposites. I doubt that anyone would seriously consider
unfairness, deceit baseness, uselessness, mediocrity, or degener
ation to be a solid foundation for lasting happiness and success.
Although people may argue about how these principles are defined
or manifested or achieved, there seems to be an innate conscious
ness and awareness that they exist.

The more closely oiu' maps or paradigms are aligned with these
principles or natural laws, the more accurate andfunctional they
will be. Correct maps will infinitely impact our personal and
interpersonal effectiveness far more than any amoxmt of effort
expended on changing our attitudes and behaviors.

Principles of Growth and Change

The glitter of the Personality Ethic, the massive appeal, is that
there is some quick and easy way to achieve quality of life—
personal effectiveness and rich, deep relationships with other
people—without going through the natural process of work and
growth that makes it possible.

Ifs symbol witiiout substance. Ifs the "get rich quick" scheme
promising "wealth without work." And it might even appear to
succeed—but the schemer remains.
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The PersonalityEthicis illusoryand deceptive. And trying to get
high quality resvdts with its techniques and quickfixes is just about
as effective as tiying to get to some place in Qiicago using a map
of Detroit.

In the words of Erich Fromm, an astute observer of the roots and
fruits of the Personality Ethic:

Today we come aaoss an individual who behaves like an autom
aton, who does not know or understand himself, and the only
person that he knows is the person that he is supposed to be, whose
meaningless chatter has replaced communicative speech, whose
synthetic smile has replaced genuine laughter, and whose sense of
dull despair has taken the place of genuine pain. Two statements
may be said concerning this individual. One is that he suffers from
defects of spontaneity, and individuality which may seem to be
incurable. At the same time it may be said of him he does not differ
essentially from the millions of the rest of us who walk upon this
earth.

In all of Ufe, there are sequential stages of growth and develop
ment. A child leams to turn over, to sit up, to crawl, and then to
walk and run. Each step is important and each one takes time. No
step can be skipped.

This is true in all phases of life, in all areas of development,
whether it be learning to play the piano or communicateeffectively
with a working associate. It is true with individuals, with mar
riages, with families, and with organizations.

We know and accept this fact or principle of process in the area of
physical things, but to understand it in emotional areas, in hvunan
relations, and even in the ^ea of personal character is less common
and more difficult. And even if we understand it, to accept it and
to live in harmony with it are even less common and more difficult.
Consequently, we sometimes look for a shortcut, expecting to be
able to skip some of these vital steps in order to save time and effort
and still reap the desired result.

But what happens when we attempt to shortcut a natural
process in our growth and development? If you are only an
average termis player but decide to play at a higher level in order
to make a better impression, what will result? Would positive
thitUdng alone enable you to compete effectively against a pro
fessional?

What if you were to lead yoiw Mends to believe you could play
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the piano at cWert hall level while your actual present skill was
that of a beginner?

The answers are obvious. It is simply impossible to violate,
ignore, or shortcut this development process. It is contrary to
nature, and attempting to seek such a shortcut only results in
disappointment and frustration.

On a ten-point scale, if I amat level two in anyfield, and desire
to move to level five, I must first take the step toward level three.
"A thousand-mile journeybegins with the first step" and canonly
be taken one step at a time.

Ifyou don't leta teacher know at what level you are—by asking
a question, or revealing your ignor^ce—you will not learn or
grow. You cannot pretend for long, for 5rau will eventually be
found out. Admission of ignorance is often the first step in our
education. Thoreau taught, "How can we remember our igno
rance, which our growth requires, when we are using our knowl
edge all the time?"

I recall one occasion when two young women, daughters of a
friend of mine, came to me tearfully, complaining about their
father's harshness and lack of understanding. They were afraid to
open up with their parents for fear of the consequences. And yet
they desperately needed their parents' love, understanding, and
guidance.

I talked with the father and found that he was intellectually
aware of what was happening. But while he admitted he had a
temper problem, he refused to take responsibility for it and to
honestly accept the fact that hisemotional development level was
low. It was morethan his pride couldswallow to take the firststep
toward change. '

Torelate effectively with a wife, a husband, children, friends, or
working associates, we must leam to listen. And this requires
emotional strength. Listening involves patience, openness, and
the desire to understand—highly developedqualities of character.
It's so much easier to operate from a low emotional level and to
give high-level advice.

Our level of development is fairly obvious with tennis or piano
playing, where it is impossible topretend. But it isnotsoobvious
in the areas of character and emotional development. We can
"pose" and "put on" for a stranger or an associate. We can
pretend. And for a while we can get by with it—at least in public.
We might even deceive ourselves. Yet I believe that most of us
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know the truth of whatwe really are inside; and I think many of
those we live with and work with do as well.

I have seen the consequences of attempting to shortcut this
natural process of growth often in the business world, where
executives attempt to "buy" a new culture of improved productiv
ity, quality, morale, and customer service with strong speeches,
smile training, and external interventions, or through mergers,
acquisitions, and friendly or unfriendly takeovers. Butthey ignore
the low-trust climate produced by such manipulations. When
these methods don't work, they look for other Personality Ethic
techniques that will—all the time ignoring and violating the natu
ral principles and processes on,which a high-trust culture is
based.

1remember violating thisprinciple myself asa father many years
ago. OnedayI returned home to mylittle girl's third-year birthday
partyto find herin thecomer ofthefront room, defiantly clutching
all of her presents, unwilling to let the other children play with
them. The first thing I nQticed was several parents in the room
witnessing this selfish display. I was embarrassed, ^nd doubly so
because at the time I was teaching university classes in htmian
relations. And I knew, or at least felt, the expectation of these
parents.

The atmosphere in the room was really charged—the children
were crowding around my little daughter with their hand^ out,
asking to play with the presents they had just given, and my
daughter was adamantly refusing. I said to myself, "Certainly I
should teach mydaughter to share. The value of sharing is one of
the most basic things we believe in."

So I first tried a simple request. "Honey, would youplease share
with your friends the toys they've given you?"

"No,'' she replied flatly.
My second method was to use a little reasoning. "Honey, ifyou

learn to share your toys with them when they are at your home,
then when you go to their homes they will share their toys with
you."

Again, the immediate reply was "No!"
I was becoming a little more embarrassed, for it was evident I

was having no influence. The third method was bribery. Very
soffly I said, "Honey, if you share, I've got a special surprise for
you. I'll give you a piece of gum."



INSlDE-OUT 39

"I don't want gum!" she exploded.
Now I was becoming exasperated. For my fourth attempt, I

resorted to fear and tiireat. "Unless you share, you will be in real
trouble!"

"I don't care!" she cried. "These are my things. I don't have to
share!" ^

Finally, I resorted to force. I merely took some of the toys and
gave them to the other kids. "Here, kids, playwith these."

Perhaps my daughter needed the experience of possessing the
things before she could give them. (In fact, unless I possess
something, can I ever really give it?) Sheneeded me as her father
to have a higher level of emotional maturity to give her that
experience.

But at that moment, I valued the opinion those parents had of
me more than the growth and development of my child and our
relationship together. I simply madean initial judgmentthat I was
right; she should share, and she was wrong in not doing so.

Perhaps I superimposed a higher-level expectation on her simply
because/on my own scale I was at a lower level. I was unable or
imwilling to givepatience or understanding, so I expected her to give
things. In an attempt to compensate for my deficiency, I borrowed
strength from myposition and authority and forced her to do what
I wanted her to do.

Butborrowing strength builds weakness. It builds weakness in
the borrower because it reinforces dependence on external factors
to get things done. It builds weakness in the person forced to
acquiesce, stunting the development of independent reasoning,
growth, and internal discipline. Andfinally, it builds weakness in
the relationship. Fear replaces cooperation, and both people in
volved become more arbitrary and defensive.

And what happens when the source ofborrowedstrength—be it
superior sizeor physical strength, position, authority, credentials,
status symbols, appearance, or past achievements—changes or is
no longer there?

Had I been more mature, I could have relied on my own intrinsic
strength—^my understanding of sharing and of growth and my
capacity to love and nurture—and allowed mydaughter to make a
free choice as to whether she wanted "to share or not to share.
Perhaps afterattempting to reason with her, I could have turned
the attention of the children to an interesting game, taking all that
emotional pressure off my child. I've learned that once children
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gain a sense of real possession, they share very naturally/freely,
and spontaneously.

My experience has been that there are times to teach and times
not to teach. When relationships are strained and the air charged
with emotion, an attempt to teach is often perceived as a form of
judgment and rejection. But to take the child alone, quietly, when
the relationship is good and to discuss the teaching or the value
seems to have much greater impact. It may have been that the
emotional maturity to do that was beyond my levelof patienceand
internal control at the time.

Perhaps a sense of possessing needs to come before a sense of
genuine sharing. Many people who give mechanically or refuse to
give and share in their marriages and families may never have
experienced what it means to possess themselves, their own sense
of identity and self-worth. Really helping our children grow may
involvebeingpatient enough to allowthem the sense ofpossession
as wellas being wiseenough to teachthem the value of givingand
providing the example ourselves.

The Way We See the Problem Is the Problem

People are intrigued when they see good things happening in
the lives of individuals, families, and organizations that are based
on solid principles. They admire such personal strength and
maturity, such family unity and teamwork, such adaptive syner-
gistic organizational culture.

And their immediate request is very revealing of their basic'
paradigm. "How do you do it? Teach me the techniques." What
the/re reallysayingis, "Giveme somequickfix adviceor solution
that will relieve the pain in my own situation."

They will find people who will meet their wants and teach these
things; and for a short time, skills and techniques may appear to
work. Theymay eliminate someof the cosmetic or acute problems
through social aspirin and band-aids.

But the imderl5ang chronic condition remains, and eventually
new acute sjnnptoms will appear. The more people are into quick
fix and focus on the acute problems and pain, the more that very
approach contributes to the xmderlying chronic condition.

The way we see the problem is the problem.
Look againat someof the concerns that introduced thischapter,

and at the impact of Personality Ethic thinking.



INSIDE-OUT 41

I've taken course aftercourse on effective management training. I expect a
lotout ofmyemployees and I work hard tobefriendly toward them and to
treat them right. But I dtm'tfeel any loyalty from them: I think if I were
home sick for a day, they'd spend most of their time gabbing at thewater
fountain. Why can't I train them to be independent and responsible^-or
find employees who can be?

The Personality Ethic tells me I could take some kind of dramatic
action—shake things up, make heads roll—that would make my
employees shape up and appreciate what they have. Or that I
could find some motivational training program that would get
them committed. Or even that I could hire new people that would
do a better job.

But is it possible that under that apparently disloyal behavior,
these employees question whether I reallyact in their best interest?
Do they feel like I'm treating them as mechanical objects? Is there
some truth to that?

Deep inside, is that really the way I see them? Is there a chance
the way I look at the people who work for me is part of the
problem?

There's so much todo. And there'sneverenough time. Ifeel pressured and
hassled all day, every day, seven days a week. I've attended time
management seminars and I've tried half a dozen different planning
systems. They've helped some, but I still don'tfeel I'm living the happy,
productive, peaceful life I want to live.

The Personality Ethic tells me there must be something out
there—some new planner or seminar that will help me handle all
these pressures in a more efficient way.

But is there a chance that efficiency is not the answer? Is getting
more things done in less time going to make a difference—or will
it just increase the pace at which I react to the people and
drciunstances that seem to control my life?

Could there be something I need to see in a deeper, more
fundamental way—some paradigm within myself that affects the
way I see my time, my life, and my own nature?

My marriage hasgoneflat. ]Ne don't fight or anything;wejust don't love
each other anymore. We've gone to counseling; we've tried a number of
things, but we just can't seem to rekindle the feeling we used to have.
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The Personality Ethic tells me there must be some new book or
some seminar where people get all their feelings out that would
help my wife imderstand me better. Or maybe that it's useless, and
only a new relationship wiD provide the love I need.

But is it possible that my spouse isn't the real problem? Could I
be empowering my spouse's weaknesses and making my life a
function of the way I'm treated?

Do I have some basic paradigm about my spouse, about mar
riage, about what love really is, that is feeding the problem?

Can you see how fundamentally the paradigms of the Person
ality Ethic affect the very way we see our problems as well as the
way we attempt to solve them?

Whether people see it or not, many are becoming disillusioned
with the empty promises of the Personality Ethic. As I travel
around the country and work with organizations, I find that
long-term thinking executives are simply turned off by psych up
psychology and "motivational" speakers who have nothing more
to share than entertaining stories mingled with platitudes.

They want substance; they want process. They want more than
aspirin and band-aids. They want to solve the chronic underlying
problems and focus on the principles that bring long-term results.

A New Level of Thinking

Albert Einstein observed, "The significant problems we face
cannot be solved at the same level of thinking we were at when we
created them,"

As we look around us and within us and recognize the problems
created as we live and interact within the Personality Ethic, we
begin to realize that these are deep, fundamental problems that
carmot be solved on the superficial level on which they were
created.

We need a new level, a deeper level of thinking—a paradigm
based on the principles that accurately describe the territory of
effective human being and interacting—to solve these deep con
cerns.

This new level of thinking is what Seven Habits ofHighly Effective
People is about. Ifs a principle-centered, character-based, "inside-
ouf' approach to personal and interpersonal effectiveness.

"Inside-out" means to start first with self; even more fundamen-
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tally, to start with the most inside part of self—^with your para
digms, your character, and your motives.

It says if you want to have a happy marriage, be the kind of
person who generates positive energy and sidesteps negative
energy rather than empowering it. If you want to have a more
pleasant, cooperative teenager, be a more understanding, em-
pathic, consistent, loving parent. If you want to have more freedom,
more latitude in yourjob, be a more responsible, a more helpful, a
more contributing employee. If you want to be trusted, be trust
worthy. If you want the secondary greatness of recognized talent,
focus first on primary greatness of character.

The inside-out approach says that private victories precede
public victories, that making and keeping promises to ourselves
precedes making and keeping promises to others. It says it is futile
to put personality ahead of character, to try to improve relation
ships with others before improving ourselves.

Inside-out is a process—a continuing process of renewal based
on the natural laws that govern hurrian growth and progress. It's
an upward spiral of growth that leads to progressively higher
forms of responsible independence and effective interdependence.

I have had the opportunity to work with many people—
wonderful people, talented people, people who deeply want to
achieve happiness and success, people who are searching, people
who are hurting. I've worked with business executives, college
students, church and civic groups, families and marriage partners.
And in all of my experience, I have never seen lasting solutions to
problems, lasting happiness and success, that came from the
outside in.

What I have seen result from the outside-in paradigm is unhappy
people who feel victimized and immobilized, who focus on the
weaknesses of other people and the circumstances they feel are
responsible for their own stagnant situation. I've seen imhappy
marriages where each spouse wants the other to change, where
each is confessing the other's "sins," where each is tr)ang to shape
up the other. I've seen labor management disputes where people
spend tremendous amounts of time and energy trying to create
legislation that would force people to act as though the foundation
of trust were really there.

Members of our family have lived in three of the "hottest" spots
on earth—South Africa, Israel, and Ireland—and I bdieve the
source of the continuing problems in each of these places has-been
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the dominant sodal paradigm of outside-in. Each involved group is
convinced the problem is "out there" and if "they" (meaning
others) would "shape up" or suddenly "ship out" of existence, the
problem wouldbe solved.

Inside-out is a dramatic paradigm shift for most people, largely
because of the powerful impact of conditioning and the current
social paradigm of the Personality Ethic.

But from my own experience—both personal and in working
with thousands of other people—and from careful examination of
successful individuals and societies throughout history, I am
persuaded that many of the principles embodied in the Seven
Habits are already deep within us, in our consdeiice and our
common sense. To recognize £m,d develop them and to use them in
meeting our deepest concerns, we need to think differently, to shift
otir paradigms to a new, deeper, "inside-out" level.

As we sincerely seek to understand and integrate these princi
ples into our lives, I am convinced we will discover and rediscover
the truth of T. S. Eliofs observation: \

We must not cease from exploration and theend ofall our exploring will be
to arrive where we began and to know the place for thefirst time.
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The Seven Habits-

An Overview

Weare what we repeatedly do.
Excellence, then, is not an act, but a habit.

Aristotle

OUR CHARACTHi, BASICALLY, is acompositc of OUT habits. "Sow a
thought, reap an action; sow an action, reap a habit; sow a

habit, reap a character; sow a character, reap a destiny," the maxim
goes.

Habits are powerful factors in our lives. Because they are
consistent, often unconscious patterns, they constantly, daily,
express our character and produce our effectiveness ... or inef
fectiveness.

As Horace Mann, the great educator, once said, "Habits are like
a cable. We weave a strand of it everyday and soon it cannot be
broken." I personally do not agree with the last part of his
expression. I know they can be broken. Habits can be learned and
unlearned. But I also know it isn't a quick fix. It involves a process

. and a tremendous commitment.

Those of us who watched the lunar voyage of Apollo 11 were
transfixed as we saw the first men walk on the moon and return to

earth. Superlatives such as "fantastic" and "incredible" were
inadequate to describe those eventful days. But to get there, those
astronauts literally had to break out of the tremendous gravity pull
of the earth. More energy was spent in the first few minutes of
lift-off, in the first few miles of travel, than was used over the next
several days to travel half a million miles.

Habits, too, have tremendous gravity pull—^mpre than most
people reailize or would admit. Breaking deeply imbedded habitual
tendencies such as procrastination, impatience, criticalness, or
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selfishness that violate basic principles of human effectiveness
involves more than a little willpower and a few minor changes in
our lives. "Lift off" takes a tremendous effort, but once we break
out of the gravity pull, our freedom takes on a whole new
dimension.

Like any natural force, gravity pull can work with us or against
us. The gravity pull of some of our habits may currently be keeping
us from going where we want to go. But it is also gravity pull that
keeps our world together, that keeps the planets in their orbits and
our imiverse in order. It is a powerful force, and if we use it
effectively, we can use the gravity pull of habit to create the
cohesiveness and order necessary to establish effectiveness in our
lives.

''Habits" Dehned

For our purposes, we will define a habit as the intersection of
knowledge, skill, and desire.

Knowledge is the theoretical paradigm, the what to do and the
why. Skill is the how to do. And desire is the motivation, the want to
do. In order to make something a habit in our lives, we have to
have all three.

I may be ineffective in my interactions with my work associates,
my spouse, or my children because I constantly tell them what I
think, but I never really listen to them. Unless I search out correct
principles of human interaction, I may not even know I need to
listen.

Even if I do know that in order to interact effectively with others
I really need to listen to them, I may not have the sl^l. I may not
know how to really listen deeply to another human being.

But knowing I need to listen and knovnng how to listen is not
enough. Unless I want to listen, unless I have the desire, it won't be
a habit in my life. Creating a habit requires work in all three
dimensions.

The being/seeing change is an upward process—being changing
seeing, which in turn changes being, and so forth, as we move in
an upward spiral of growth. By working,on knowledge, skill, and
desire, we can break through to new levels of personal and
interpersonal effectiveness as we break wath old paradigms that
may have been a source of pseudo-security for years.

Ifs sometimes a painful process. Ifs a change that has to be
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SkiUs
(how to)

. Knowledge
(what to, why to)

HABITS

Desire
(want to)

EFFECTIVE HABITS

Internalized principles and patterns ofbehavior

motivated by a higher purpose, by the willingness to subordinate
what you think you want now for what you want later. But this
process produces happiness, "the object and design of our exist
ence." Happiness can be defined, in part at least, as the fruit of the
desire and ability to sacrifice what we want now for what we want
eventually.

The Maturity Continuum

The Seven Habits are not a set of separate or piecemeal psych-up
formulas. In harmony with the natural laws of growth, they
provide an increment^, sequential, highly integrated approach to



THE SEVEN HABITS—AN OVERVIEW 49

the development of personal and interpersonal effectiveness. They
move us progressively on a Maturity Continuum from dependence
to independence to interdependence.

We each begin life as an infant, totally dependent on others. We
are directed, nurtured, and sustained by others. Without this
nurturing, we would only live for a few hours or a few days at the
most.

Then gradually, over the ensuing months and years, we become
more and more independent—physically, mentally, emotionally,
and financially—until eventually we can essentially take care of
ourselves, becoming inner-directed and self-reliant.

As we continue to grow and mature, we become increasingly
aware that all of nature is interdependent, that there is an ecological
system that governs nature, including society. We further discover
that the higher reaches of our nature have to do with our
relationships with others—^that human life alsfo is interdependent.

Our growth from infancy to adulthood is in accordance with
natural law. And there are many dimensions to growth. Reaching
our full physicalmaturity, for example, does not necessarilyassure
us of simultaneous emotional or mental maturity. On the other
hand, a person's physical dependence does not mean that he or
she is mentally or emotionally immature.

On the maturity continuum, dependence is the paradigm of
you—you take care of me; you come through for me; you didn't
come through; I blame you for the results.

Independence is the paradigm of I—Ican do it; I am responsible; I
am self-reliant; I can choose.

Interdependence is the paradigm of we—we can do it; we can
cooperate; we can combine our talents and abilities and create
something greater together.

Dependent people need others to get what they want. Indepen
dent people can get what they want through their own effort.
Interdependent people combine their own efforts with the efforts
of others to achieve their greatest success.

If I were physically dependent—^paralyzed or disabled or limited
in some physical way—^I would need you to help me. If I were
emotionally dependent, my sense of worth and security would
come from your opinion of me. If you didn't like me, it could be
devastating. If I were intellectually dependent, I would count on
you to do my thirJdng for me, to think through the issues and
problems of my life.
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If I were independent, physically, I covild pretty well make it on
my own. Mentally, I could think my own thoughts, I could move
from one level of abstraction to another. I could think creatively
and analytically and organize and express my thoughts in under
standable ways. Emotionally, I would be validated from within. I
would be iimer directed. My sense of worth would not be a
function of being liked or treated well.

Ifs easy to see that independence is much more mature than
dependence. Independence is a majorachievement in and ofitself.
But independence is not supreme.

Nevertheless, the current social paradigm enthrones indepen
dence. It is the avowed goal of many individuals and social
movements. Most of the self-improvement material puts indepen
dence on a pedestal, as though commimication, teamwork, and
cooperation were lesser values.

But much of our current emphasis on independence is a reaction
to dependence—to havingothers controlus, defineus, use us, and
manipulate us.

The little understood concept of interdependence appears to
many to smack of dependence, and therefore, we find people,
often for selfish reasons, leaving their marriages, abandoning their
children, and forsaking all kinds of social responsibility—all in the
name of independence.

The kind of reaction that results in people "throwing off their
shackles," becoming "liberated," "asserting themselves," and
"doing ^eir own thing" often reveals more fimdamental depen
dencies that carmot be nm away from because they are internal
rather than external—dependencies suchas letting the weaknesses
of other people ruin our emotional lives or feeling victimized by •
people and events out of our control.

Of course, we may need to change our circumstances. But the
dependence problem is a personal maturity issue that has little to
do with dramistances. Even with better circumstances, immaturity
and dependence often persist.

True independence of character empowers us to act rather than
be acted upon. It frees us from our dependence on circumstances
and other people and is a worthy, liberating goal. But it is not the
ultimate goal in effective living.

Independent thiriking alone is not suited to interdependent
reality. Independent people who do not have the maturity to think
and act interdependently may be good individual producers, but
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they won't be good leaders or team players. They're not coming
from the paradigm of interdependence necessary to succeed in
marriage, family, or organizational reality.

Life is, by nature, highly interdependent. To try to achieve
maximum effectiveness throughindependence is like tryingto play
tennis with a golfclub—the tool is not suited to the reality.

Interdependence is a far more mature, more advanced concept.
IfI amphysically interdependent, Iamself-reliant andcapable, but
I also reaUze that you and I working together can accomplish far
more than, even at my best, I could accomplish alone. If I am
emotionally interdependent, I derive a great sense of worth within
myself, but I also recognize the need for love, for giving, and for
receivinglove from others. If I am intellectually interdependent, I
realize that I need the best thinkingof other people to joinwith my
own.

As an interdependent person, I have the opportunity to share
myself deeply, meaningfully, with others, and I have access to the
vast resources and potential of other human beings.

Interdependence is a choice orUy independent people can make.
Dependent people cannot chooseto become interdependent. They
don't have the character to do it; they don't own enough of
themselves.

That's why Habits 1, 2, and 3 in the following chapters deal with
self-mastery. They move a person from dependence to indepen
dence. They are the "Private Victories," the essence of character
growth. Private victories precede public victories. You can't invert that
process an)miore than you can harvest a crop before you plant it.
it's inside-out.

As you become truly independent, you have the foundation for
effective interdependence. You have the character base from which
you can effectivelywork on the more personality-oriented "Public
Victories" of teamwork, cooperation, and communication in Habits
4, 5, and 6.

That does not mean you have to be perfect in Habits 1, 2, and 3
beforeworking on Habits 4, 5, and 6. Understanding the sequence
will help you manage your growth "more effectively, but I'm not
suggesting that you put yourself in isolation for several years tmtil
you fully develop Habits 1, 2, and 3.

As part of an interdependent world, you have to relate to that
world every day. But the acute problems of that world can easily
obscure the chronic character causes. Understanding how what
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youare impacts every interdependent interaction will help you to
focus yourefforts sequentially, in harmony withthe naturallawsof
growth.

Habit 7 is the habit of renewal—a regular, balanced renewal of
the four basic dimensions of life. It circles and embodies all the
other habits. It is the habit of continuous improvement that creates
the upward spiral of growth that lifts you to new levels of
understandingand living eachof the habitsas you come around to
them on a progressively higher plane.*

The diagram on the next page is a visual representation of the
sequence and the interdependence oftheSeven Habits, and will be
used throughout this book as we explore both the sequential
relationship between the habits and also their synergy—how, in
relating to each other, they create bold new forms of each other
that add even more to their value. Each concept or habit will be
highlighted as it is introduced.

Effectiveness Defined

The Seven Habits are habits of effectiveness. Because they are
based on principles, theybring the maximum long-term beneficial
results possible. They become the basis of a person's character,
creating an empowering center of correct maps from which an
individual can effectivelysolve problems, maximize opportunities,
and continually learn and integrate other principles in an upward
spiral of growth.

Theyare alsohabits of effectiveness becausethey are based on a
paradigm of effectiveness that is in harmonywith a natural law, a
principle I call the "P/PC Balance," which many people break
themselves against. This principle can be easily xmderstood by
remembering Aesop's fable of the goose and the golden egg.

This fable is the story of a poor farmer who one day discovers in
the nest of his pet goose a glitteringgolden egg. At first, he thinks
it must be some kind of trick. But as he starts to throw the egg
aside, he has second thoughts and takes it in to be appraised
instead.

The egg is ptire gold! The farmer can't believe his good fortune.
He becomes even more incredulous the following day when the
experience is repeated. Day after day, he awakens to rush to the

*If you would liketo receive a complimentary self-scoring SevenHabitsPersonal Feedback
Profileto help you evaluate your current level of effectiveness, please call:1-800-255-0777.
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nest and find another golden egg. He becomes fabulously wealthy;
it Jill seems too good to be true.

But with his increasing wealth comes greed and impatience.
Unable to wait day after day for the golden eggs, the farmer
decides hewill kill ^e goose and get them all atonce. But when he
opens the goose, he finds it empty. There are no golden eggs—and
now there is no way to get any more. The farmer has destroyed the
goose that produced them.

I suggest that within this fable is a natural law, a principle—^the
basic definition of effectiveness. Mdst people see effectiveness
from the golden egg paradigm: the more you produce, the more
you do, the more effective you are.

But as the story shows, true effectiveness is a function of two
things: what is produced (the golden eggs) and this producing asset
or capacity to produce (the goose).

If you adopt a pattern of life that focuses on golden eggs and
neglects the goose, you will soon be without the asset that
produces golden eggs. On the other hand, if you only take care of
the goose with no aim toward the golden eggs, you soon won't
have the wherewithal to feed yourself or the goose.

Effectiveness lies in the balance—^what I call the P/PC Balance. P

stands for production of desired results, the golden eggs. PC stands
for production capability, the ability or asset that produces the golden
eggs.

Three Kinds of Assets

Basically, there are three kinds of assets: physical, financial, and
human. Lefs look at each one in turn.

A few years ago, I purchased a physical asset—a power lawn-
mower. I used it over and over again without doing anything to
maintain it. The mower worked well for two seasons, but then it
began to break down. When I tried to revive it with service and
sharpening, I discovered the engine had lost over half its original
power capacity. It was essentially worthless.

Had I invested in PC—^in preserving and maintaining the asset—
I would still be enjo)dng its P—the mowed lawn. As it was, I had
to spend far more time and money replacing the mower than I ever
would have spent, had I maintained it. It simply wasn't effective.

In our quest for short-term returns, or results, we often ruin a
prized physical asset—a car, a computer, a washer or dryer, even
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our body or our environment. Keeping P and PC in balance makes
a tremendous difference in the effective use of physical assets.

It also pow^erfully impacts the effective use of financial assets.
How often do people confuse principal with interest? Have you
ever invaded principal to increase your standard of living, to get
more golden eggs? The decreasing principal has decreasing power
to produce interest or income. And the dwindling capital becomes
smaller and smaller until it no longer supplies even basic needs.

Our most iiiiportant financial asiset is our own capacity to earn.
If we don't continually invest in improving our own PC, we
severely limit our options. We're locked into our present situation,
running scared of our corporation or our boss's opinion of us,
economically dependent and defensive. Again, it simply isn't
effective.

In Ae human area, the P/PC Balance is equally fundamental, but
even more important, because people control physical and financial
assets.

When two people in a marriage are more concerned about
getting the golden eggs, the benefits, than they are in preserving
the relationship that makes them possible, they often become
insensitive and inconsiderate, neglecting the little kindnesses and
courtesies so important to a deep relationship. They begin to use
control levers to manipulate each other, to focus on their own
needs, to justify their own position and look for evidence to show
the wrongness of the other person. The love, the richness, the
softness and spontaneity begin to deteriorate. The goose gets
sicker day by day.

And what about a parent's relationship with a child? When
children are little, they are very dependent, very vulnerable. It
becomes so easy to neglect the PC work—the training, the com
municating, the relating, th^ listening. Ifs easy to take advantage,
to manipulate, to get what )fou want the way you want it—right
now! You're bigger, you're smarter, and you're right! So why not
just tell them what to do? If necessary, yell at them, intimidate
them, insist on your way.

Or you can indulge them. You can go for the golden egg of
popularity, of pleasing them, giving them their way all the time.
Then they grow up without any internal sense of standards or
expectations, without a personal commitment to being disciplined
or responsible.

Either way—authoritarian or permissive—^you have the golden
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eggmentality. You wantto haveyourwayoryouwant tobe liked.
But what happens, meantime, to the goose? What sense of
responsibility, of self-disdpline, of confidence in the ability to
make good choices or achieve important goals is a child going to
have a few years down the road? And what about your relation
ship? When he reaches those critical teenage years, the identity
crises, will he know from his experience vdth you that you will
listen without judging, that you really, deeply careabout him as a
person, that you canbe trusted, no matterwhat? Will the relation
shipbe strongenoughforyou to reach him, to communicate with
him, to influence him?

Suppose you want your daughter to have a clean room—^that's
P, production, the golden egg. Andsuppose youwanther to clean
it—thafs PC, production capability. Your daughter is the goose,
the asset, that produces the golden egg.

Ifyou haveP and PCin balance, she cleans the roomcheerfully,
vydthout being reminded, because she is committed and has the
discipline to stay with the commitment. She is a valuable asset, a
goose that can produce golden eggs.

But if your paradigm is focused on production, on getting the
room clean, you might find yourself nagging her to do it. You
might even escalate your efforts to threatening or yelling, and in
your desire to get the golden egg, you undermine the healthand
welfare of the goose.

Let me share v«th you an interesting PC experience I had with
one of my daughters. We were planning a private date, which is
somethingI enjoyregularlywith eachof my children.Wefind that
the anticipation of the date is as satisfyingas the realization.

So I approached my daughter and said, "Honey, tonighfs yoiw
night. What do you want to do?"

"Oh, Dad, that's okay," she replied.
"No, really," I said. "What would you like to do?"
"Well," she finally said, "what I want to do, you don't really

want to do."

"Really, honey," I said earnestly, "I want to do it. No matter
what, ifs your choice."

"I want to go see StarWars," she replied. "But I know you don't
like Star Wars. You slept through it before. You don't like these
fantasy movies. That's okay. Dad."

"No, honey, if that's what you'd like to do, I'd like to do it."
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"Dad, don't worry about it. We don't always have to have this
date." She paused and then added, "But you know why you don't
like Star Wars? It's because you don't understand the philosophy
and training of a Jedi Knight."

"What?"

"You know the things you teach. Dad? Those are the same
things that go into the training of a Jedi Knight."

"ReaUy? Let's go to Star Wars!"
And we did. She sat next to me and gave me the paradigm. 1

became her student, her learner. It \yas totally fascinating. I could
begin to see out of a new paradigm the whole way a Jedi Knighfs
basic philosophy in training is manifested in different drcmn-
stances.

That experience was not a planned P experience; it was the
serendipitous fruit of a PC investment. It was bonding and very
satisf5dng. But we enjoyed golden eggs, too, as the goose—the
quality of the relationship—^was significantly fed.

Organizational PC

One of the immensely valuable aspects of any correct principle is
that it is valid and applicable in a wide variety of circumstances.
Throughout this book, I would like to share with you some of the
ways in which these principles apply to organizations, including
families> as well as to individuals.

When people fail to respect the P/PC Balance in their use of
physical assets in organizations, they decrease organizational
effectiveness and often leave others with dying geese.

For example, a person in charge of a physical asset, such as a
machine, may be eager to make a good impression on his superiors.'
Perhaps the company is in a rapid growth stage and promotions
are coming fast. So he produces at optimum levels—no downtime,
no maintenance^ He runs the machine day and night. The produc
tion is phenomenal, costs are down, and profits skyrocket. Within
a short time, he's promoted. Golden eggs!

But suppose you are his successor on the job. You inherit a very
sick goose, a machine that, by this time, is rusted and starts to
break down. You have to invest heavily in downtime and main
tenance. Costs skyrocket; profits nose-dive. And who gets blamed
for the loss of golden eggs? You do. Your predecessor liquidated
the asset; but the accounting system only reported unit production,
costs, arid profit.
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The P/PCBalanceis particularly important as it applies to the hu
man assets of an organization—tihecustomers and the employees.

I know of a restaurant that served a fantastic clam chowder and
was packed with customers every day at limchtime. Then the
business was sold, and the new owner focused on golden eggs—
he decided to water down the chowder. For about a month, with
costs down and revenues constant, profits zoomed. But little by
little, the customers began to disappear. Trust was gone, and
business dwindled to almost nothing. The new owner tried des
perately to reclaimit, but he had neglected the customers, violated
their trust, and lost the asset of customer loyalty. There was no
more goose to produce the golden egg.

There are organi^tions that talk a lot about the customer and
then completely neglect the people that deal with the customer—
the employees. The PC principle is to always treat your employees
exactly as you want them to treat your best customers.

You can buy a person's hand, but you can't buy his heart. His
heart is wherehis enthusiasm,his loydty is. You canbuy his back,
but you can't buy his brain. Thafs where his creativity is, his
ingenuity, his reisourcefulness.

PC work is treating employees as volimteers just as you treat
customers as volunteers, because thafs what they are. They
volunteer the best part—^their hearts and minds.

I was in a group once where someone asked, "How do you
shape up lazy and incompetent employees?" One man responded,
"Drop hand grenades!" Several others cheered that kind of macho
management talk, that "shape up or ship out" supervision ap
proach.

But another person in the group asked, "Who picks up the
pieces?"

"No pieces."
"Well, why don't you do that to your customers?" the other man

replied. "Just say, 'Listen, if you're not interested in buying, you
canjust ship out of this place.' "

He said, "You can't do that to customers."
"Well, how come you can do it to employees?"
"Because they're in your employ."
"I see. Are your employees devoted to you? Do they work hard?

How's the turnover?"

"Are you kidding? You can't find good people theSe days.
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There's too much turnover, absenteeism, moonlighting/ People
just don't care anymore."

That focus on golden eggs—^that attitude, that paradigm—^is
totally inadequate to tap into the powerful energies of the mind
and heart of another person. A short-term bottom line is important,
but it isn't all-important.

Effectiveness lies in the balance. Excessive focus on P results in

ruined health, worn-out machines, depleted bank accounts, and
broken relationships. Too much focus on PC is like a person who
runs three or four hours a day, bragging about the extra ten years
of life it creates, unaware he's spending them running. Or a person
endlessly going to school, never producing, living on other peo
ple's golden eggs—the eternal student S3mdrome.

To maintain the P/PC Balance, the balance between the golden
egg (production) and the health and welfare of the goose (produc
tion capability) is often a difficult judgment call. But I suggest it is
the very essence of effectiveness. It balances short term with long
term. It balances going for the grade and paying the price to get an
education. It balances the desire to have a room clean and the

building of a relationship in which the child is internally committed
to do it—cheerfully, willingly, without external supervision.

It's a principle you can see validated in your own life when you
bum the candle at both ends to get more golden eggs and wind up
sick or exhausted, unable to produce any at all; or when you get a
good night's sleep and wake up ready to produce throughout the
day.

You can see it when you press to, get your own way with
someone and somehow feel an emptiness in the relationship; or
when you really take time to invest in a relationship and you find
the desire and ability to work together, to communicate, takes a
quantum leap.

The P/PC Balance is the very essence of effectiveness. It's
validated in every arena of life. We can work with it or against it,
but ifs there. It's a lighthouse. It's the definition and paradigm of
effectiveness upon which the Seven Habits in this book are based.

How TO Use Tras Book

Before we begin work on the Seven Habits of Highly Effective
People, I would like to suggest two paradigm shifts that will
greatly increase the value you will receive from this material.
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First, I wovdd recommend that you not "see" tius material as a
book, in the sense that it is something to readonce and puton a shelf.

You may choose to read it .completely through once for a sense
of the whole. But the material is designed to be a companion in the
continual process of change and growth. It is organized incremen
tally and with suggestions for application at the end of each habit
so-that you can study and focus on any particular habit as you are
ready.

As you progress to deeper levels of understanding and imple
mentation, you can go back time and again to the principles
contained in each habit and work to expand yqur knowledge, skill,
and desire.

Second, I would suggest that you shift your paradigm of your
own involvement in this material from the role of learner to that of

teacher. Take an inside-out approach, and read with the purpose
in mind of sharing or discussing what you learn with someone else
within 48 hours after you leam it.

If you had known, for example, that you would be teaching the
material on the P/PC Balance principle to someone else within 48
hours, would it have made a deference in your reading experience?
Try it now as you read the final section in this chapter. Read as
though you are going to teach it to your spouse, your child, a
business associate, or a friend today or tomorrow, while it is still
fresh, and notice the difference in your mental and emotional
process.

I guarantee that if you approach the material in each of the
following chapters in this way, you will not only better remember
what you read, but your perspective will be expanded, your
understanding deepened, and your motivation to apply the mate
rial increased.

hi addition, as you openly, honestly share what you're learning
with others, you may be surprised to find that negative labels or
perceptions others may have of you tend to disappear. Those you
teach will see you as a changing, growing person, and will be more
inclined to be helpful and supportive as you work, perhaps
together, to integrate the Seven Habits into your Uves.

What You Can Expect

In the last analysis, as Mariljm Ferguson observed, "No one can
persuade another to change. Each of us guards a gate of change
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that can only be opened from the inside. Wecannotopen the gate
of another, either by argument or by emotional appeal."

Ifyoudecide to openyour "gateofchange" to really understand
and live the principles embodied in the Seven Habits, I feel
comfortable in assuring you several positive things will happen.

First, your growth willbe evolutionary, but the net effect be
revolutionary. Wouldyou not agree that the P/PC Balance principle
alone, if fully lived, would transform most individuals and orga
nizations?

The net effectof opening the "gate of change" to the first three
habits—the habits of Private Victory—will be significantly in
creased self-confidence. You will come to know yourself in a
deeper, more meaningful way—your nature, your deepest values
and your unique contribution capacity. As you live your values,
your sense of identity, integrity, control, and inner-directedness
will infuse you with both exhilaration and peace. You will define
yourself from within, rather than by people's opinions or by
comparisons to others. "Wrong" and "right" will have little to do
with being found out.

Ironically, you'll find that as you care less about what others
think of you, you will care more about what others think of
themselves and their worlds, including their relationship with you.
You'll no longer build your emotional life on other people's
weaknesses. In addition, you'll find it easier and more desirable to
changebecause there is something—some coredeep within—that
is essentially changeless.

As you open yourself to the next three habits—^the habits of
Public Victory—^you will discover and unleash both the desireand
the resources to heal and rebuild important relationships that have
deteriorated, or even broken. Good relationships will improve—
become deeper, more solid, more creative, and more adventure
some.

The seventh habit, if deeply internalized, willrenew the first six
and will make you truly independent and capable of effective
interdependence. Through it, you can charge your own batteries.

Whatever yoiu: present situation, I assure you that you are not
yourhabits. You canreplace oldpatternsofself-defeating behavior
with new patterns, new habits of effectiveness, happiness, and
trust-based relationships.

Withgenuinecaring, I encourage you to open the gateofchange.
and growth as you study these habits. Be patient with yourself.
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Self-growth is tender; ifs holy ground. There's no greater invest
ment.

Ifs obviously not a quidc fix. But I asstire you, you will feel
benefits and see immediate payo^ that willbe encouraging. In the
words of Thomas Paine, "That which we obtain too easily, we
esteem too lightly. It is deamess only which gives everything its
value^ Heaven knows how to put a proper price on its goods."
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Principles of Personal Vision

1know of no more encouraging fact
than the unquestionable ability ofman
to elevate his lifeby conscious endeavor.

Henry David Thoreau

As YOU READ THIS BOOK, try to Stand apart from yourself. Try to
project your consciousness upward into a comer of the room

and see yourself, in your mind's eye, reading. Can you look at
yourself almost as th,ough you were someone else?

Now try something else. Thinkabout the moodyou are now in.
Can you identify it? What are you feeling? How would you
descrit^ your present mental state?

Nowthink for a minute abouthow your mind is working. Is it
quick andalert? Doyousense thatyouaretornbetween doing this
mental exercise and evaluating the point to be made out of it?

Yotu: abilityto do what you just did is uniquelyhuman. Animals
donotpossess thisability. We call it "self-awareness" or theability
to think about yourvery thought process. This is the reason why
man has dominion over all things in the world and why he can
make significant advances from generation to generation.

This is why we canevaluate and leam from others' experiences
as well as our own. This is also why we can make and break our
habits.

We are not our feelings. We are not our moods. We are not even
our thoughts. The very fact that we can thinkabout these things
separates us from them and from the animal world. Self-awareness
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enables us to stand apart and examine even the way we "see"
ourselves—our self-paradigm, the most fundamental paradigm of
effectiveness. It affects not only our attitudes and behaviors, but
also how we see other people. It becomes our map of the basic
nature of mankind.

In fact, imtil we take how we see ourselves (and how we see
others) into account, we will be unable to understand how others
see and feel about themselves and their world. Unaware, we will
project our intentions on their behavior and call ourselves objec
tive.

This sigruficantly limits our personal potential and our ability to
relate to others as well. But because of the unique human capacity
of self-awareness, we can examine our paradigms to determine
whether theyarereality- orprinciple-based or if theyarea function
of conditioning and conditions.

The Social Mirror

If the only vision we have of ourselves comes from the social
mirror—from the current social paradigm and from the opinions,
perceptions, and paradigms ofthe people around us—our view of
ourselves is like the reflection in the crazy mirror room at the
carnival.

"You're never on time."
"Why can't you ever keep things in order?"
"You must be an artist!"
"You eat like a horse!"

"I can't believe you Won!"
"This is so simple. Why can't you understand?"
These visions are disjointed and out of proportion. They are

often more projections than reflections, projecting the concerns
and character weaknesses of people giving the input rather than
accurately reflecting what we are.

The reflection of the current social paradigm tells us we are
largely determined byconditioning andconditions. While wehave
acknowledged the tremendous power ofconditionirig in our lives,
tosay thatweare determined byit, thatwehave nocontrol over that
influence, creates quite a different map.

There are actually three social maps—three theories of determin
ism widely accepted, independently or in combination, to explain
the nature of man. Genetic determinism basically says your grand-
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parents did it to you. Thafs why you have such a temper. Your
grandparents had shorttempers and it's in yourDNA. It justgoes
through the generations and you inherited it. In addition, you're
Irish, and thafs the nature of Irish people.•

Psychic determinism basically saysyourparents did it to you. Your
upbringing, your childhood experience essentially laid out your
personal tendencies and your character structure. Thafs why
you're afraid to be in front of a group. Ifs the way your parents
brought you up. You feel terribly g^ty if you make a mistake
because you "remember" deep inside the emotional scripting
when you were very vulnerable and tender and dependent. You
"remember" theemotional pimishment, the rejection, thecompar
ison with somebody else when you idn't perform as well as
expected.

Environmental determinism basically says your boss is doing it to
you—or yoiur spouse, or that bratiy teenager, or your economic
situation, or national policies. Someone or something in your
enviroiunent is responsible for your situation.

Each ofthesemapsis based on the stimulus/response theory we
most often tWnk of in cormection with Pavlov's experiments with
dogs. The basic idea is that we are conditioned to respond in a
particular way to a particular stimulus.

Stimulus

How accurately and functionally do these deterministic maps
describe the territory? How clearlydo these mirrors reflect the true
natureofman? Dotheybecome self-fulfilling prophecies? Are they
based on principles we can validate within ourselves?

Between Stimulus and Response

In answer to thosequestions, letmesharewithyouthe catal5^c
story of Viktor Frankl.
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Frankl was a determinist raised in the tradition of Freudian
psychology, which postulates that whatever happens to you as a
child shapes yourcharacter and personality and basically governs
your whole life. The limits andparameters ofyotir life are set, and,
basically, you can't do much about it.

Frankl was also a psychiatrist and a Jew. He was imprisoned in
the death camps of Nazi Germany, where he experienced things
that wereso repugnant to our senseofdecency that we shudder to
even repeat them.

Hisparents, hisbrother, and his wife diedin the camps or were
sent to the gas ovens. Except for his sister, his entire family
perished. Frankl himself suffered torture and innumerable indig
nities, never knowing from one moment to the next if his path
would lead to the ovens or if he would be among the "saved" who
would remove the bodies or shovel out the ashes of those so fated.

Oneday, naked and alone in a small room, he began to become
aware of what he later called "the last of the human freedoms"—
the freedom his Nazi captors could not take away. They could
controlhis entire enviroiunent, they could do what they wanted to
his body, but Viktor Frankl himself was a self-aware being who
could look as- an observer at his very involvement. His basic
identity was intact. He could decide within himself how all of this was
going to affect him. Between what happened tohim, orthe stimtiliis,
and his response to it, was his freedom or power to choose that
response.

In themidstofhisexperiences, Frankl wouldproject himself into
different circumstances, such as lecturing to his students after his
release from the death camps. He would describe himself in the
classroom, in his mind's eye, and give his students the lessons he
was learning during his very torture.

Through a series of such disciplines—mental, emotional, and
moral, principally using memory and imagination—^he exercised
his small, embryonic freedom until it grew larger and larger, until
he had more freedom than his Nazi captors. They had more liberty,
more options to choose from in their environment; but he had
more freedom, more internal power to exercise his options. He
became an inspiration to those around him, even to some of the
guards. He helped others find meaning in their suffering Tand
digruty in their prison existence.

In the midst of the most degrading circumstances imaginable,
Frankl used the hirnian endowment of self-awareness to discover a
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fundamental principle about the nature of man: Between stimulus
and response, man has thefreedom to choose.

Within the freedom to choose are those endowments that make
us uniquely human. In addition to self-awareness, we have
imagination—the ability to create in our mindsbeyondour present
reality. We have conscience—a deep inner awareness of right and
wrong, of the principles that govern our behavior, and a sense of
thedegree to which our thoughts and actions arein harmony with
them. And we have independent will—^the ability to actbasedon our
self-awareness, free of all other influences.

Even the most intelligent animals have none of these endow
ments. To use a computer metaphor, they are programmed by
instinctand/or training. Theycanbe trained to be responsible, but
theycan'tt^e responsibility for that training; inother words, they
can't direct it. They can't change the programming. They're not
even aware of it.

But because of our unique human endowments, we can write
new programs for ourselves totally apart from our instincts and
training. This is why an animal's capacity is relatively limitedand
man's is unlimited. But if we live like animals, out of our ovm
instincts and conditioning and conditions, out of our collective
memory, we too will be limited.

The deterministic paradigm comes primarily from the study of
animals—^rats, monkeys, pigeons, dogs—and neurotic and psy
chotic people. While this may meet certain criteria of some re
searchers because it seems measurable andpredictable, thehistory
of mankind and our own self-awareness tell us that this map
doesn't describe the territory at all!

Oiu-unique human endowments lift us above the animal world;
The extent to which we exercise and develop these endowments
empowers us to fulfill our uniquely human potential. Between
stimulus and response is our greatest power—the freedom to
choose.

"PROAcnviTY" Defd^d

In discovering the basic principle of the nature of man, Frankl
described anaccurate self-map from which hebegan todevelop the
first and most basic habit of a highly effective person in any
environment, the habit of proactixnty.

While the wordproactivity is nowfairly common in management
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literature, it is a word you won't find in most dictionaries. It means
more than merely taking initiative. It means that as human beings,
we are responsible for our own lives. Our behavior is a furiction of
our decisions, not our conditions. We can subordinate feelings to
values. We have the initiative and the responsibility to make things
happen.

Look at the word responsibility—"response-abilit/'—^the ability
to choose your response. Highly proactive people recognize that
responsibiUty. They do not blame drcvimstances, conditions, or
conditioning for their behavior. Theirbehavior is a product of their
own conscious choice, based on values, rather than a product of
their conditions, based on feeling.

Because we are, by nature, proactive, if our lives ^e a function
of conditioning and conditions, it is because we have, by conscious
decision or by default, chosen to empower those things to control
us.

In making such a choice, we become reactive. Reactivepeople are
often affected by their physical environment. ,if the weather is
good, they feel good. If it isn't, it affects their attitude and their
performance. Proactive people can early their own weather with
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them. Whether it rains or shines makes no difference to them.
Theyare valuedriven; and if their valueis to producegoodquality
work, it isn't a function of whether the weather is conducive to it
or not.

Reactive people are alsoaffected by their social envii'onment, by
the "socialweather." When people treat them well, they feel well;
when people don't, they becomedefensive or protective. Reactive
people build their emotional lives aroimd the behavior of others,
empowering the weaknesses of other people to control them.

The ability to subordinate an impulse to a value is the essence of
the proactive person. Reactive people are driven by feelings, by
circumstances, by conditions, by their environment. Proactive
peopleare drivenby values—carefully thought about, selectedand
internalized values.

Proactive people are still influenced by external stimuli, whether
physical, social, or psychological. Buttheir response to the stimuli,
conscious or unconscious, is a value-based choice or response.

As Eleanor Roosevelt observed, "No one can hurt you without
your consent." In the words of Gandhi, "They cannot take away
our self respect if we do not give it to them." It is our willing
permission, our consent to what happens to us, that hurts us far
more than what happens to us in the first place.

I admit this is very hard to accept emotionally, especially if we
have had years and years of explaining our miseryin the name of
circumstance or someone else's behavior. But until a person can
say deeply and honestly, "I am what I am today because of the
choices I made yesterday," that person carmot say, "I choose
otherwise."

Once in Sacramento when I was speaking on the subject of
proactivity, a woman in the audience stood up in the middle of my
presentation and started talking excitedly. It was a large audience,
and as a number of people turned to look at her, she suddenly
became aware of what she was doing, grew embarrassed and sat
ba^ down. But she seemed to find it difficvdt to restrain herself
and started talking to the people around her. She seemed so
happy.

I could hardly wait for a break to find out what had happened.
When it finally came, I immediately went to her and asked if she
would be willing to share her experience.

"You just can't imagine whafs happened to me!" she exdaimed.
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"I'm a full-time nurse to the most miserable, ungrateful man you
can possibly imagine. Nothing I do is good enough for him. He
never expresses appreciation; he hardly even acknowledges me.
He constantly harps at me and finds fault with everything I do.
This man has made my life miserable and I often take my
frustration out on my family. The other nurses feel the same way.
We almost pray for his demise.

"And for you to have the gall to stand up there and suggest that
nothingcanhurt me, that no one canhurt mewithoutmy consent,
and that I have chosen my own emotional lifeof being miserable—
well, there was just no way 1could buy into that.

"But I kept thinking about it. I really went inside myself and
began to ask, 'Do I have the power to choose my response?'

"When I finally realized that I do have that power, when I
swallowed that bitter pill and realized that I had chosen to be
miserable, I also realized that I could choose not to be miserable.

"At that moment I stood up. I felt as though I was being let out
of San Quentin. I wanted to yell to the whole world, 'I am free! I
am let out of prison! No longeram I going to be controlled by the
treatment of some person.' "

Ifs not what happens to us, but our response to what happens
to us that hurts us. Of course, things can hurt us physically or
economically and can cause sorrow. But our character, our basic
identity, does npt have to be hurt at all. In fact, our most difficult
experiences become the crucibles that forge our character and
develop the internal powers, the freedom to handle difficult
circumstances in the future and to inspire others to do so as well.

Frankl is one of many who have been able to develop the
personal freedom in difficult circumstances to lift and inspire
others. Theautobiographical accounts of Vietnam prisoners ofwar
provide additional persuasive testimony ofthe transforming power
of such personal freedom and the effect of the responsible use of
thatfreedom on theprison culture andon theprisoners, boththen
and now.

We have all known individuals in very difficult circumstances,
perhaps with a terminal illness or a severe physical handicap,
who maintain magnificent emotional strength. How inspired, we
are by their integrity! Nothing has a greater, longer lasting im
pression uppn another person than the awareness that some
one has transcei\ded suffering, has transcended circumstance.
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and is embodying and expressing a value that inspires and
eimobles and lifts life.

One of the most inspiring times Sandra and I have ever had took
place over a four-year period wdtha dear friend ofoiu:snamed Carol,
who had a wasting cancer disease. She had been one of Sandra's
bridesmaids, and they had been best friends for over 25 years.

When Carol was in the very last stages of the disease, Sandra
spent time at her bedside helping her write her personal history.
She returned from those protracted and difficult sessions almost
transfixed by admiration for her friend's coturage and her desire to
write special messages to be given to her children at different
stages in their lives.

Carol would take as little pain-killing medication as possible, so
that she had full access to her mental and emotional faculties. Then
she would whisper intp a tape recorder or to Sandra directly as she
took notes. Carol was so proactive, so brave, and so concerned
about others that she becamean enormous source of inspiration to
many peo|>le around her.

I'll never forget the experience of looking deeply into Carol's
eyes the day before she passed away and sensing out of that deep
hollowed agony a person of tremendous intrinsic worth. I could
see in her eyes a life of character, contribution, and service as well
as love and concern and appreciation.

Many times over the years, I have asked groups of people how
many have ever experienced being in the presence of a dying
individual who had a magnificent attitude and communicated love
and compassionand seived in unmatchable ways to the very end.
Usually, about one-fourth of the audience respond in the affirma
tive. I then ask how many of them will never forget these
individuals—^how many were transformed, at least temporarily, by
the inspiration of such courage, and were deeply moved and
motivated to more noble acts of serviceand compassion. The same
people respond again, almost inevitably.

Viktor Frankl suggests that there are three central values in
life—^the experiential, or that which happens to us; the creative,or
that which we bring into existence; and the attitudinal, or our
response in diffiqult circumstances such as terminal illness.

My own experience with people confirms the point Frankl
makes—^that the highest of the three values is attitudinal, in the
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paradigmor reframingsense. In other words, what matters most is
how we respond to what we experience in life.

Difficult circumstances often create paradigm shifts, whole new
frames of reference by which people see the world and themselves
and others in it, and what life is asking of them. Their larger
perspective reflects the attitudinalvalues that liftand inspire us all.

Taking the Initiative

Our basic nature is to act, and not be acted upon. As well as
enabling us to choose our response to particular circumstances,
this empowers us to create circumstances.

Taking initiative does not mean being pushy, obnoxious, or
aggressive. It does mean recognizing our responsibility to make
things happen.

Over the years, I have frequently counseled people who wanted
better jobs to show more initiative—^to take interest and aptitude
tests, to study the industry, even the specific problems the
organizations they are interested in. are facing, and then to develop
an effective presentation showing how their abilities can help solve
the organization's problem. It's called "solution selling," and is a
key paradigm in business success.

The response is usually agreement—^most people can see how
powerfully such an approach would affect their opportunities for
emplo)mtient or advancement. But many of them fail to take the
necessary steps, the initiative, to make it happen.

"I don't know where to go to take the interest and aptitude
tests."

"How do I study industry and organizational problems? No one
wants to help me."

"1 don't have any idea how to make an effective presentation."
Many people wait for something to happen or someone to take

care of them. But people who end up with the good jobs are the
proactive ones who are solutions to problems, not problems
themselves, who seize the initiative to do whatever is necessary,
consistent with correct principles, to get the job done.

Whenever someone in our family, even one of the younger
children, takes an irresponsible position and waits for someone
else to make things happen or provide a solution, we tell them,
"Use your R and I!" (resourcefulness and initiative). In fact, often
before we can say it, they answer their own complaints, "I
know—use my R and I!"
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Holding people to the responsible course is not demeaning; it is
affirming. Proactivity is part of human nature, and, although the
proactive muscles may be dormant, they are there. By respecting
the proactive nature of other people, we provide them with at least
one dear, imdistorted reflection from ^e social mirror.

Of course, the maturity level of the individual has to be taken
into account. We can't expect high creative cooperation from those
who are deep into emotional dependence. But we can, at least,
affirm their basic nature and create an atmosphere where people
can seize opportunities and solve problems in em increasingly
self-reliant way.

Act or Be Acted Upon

The difference between people who exercise initiative and those
who don't is literally the difference between night and day. I'm not
talking about a 25 to 50 percent difference in effectiveness; I'm
talking about a 5000-pluspercent difference, particularly if they are
smart, aware, and sensitive to others.

It takes initiative to create the P/PC Balance of effectiveness in

your life. It takes initiative to develop the Seven Habits. As you
study the other six habits, you will see that each depends on the
development of your proactive muscles. Each puts the responsi
bility on you to act. If you wait to be acted upon, you willbe acted
upon. And growth and opportunity consequences attend either
road.

At one time I worked with a group of people in the home
improvement industry, representatives from twenty different or
ganizations who met quarterly to share their numbers and prob
lems in an uninhibited way.

This was during a time of heavy recession, and the negative
irnpact on this particular industry was even heavier than on the
economy in general. These people were fairly discouraged as we
began.

The first day, our discussion question was "What's happening to
us? Whafs the stimulus?" Many things were happening. The
envirorunental pressures were powerful. There was widespread
unemployment, and many of these people were laying off friends
just to maintain the viability of their enterprises. By the end of the
day, everyone was even more discouraged.
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The second day, we addressed the question, "Whafs going to
happenin the future?" We studied environmental trends withthe
underlying reactive assumption that those things would create
their future. By the end of the second day, we were even more
depressed. Things were going to get worse before theygot better,
and everyone knew it.

So on the third day, we decided to focus on the proactive
question, "What is our response? Whatare we going to do? How
can we exercise initiative in this situation?" In the morning we
talked about managing and reducing costs. In the afternoon we
discussed increasing market share. We brainstormed both areas,
then concentrated on several very practical, very doable things. A
newspirit ofexcitement, hope, andproactive awaireness concluded
the meetings.

At the very end of the third day, we summarized the results of
the conference in a three-part answer to the question, "How's
business?"

Part one: Whafs happening to us is not good, and the trends
suggest that it will get worse before it gets better.

Part two:Butwhat we are causing to happen is very good, forwe
are better managing and reducing our costs and increasing our
market share.

Part three: Therefore, business is better than ever.

Now what would a reactive mind say to that? "Oh, come on.
Face facts. Youcan only cany this positivethinking and self-psych
approach so far. Sooner or lateryou have to face reality."

But thafs the difference between positive thinking and pro-
activity. We did face reality. We faced the reality of the current
dramistance and of future projections. But we also faced the
reality that we had the power to choose a positive response to
those circumstances and projections. Not fadng reality would have
been to accept the idea that whafs happening in our enviroiunent
had to determine us.

Businesses, community groups, organizations of every kind—
including families—c^ be proactive. They can combine the cre
ativity and resourcefulness of proactive individuals to create a
proactive culture within the organization. The organization does
not have to be at the mercy of the environment; it can take the
initiative to accomplish the shared values and pvuposes of the
individuals involved.
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Listening to Our Language

- Because our attitudes and behaviors flow out of our paradigms,
if we use our self-awareness to examine them, we can often see in
them the nature of our underlying maps. Our language, for
example, is a veiy real indicator of the degree to which we see
ourselves as proactive people.

The language of reactive people absolves them of responsibility.
"Thafs me. That's just the way I am." I am determined, there's

nothing I can do about it.
"He makes me so mad!" I'm not responsible. My emotional life is

governed by something outside my control.
"I can't do that. I just don't have the time." Something outside

me—limited time—is controlling me.
"If only my wife were more patient." Someone else's behavior is

limiting my effectiveness.
"1 have to do it." Circumstances or other people are forcing me to do

what I do. I'm not free to choose my own actions.

Reactive Language Proactive Language

There's nothing I can do. Lefs look at our alternatives.
Thafs just the way I am. I can choose a different approach.
He makes me so mad. I control my own feelings.
They won't allow that. I can create an effectivepresentation.
I have to do that. 1will choose an appropriate response.
I can't. I choose.

I must. I prefer.
If only. I will.

That language comes from a basic paradigm of determinism.
And the whole spirit of it is the transfer of responsibility. I am not
responsible, not able to choose my response.

One time a student asked me, "Will you excuse me from class?
I have to go on a tennis trip."

"You have to go, or you choose to go?" I asked.
"I reaUy have to," he exclaimed.
"What will happen if you don't?"
"Why, the/U kick me off the team."
"How woiild you like that consequence?"
"I wouldn't."



HABIT 1 BE PROACTIVE 79

"In other words, you choose to go because you want the corise-
quence of sta5ring on the team. What will happen if you miss my
class?"

"I don't know."

"Think hard. What do you think would be the natural conse-
quertce of not coming to class?"

"You wouldn't kick me out, would you?"
"That would be a social consequence. That would be artificial. If

you don't participate on the teimis team, you don't play. That's
natural. But if you don't come to class, what would be the natural
consequence?"

"I guess I'll miss the learning."
"That's right. Soyou have to weigh that consequence against the

other consequence and make a choice. I know if it were me, I'd
choose to go on the tennis trip. But never say you have to do
an5^ng." ^ ,

"I choose to go on the termis trip," he meekly replied.
"And miss my class?'' I replied in mock disbelief.

A serious problem with reactive language is that it becomes a
self-fulfillingprophecy. People become reinforced in the paradigm
that they are determined, and they produce evidence to support the
belief. They feel increasingly victimized and out of control, not in
charge oftheir lifeor their destiny. Theyblameoutside forces—other
people, circumstances, even the stars—^for their own situation.

At one seminar where I was speaking on the concept of
proactivity, a man came up and said, "Stephen, I like what you're
saying. Butevery situation is so different. Lookat my marriage. I'm
reallyworried. My wife and I just don't have the same feelings for
each other we used to have. I guess I just don't love her an)nnore
and she doesn't love me. What can I do?"

"The feeling isn't there anpnore?" I asked.
"That's right," he reaffirmed. "And we have three children

we're really concerned about. What do you suggest?"
"Love her," I replied.
"I told you, the feeling jusitisn't there anymore."
"Love her."

"You don't understand. The feeling of love just isn't there."
"Then love her. If the feeling isn't there, that's a good reason to

love her."
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"But how do you love when you don't love?"
"My friend, love is a verb. Love^the feeling—^is a fruit of love,

the verb. So love her. Serve her. Sacrifice.Listen to her. Empathize.
Appreciate. Affirm her. Are you willing to do that?"

In the great literature of all progressive societies, love is a verb.
Reactive people make it a feeling. They're driven by feelings.
Holl)rwood has generally scripted us to believe that we are not
responsible, that we are a product of our feelings. But the Holly
wood script does not describe the reality. If our feelings control our
actions, it is .because we have abdicated our responsibility and
empowered them to do so.

Proactive people make love a verb. Love is something you do:
the sacrifices you make, the giving of self, like a mother bringing a
newborn into the world. If you want to study love, study those
who sacrificefor others, even for people who oflfend or do not love
in return. If you are a parent, look at the love you have for the
children you sacrificed for. Love is a value thart is actualized
through loving actions. Proactive people subordinate feelings to
values. Love, the feeling, can be recaptured.



HABIT 1 BE PROACTIVE 81'

No Concern

Circle of Concern

Circle of Concern/Circle of Influence

Another excellent way to become more self-aware regarding our
own degree of proactivity is to look at whi^rewe focus our time and
energy. We eadi have a wide range ofcoVicems—oiw health, our
children, problems at work, the national debt, nuclear war. We
could separate those from things in which we have no particular
mental or emotional involvement by creating a "Circle of Con
cern."
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Ciide of Concern

As we look at those things within our Circle of Concern, it
becomes apparent that there are some things over which we have
no real control and others that we can do something about. We
could identify those concerns in the latter group by circumscribing
them within a smaller Cirde of Influence.

Bydetermining which of these two circles is the focus of most of
our time and energy, we can discover much about the degree of
our proactivity.
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w^m

Concern

PROACTIVE FOCUS

(Positive energy enlarges
the Circle ofInfluence)

Proactive people focus their efforts in the Circle of Influence.
They work on the things they can do something about. The nature
of their energy is positive, enlarging and magnifjdng, causing their
Circle of Influence to increase.

Reactive people, on the other hand, focus their efforts in the
Circle of Concern. They focus on the weakness of other people, the
problems in the environment, and circumstances over which they
have no control. Their focus results in blaming and accusing
attitudes, reactive language, arid increased feelings of victimiza
tion. The negative energy generated by that focus, combined with
neglect in areas they could do something about, causes their Circle
of Influence to shrink.
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Cirde of Concern

REACTIVE FOCUS

(Negative energy reduces
theCircle ofInfluence)

As long as we are working in our Cirde of Concern, we
empower tiie things within it to control us. We aren't taking the
proactive initiative necessary to effect positive change.

Earlier, I shared with you the story of my son who was having
serious problems in school. Sandra and I were deeply concerned
about his apparent weaknesses and about the way other people
were treating him.

But those things were in our Circle of Concern, As long as we
fo(^ed our efforts on those things, we accomplished nothing,
except to increase our own feelings of inadequacy and helplessness
and to reinforce our son's dependence.

It was only when we went to work in our Circle of Influence,
when we focused on our own paradigms, that we began to create
a positive energy that changed ourselyes and eventually iitfluenced
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our son as well. By working on ourselves instead of wonying
about conditions, we were able to influence the conditions.

Because of position, wealth, role, or relationships, there are
some circumstances in which a person's Circle of Influence is larger
than his or her Circle of Concern.

, 1 Circle of Concei

At-.

This situation reflects a self-inflicted emotional myopia—another
reactive selfish life-style focused in the Circle of Concern.

Though they may have to prioritize the use of their influence,
proactive people have a Circle of Concern that is at least as big as
their Circle of Influence,, accepting the responsibility to use their
influence effectively.

Direct, Indirect, and No Control

The problems we face fall in one of three areas: direct control
(problems involving our own behavior); indirect control (problems
involving other people's behavior); or no control (problems we can
do nothing about, such as our past or situational realities). The
proactive approach puts the first step in the solution of all three
kinds of problems within our present Circle of Influence.
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Direct control problems are solved by working on our habits.
They are obviously within our Cirde of Influence. These are the
"Private Victories" of Habits 1, 2, and 3.

Indirect control problems are solved by chariging our methods of
influence. These are the "Public Victories" of Habits 4, 5, and 6.1
have personally identified over 30 separate methods of human
influence—as separate as empathy is from confrontation, as sepa
rate as example is from persuasion. Most people have only three or
four of these methods in their repertoire, starting usually with
reasoning, and, if that doesn't work, moving to flight or fight. How
liberating it is to accept the idea that I can leam new methods of
human influence instead of constantly tr5^g to use old ineffective
methods to "shape up" someone else!

No control problems involve taking the responsibility to change
the line on the bottom on our face—to smile, to genuinely and
peacefully accept these problems and leam to live with them, even
though we don't like them. In this way, we do not empower these
problems to control us. We share in the spirit embodied in the
Alcoholics Anonymous prayer, "Lord, give me the courage to
change the things which can and ought td be changed, the serenity
to accept the things which carmot be changed, and the wisdom to
know the dMerence."

Whether a problem is direct, indirect, or no control, we have in
our hands the first step to the solution. Changing our habits,
changing our methods of influence and changing the way we see
oxu no control problems are all within our Circle of Influence.

Expanding the Circle of Influence

It is inspiring to realize that in choosing our response to
circumstance, we powerfully affect our circumstance. When we
change one part of the chemical formula, we change the nature of
the results.

I worked with one organization for several years that was
headed by a very d)ntiamic person. He could read trends. He was
creative, talented, capable, and brilliant—and everyone knew it.
But he had a very dictatorial style of management. He tended to
treat people like "gofers," as if they didn't have any judgment. His
manner of speaking to those who worked in the organization was,
"Go for this ... go for that. . . now do this . . . now do that—^I'U
make the decisions."
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The net effect was that he alienated almost the entire executive
team surroimding him. They woiild gather in the corridors and
complain to each other about him. Their discussion was all very
sophisticated, very articulate, as if they were trying to help the
situation. But they did it endlessly, absolving themselves of
responsibility in the name of the presidenfs weaknesses.

"You can't imagine what's happened this time," someone would
say. "The other day he went into my department. I had eveiything
all laid out. But he came in and gave totally different signals.
Everything I'd done for months W3S shot, just like that. I don't
know how I'm supposed to keep working for him. How long will
it be until he retires?"

"He's only fifty-nine," someone else would respond. "Do you
think you can survive for six more years?"

"I don't know. He's the kind of person they probably won't
retire an3^ay."

But one of the executives wias proactive. He was driven by
values, not feelings. He took the initiative—^he anticipated, he
empathized, he read the situation. He was not blind to the
president's weaknesses; but instead of criticizing them, he would
compensate for them. Where the president was weak in his style,
he'd try to buffer his own people and make such weaknesses
irrelevant. And he'd work with the president's strengths—^his
vision, talent, creativity.

This man focused on his Circle of Influence. He was treated like
a gofer, also. Buthe would do more than what was expected. He
anticipated the president's need. He read with empathy the.
president's underlying concern, so when he presented informa
tion, he also gave his analysis and his recommendations based on
that analysis.

As I sat one day with the president in an advisory capacity, he
said, "Stephen, I just can't believe what this man has done. He's
not only given me the information I requested, but he's provided
additional information that's exactly what we needed. He even
gave me his analysis of it in terms of my deepest concerns, and a
list of his recommendations.

"The recommendations are consistent with the analysis, and the
analysis is consistent with the data. He's remarkable! What a relief
not to have to worry about this part of the business."

At the next meeting, it was "go for this" and "go for that" to all
the executives . . . but one. To this man, it was "Whafs your
opinion?" His Circle of Influence had grown.
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This caused quite a stir in the organization. The reactive minds in
the executive corridors began shooting their vindictive ammunition
at this proactive man.

It's the nature of reactive people to absolve themselves of
responsibility. It's so much safer to say, "I am not responsible." If
I say "1am responsible," I might have to say, "I am irresponsible."
It would be very hard for me to say that I have the power to choose
my response and that the response I have chosen has. resulted in
my involvement in a negative, collusive environment, especially if
for years I have absolved myself of responsibility for resiilts in the
name of someone else's weaknesses.

So these executives focused on finding more information, more
ammunition, more evidence as to why they weren't responsible.

But this man was proactive toward them, too. Little by little, his
Qrcle of Influence toward them grew also. It continued to expand
to the extent that eventually no one made any significant moves in
the organization without that man's involvement and approval,
including the president. But the president did not feel threatened
because this man's strength complemented his strength and com-.
pensated for his weaknesses. So he had the strength of two people,
a complementary team.

This man's success was not dependent on his circumstances.
Many others were in the. same situation. It was his chosen
response to those circumstances, his focus on his Circle of Influ
ence, that made the difference.

There are some people who interpret "proactive" to mean
pushy, aggressive, or insensitive; but that isn't the case at all.
Proactive peoplie aren't pushy. They're smart, they're value driven,
they read reality, and they know what's needed.

Look at Gandhi. While his accusers were in the legislative
chambers criticizing him because he wouldn't join in their Circle of
Concern Rhetoric condemning the British Empire for their subju
gation of the Indian people, Gandhi was out in the rice paddies,
quietly, slowly, imperceptibly expanding his Circle of Influence
with the field laborers. A ground swell of support, of trust, of
confidence followed him through the countryside. Though he held
no office or political position, through compassion, courage, fast
ing, and moral persuasion he eventually brought England to its
knees, breaking political domination of three hundred million
pedple with the power of his greatly expanded Circle of Influence.
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The "Have's" and the "Be's"

One way to determine which circle our concern is in is to
distinguish between the have's and the he's. The Circle of Concern
is filled .with the have's:

"I'll be happy when I have my house paid off."
"If only I had a boss who wasn't such a dictator. ..."
"If only I had a more patient husband. . . ."
"If I had more obedient kids. . . ."
"If I had my degree. ..."
"If I couldjust have more time to myself. ..."
The Circle of Influence is filled with the he's—I can be more

patient, bewise, be loving. It's the character focus.
Anytime we think the problem is "out there," that thougUt is the

problem. We empower what's out there to control us. The change
paradigm is "outside-in"—^what's out there has to change before
we can change.

The proactive approach is to change from the inside-out: to be
different, and by being different, to effect positive change in what's
out there—I can bemore resourceful, I can bemore diligent, lean be
more creative, I can be more cooperative.

One of myfavorite stories is one in the Old Testament,'part of the
fundamental fabric of the Judeo-Christian tradition. It's the story of
Joseph, who was sold into slavery in Egypt by his brothers at the age
of seventeen. Can you imagine how easy it would have been for him
to languish in self-pity as a servant of Potiphar, to focus on the
weaknesses of his brothers and his captors and on all he didn't have?
But Joseph was proactive. He worked on be. And within a short
period of time, he was running Potiphar's household. He was in
charge of all that Potiphar had because the trust was so high.

Then the day came when Joseph was caught in a difficult
situation and refused to compromise his integrity. As a result, he
was unjustly imprisoned for thirteen years. But again he was
proactive. Heworked ontheinner circle, onbeing instead ofhaving,
and soon he was running the prison and eventually the entire
nation of Egypt, second only to the Pharaoh.

I know this idea is a dramatic paradigm shift for many people. It
is so much easier to blame other people, conditioning, or conditions
for ourown stagnant situation. But we are responsible—"response-
able"—to control our lives and to powerfully influence our circum
stances by working on be, on what we are.
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If I have a problem in my marriage, what do I really gain by
continually confessing my wife's sins? By saying I'm not respon
sible/ I m^e myself a powerless victim; I immobilize myself ina
negative situation. I also diminish my ability to influence her—^my
nagging, accusing, criticalattitude only makes her feel validated in
her own weakness. My criticism is worse than the conduct I want
to correct. My ability to positively impact the situation withers and
dies.

If I really want to improve my situation, I can work on the one
thing over which I have control—myself. I can stop trjdng to shape
up my wife and work on my own weaknesses. I can focus on being
a great marriage partner, a source of imconditional love and
support. Hopefully, my wife will feel the power of proactive
example and respond in kind. But whether she does or doesn't, the
most positive way I can influence my situation is to work on

^myself, on my
There are so many ways to work in the Circle of Influence—^to be

a better listener, to bea more loving marriage partner, to fee a better
student, to bea more cooperative and dedicated employee. Some
times the most proactive thing we can do is to be happy, just to
genuinely smile. Happiness, like vmhappiness, is a proactive
choice. There are things, like the weather, that our Qrde of
Influence will never include. But as proactive people, we can carry
our own physical or social weather with us. We can be happy and
accept those things that at present we can't control, while we focus
our efforts on the things that we can.

The Other End of the Stick

Beforewe totally shift our life focus to our Circleof Influence, we
nefed to consider two things in our Circle of Concern that merit
deeper thought—consequences and mistakes.

While we are free to choose our actions, we are not free to choose
the consequences of those actions. Consequences are governed by
natural law. They are out in the Circle of Concern. We can decide
to step in front of a fast-moving train, but we caimot decide what
will happen when the train hits us.

We can decide to be dishonest in our business dealings. While
the social consequences of that decision may vary depending on
WheAer or not we are found out, the natural consequences to our
basic character are a fixed result.

Our behavior is governed by principles. Living in harmony with
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them brings positive consequences; violating them brings negative
CQnsequences. We are free to choose our response in any situation,
but in doing so, we choose the attendant consequence. "When we
pick up one end of the stick, we pick up the other."

Undoubtedly, there have been times in each of our lives when
we have picked up what we later felt was the wrong stick. Our
choices have brought consequences we would rather have lived
without. If we had the choice to make over again, we would make
it differently. We call these choices mistakes, and they are the
second thing that merits our deeper thought.

For those filled with riegret, perhaps the most needful exercise of
proactivity is to realize that past mistakes are also out there in the
Circle of Concern. We can't recall them, we can't undo them, we
can't control the consequences that came as a result.

As a college quarterback, one of my sons learned to snap his
wristband between plays as a kind of mental checkoff whenever he
or anyone made a "setting back" mistake, so the last mistake
wouldn't affect the resolve and execution of the next play.

The proactive approach to a mistake is to acknowledge it
instantly, correct and leam from it. This literally turns a failure into
a success. "Success," said IBM founder T. J. Watson, "is on the far
side of failure."

But not to acknowledge a mistake, not to correct it and leam
from it, is a mistake of a different order. It usually puts a person on
a self-deceiving, self-justifying path, often involving rationalization
(rational lies) to self and to others. This second mistake, this
cover-up, empowers the first, giving it disproportionate impor
tance, and causes far deeper injury to self.

It is not what others do or even our own mistakes that hurt us

the most; it is our response to those things. Chasing after the
poisonous snake that bites us will orUy drive the poison through
our entire system. It is far better to take measures immediately to
get the poison out.

Our response to any mistake affects the quality of the next
moment. It is important to immediately admit and correct our
mistakes so that they have no power over that next moment and
we are empowered again.

Making and Keeping CoMMrrMENTs

At the very heart of our Circle of Influence is our ability to make
and keep commitments and promises. The commitments we make
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to ourselves and to others, and our integrity to those commitments,
is the essence and dearest manifestation of our proactivity.

It is also the essence of our growth. Through our human
endowments of self-awareness and conscience, we become conscious
of areas of weakness, areas for improvement, areas of talent that
could be developed, areas that need to be changed or eliminated
from our lives. Then, as we recognize and use our imagination and
independent mil to act on that awareness—^making promises, setting
goals, and being true to them—^we build the strength of character,
the being, that makes possible every other positive thing in our
lives.

It is here that we find two ways to put ourselves in control of our
lives immediately. We can make a promise—^and keep it. Or we can
seta goal—and work to achieveit. As we make and keep commit
ments, even small commitments, we begin to establish an iimer
integrity that gives us the awareness of self-control and the
coiuage and strength to accept more of the responsibility for our
own lives. By making and keeping promises to ourselves and
others, little by little, our honor becomes greater than our moods.

The power to make and keep commitments to ourselves is the
essence of developing the basic habits of effectiveness. Knowledge,
skill, and desire are all within our control. We can work on any one
to improve the balance of the three. As the area of intersection
becomes larger, we more deeply internalize the principles upon
which the habits are based and create the strength of character to
move us in a balanced way toward increasing effectiveness in our
lives.

PROAcnvrrY: The Thirty-Day Test

We don't have to go through the death camp experience of
Frankl to recognize and develop our own proactivity. It is in the
ordinary events of every day that we develop the proactive
capacity to handle the extraordinary pressures of life. Ifs how we
make and keep commitments, how we handle a traffic jam, how
we respond to an irate customer or a disobedient child. Ifs how we
view our problems and where we focus our energies. Ifs the
language we use.

I would ch£dlenge you to test the principle of proactivity for
thirty days. Simply try it and see what happens. For thirty days
work only in your Circle of Influence. Make small conmitments
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and keep them. Be a light, not a judge. Be a model, not a critic. Be
part of the solution, not part of the problem.'

Try it in your marriage, in your family, in yom job. Don't argue
for other people's weaknesses. Don't argue for your own. When
you make a mistake, admit it, correct it, and leam from it—
immediately. Don't get into a blaming, accusing mode. Work on
things you have control over. Work on you. On be.

Look at the weaknesses of others with compassion, not accusa
tion. Ifs not what they're not doing or should be doing that's the
issue. The issue is your own chosen response to the situation and
what youshouldbe doing. Ifyoustart to thinkthe problem is "out
there," stop yourself. That thought is the problem.

People who exercise theirembryonic freedom dayafterday will,
little by little, expand that freedom. People who do not will find
that it withers until they are literally "being lived." They are acting
out the scripts written by parents, associates, and society.

We are responsible for our own effectiveness, for our own
happiness, and ultimately, I would say, for most of our circum
stances.

Samuel Johnson observed: "The fountain of content must spring
up in the mind, and he who hath so little knowledge of human
nature as to seek happiness by changing an)rthing but his own
disposition, will waste his life in fruitless efforts and multiply the
grief he proposes to remove."

Knowing that we are responsible—"response-able"—^is funda
mental to effectivenessand to every other habit of effectivenesswe
will discuss.

Application Suggestions

1. For a full day, listen to your language and to the language of the
people around you. How often do you use and hear reactive
phrases such as "U only," "I can't," or "I have to"?

2. Identify an experience you might encounter in the near future
where, based on past experience, you would probably behave
reactively. Review the situation in the context of your Qrde of
Influence. How could you respond proactively? Take several
moments and create the experience vividly in your mind, pictur
ing yourself responding in a proactive marmer. Remind yourself
of the gap between stimulusand response. Makea commitment
to yourself to exercise your freedom to choose.
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3. Selecta problemfrom yourworkorperspnallifethat isfrustrating
to you. Determine whether it is a direct, indirect, or no control
problem. Identify the first step you can take in your Circle of
Influence to solveit and then take that step.

4. Try the thirty-day test of proactivity. Beaware of the change in
your Circle of Influence.
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Principles of Personal
Leadership

What lies behind us and what lies before us
are tiny matters
compared to what lies within us.

Oliver Wendell Holmes

PLEASE FIND APLACE TO READ THESE NEXT FEW PAGES where yOU Can be
alone anduninterrupted. Qear yourmindofeverything except

what you will read and what I will invite you to do. Don't worr^
about your schedule, your business, yourfamily, or yoiu: friends.
Just focus with me and reedly open your mind.

In your mind's eye, see yoiu'self going to the funeral of a loved
one. Picture yourself driving to the funeral parlor or chapel,
parking the car, and getting out. As you walk inside thebuilding,
you notice the flowers, the soft organ music. You see the faces of
friends and fomily you pass along the way. You feel the shared
sorrow of losing, the joy of having known, that radiates from the
hearts of the people there.

As you walk down to the front of the room and look inside the
casket, you suddenly come fa^:e to face withyourself. This is your
funeral, three years from today. All these people have come to
honor you, to express feelings of love and appreciation for your
life.

Asyou take a seatand waitfor theservices tobegin, youlook at
the program in your hand. There are to be four speakers. Thefirst
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is from your family, immediate and also extended—children,
brothers, sisters, nephews, nieces, aunts, uncles, cousins, and
^andparents who have come from all over the country toattend.
The second speaker is oneofyourfriends, someone whocan give
a sense of what you were as a person. The third speaker is from
your work or profession. And the fourth is from your church or
some corrununity organization where you've been involved in
service.

Now thinkdeeply. What would you like each of these speakers
tosay about you andyour life? What kind ofhusband, wife, father,
ormother would you like their words to reflect? What kind ofson
ordaughter orcousin? What kind offriend? What kind ofworking
associate?

Whatcharacter would you like them to have seen in you? What
contributions, what achievements would you want them to remem
ber? Look carefully at the people around you. What difference
wouldyou like to have made in their lives?

Before you read further, take a few minutes to jot down your
impressions. It will greatly increase your personal understanding
of Habit 2.

What It Means TO "Begin WITH THE End IN Mind"

Ifyouparticipated seriously in thisvisualization experience, you
touched for a moment some of your deep, fundamental values.
You established brief contact with that inner guidance system at
the heart of your Gircle of Influence.

Consider the words of Joseph Addison:

When I look uponthe tombs ofthe great, every emotion ofenvy
dies in me; when I read the epitaphs of the beautiful, every
inordinate desire goes out; when I meet with the grief of parents
upon a tombstone, my heart melts with compassion; when Isee the
tomb of the parents themselves, I consider the vanity of grieving
for those whom we mustquickly follow: whenI seekings lying by
those who deposed them, when I consider rival wits placed side by
side, or the holy men that divided the world with their contests
and disputes, I reflect with sorrow and astonishment on the litfle
competitions, factions, and debates of mankind. When I read the
several dates of the tombs, of some that died yesterday, and some
six hundred years ago, I consider that great Day when we shall all
ofus be Contemporaries, and make our appearance together.
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Although Habit2 applies to many different circumstances and
levels of life, the most f^damental application of "begin with the
end in mind" is to begin today with the image, picture, or
paradigm of the end ofyour life as your frame of reference or the
criterion by which everything else isexamined. Each part ofyour
life—toda/s behavior, tomorrow's behavior, next week's behavior,
next month's behavior—can be examined in the context of the
whole, of what really matters most to you. By keeping that end
clearly inmind, you can make certain that whatever you do on any
particular day does not violate the criteria you have defined as
supremely important, and that each day ofyour life contributes in
a meaningful way to the vision you have of your life as a whole.

To begin with the end in mind means to start with a clear
understanding ofyour destination. Itmeans to know where you're
going so thatyoubetterunderstandwhereyou^e nowand sothat
the steps you take are always in the rightdirection.

It's incredibly easy to get caught up in an activity trap, in the
busy-ness oflife, towork harder and harder atclimbing the ladder
ofsuccess only todiscover ifs leaning against the wrong wall. It is
possible tobebusy—very busy—without being very effective.

People often find themselves achieving victories that are empty,
successes that have come at the expense ofthings they suddenly
realize were far more valuable to them. People from every walk of
life—doctors, academicians, actors, politicians, business profes
sionals, athletes, and plumbers—often struggle to achieve ahigher
income, more recognition or a certain degree of professional
competence, only to find that their drive to achieve their goal
blinded themto the things that really mattered most and noware
gone.

How different our lives are when we reaUy know what is deeply
important to us, and, keeping that picture in mind, we manage
ourselves each dayto beand to dowhatreally matters most. If the
ladder is not leaning against the right wall, every step we take just
gets ustothe wrong place faster. We may be very busy, we may be
very efficient, but we will also be truly effective only when we begin
with the end in mind.

If you carefully consider what you wanted to be said of you in
the funeral experience, you will find your definition of success. It
maybe very different from the definition you thought you had in
mind. Perhaps fame, achievement, money, or some of the other
things westrive for are not even partof the right wall.
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When you begin with the end in mind, you gain a different
perspective. One man asked another on the death of a mutual
friend, "Howmuch did he leave?" His friend responded, "He lef^
itaU."

All Things Are Created Twice

"Begin with the end in mind" is based on the principle that all
things are created twice. There's a mental or first creation, and a
physical or second creation to all things.

Take the construction of a home, for example. You create it in
every detail before you everhammer the first nail into place. You
try to geta veryclear sense ofwhatkindofhouseyouwant. Ifyou
want a family-centered home,you plan to put a family roomwhere
it would be a natural gathering place. You plan slidingdoors and
a patio forchildren toplayoutside. You work withideas. You work
with your mind until you get a clear image of what you want to
build.

Thenyou reduce it to blueprint and develop construction plans.
All of this is done before the earth is touched. If not, then in the
second creation, the physical creation, you will have to make
expensive changes that may double the cost of your home.

The carpenter's rule is "measure twice, cut once." You have to
make sure that the blueprint, the first creation, is really what you
want, that you've thought everything through. Then you put it
into bricks and mortar. Eachday you go to the construction shed
and pullout the blueprint to get marching ordersfor the day. You
begin with the end in mind.

For another example, look at a business. If you want to have a
successful enterprise, you clearly define what you're trying to
accomplish. You carefully think through the product or service you
want to provide in termsofyour market target, then you organize
all the elements—financial, research and development, operations,
marketing, personnel, physical facilities, and so on—^to meet that
objective. The extent to which you begin with the end in mind
often determines whether or not you are able to create a successful
enterprise. Most business failures begin in the first creation, with
problems such as undercapitalization, misimderstanding of the
market, or lack of a business plan.

Thesameis true with parenting. Ifyouwant to raiseresponsible,
self-disciplined children, youhave to keep that end clearly in mind
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as you interact with your children on a daily basis. You can't
behave toward them in ways that undermine their self-discipline
or self-esteem.

Tovarying degrees, people use this principle in many different
areas of life. Before you go on a trip, you determine your
destination andplanout thebestroute. Before youplant a garden,
you plan it out in your mind, possibly on paper. You create
speeches on paper before you give them, you envision the land
scaping in your yard before you landscape it, you design the
clothes you make before you thread the needle.

To the extent to which we understand the principle of two
creations and accept the responsibilityfor both, we act within and
enlarge the borders of our Circle of Influence. To the extent to
which we do not operate in harmony with thisprinciple and take
charge of the first creation, we diminish it.

By Design OR Default

Ifs a principle that all things are created twice, but not all first
creations are by conscious design. In our personal lives, if we do
not develop our own self-awareness and become responsible for
first creations, we empower other people and circumstances
outside our Circle of Influence to shape much of our lives by
default. We reactively live the sqipts handed to us by family,
associates, other people's agendas, the pressures of circum
stance—scripts from our earlier years, from our training, our
conditioiung.

These scripts come from people, not principles. And they rise
out of om deep vulnerabilities, our deep dependency on others
and ourneeds for acceptance and love, for belonging, for a sense
of importance and worth, for a feeling that we matter.

Whether we are aware of it or not, whether we are in control of
it or not, there is a first creation to every part of our lives. Weare
either the second creation ofour own proactive design, or weare
the secondcreation ofother people'sagendas,ofcircumstances, or
of past habits.

The imique human capacities of self-awareness, imagination,
and conscience enable us to examine first creations and make it
possible for us to take chargeof our own firstcreation, to write our
own script. Put another way. Habit 1 says, "You are tiie creator."
Habit 2 is the first creation.
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Leadership and Management—^The Two Creations

Habit 2 is based on prindples of personal leadership, which
means that leadership is the first creation. Leadership is not
management. Management is the second creation, which we'll
discuss in the chapter on Habit 3. But leadership has to come first.

Management is a bottom line focus: How can I best accomplish
certain things? Leadership deals with the top line: What are the
things I want to accomplish? In the words of both Peter Drucker
and Warren Bermis, "Management isdoingthingsright; leadership
isdoing theright things." Management isefficiency inclimbing the
ladder of success; leadership determines whether the ladder is
leaning against the right wall.

You canquickly grasp the important difference between the two
ifyou envision a group ofproducers cutting their way through the
jungle with machetes. The/re the producers, theprobleii[i solvers.
They're cutting through the undergrowth, clearing it out.

The managers are behind them, sharpening their machetes,
writing policy and procedure manuals, holding muscle develop
ment programs, bringing in improved technologies andsetting up
working schedules andcompensation programs for machete wield-
ers.

The leader is the one who climbs the tallest tree, surveys the
entire situation, and yells, "Wrong jimgle!"

But how do the busy, efficient producers and managers often
respond? "Shut up! We're making progress."

As individuals, groups, and businesses, we're often so busy
cutting through the undergrowth we don't even realize we're in
thewrong jungle. And therapidly changing environment inwhich
we live makes effective leadership more critical than it has ever
been—^in every aspect of independent and interdependent life.

We are more in need of a vision or destination and a compass (a
set ofprinciples or directions) and less in needofa road map. We
often don't know what the terrain ahead will be like or what we
will need to go through it; much will depend on our judgment at
the time. But an iimer compass will always give us direction.

Effectiveness—often even survival—does not depend solely on
how mucheffort we expend, but on whether or not the effort we
expend isin the right jungle. And themetamorphosis taking place
in most every industry and profession demands leadership first
and management second.
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In business, the market is changing so rapidly that many
products and services that successfully met consumer tastes and
needs a fev^r years ago are obsolete today. Proactive powerful
leadership must constantly monitor environmental change, partic
ularly customer buying habits and motives, and provide the force
necessary to organize resources in the right direction.

Such changes as deregulation ofthe airline industry, sk)n:ocket-
ing costs of health care, and the greater quality and quantity of
imported cars impact the environment in significant ways. If
industries do not monitor the environment, including their own
work teams, and exercise thecreative leadership tokeep headed in
the right direction, noamount ofmanagement expertise can keep
them from failing. ^

Efficient management without effective leadership is, as one
individual has phrased it, "like straightening deck chairs on the
Titanic." No management success can compensate for failure in
leadership. But leadership is hardbecause we're often caught in a
management paradigm.

At the final session of a year-long executive development pro
gram in Seattle, thepresident of̂ oil company came up tomeand
said, "Stephen, when you pointed out the difference between
leadership and management in the second month, I looked at my
roleas the presidentof this company and realized that I had never
been into leadership. I was deep into management, buried by
pressing challenges and the details of day-to-day logistics. So I
decided towithdraw from management Icould get other people to
do that. I wanted to really lead my organization.

"It was hard. I went through withdrawal pains because I
stopped dealing with a lot of the pressing, urgent matters that
were right in front of me and which gave me a sense of immediate
accomplishment. I didn't receive much satisfaction as I started
wrestling withthe direction issues, theculture building issues, the
deep analysis of problems, the seizing of new opportunities.
Others also went through withdrawal pains from their working
style comfort zones. They missed theeasy accessibility I hadgiven
them before. They still wanted me to be available to them, to
respond, to help solve their problems on a day-to-day basis.

"But I persisted. I was absolutely convinced that I needed to
provide leadership. And I did. Today our whole business is
different. We're more in line with our environment. We have
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doubled our revenues and quadrupled our profits. I'm into lead
ership."

I'm convinced that too often parents are also trapped in the
management paradigm, thinking of control, efficiency, and rules
instead of direction, purpose, and family feeling.

Andleadership is evenmore lacking in ourpersonal lives. We're
into managing with efficiency, setting andachieving goals before
we have even clarified our values.

Rescripting: Becoming Your Own First Creator

•As we previously observed, proactivity is based on the unique
human endowment of self-awareness. The two additional ixnique
human endowments that enable us to expand our proactivity and
to exercise personal leadership in our lives are imagination and
conscience.

Through imagination, wecan visualize theuncreated worlds of
potential that lie within us. Through conscience, we can come in
contact with vmiversal laws or principles with our own sing^ar
talents and avenues of contribution, and with the personal guide
lines within which we can most effectively develop them. Com
bined with self-awareness, tiiese two endowments empower us to
write our own script.

Because we already live with many scripts that have been
handed tous, theprocess ofwriting ovir ownscript isactually more
a process of"rescripting," orparadigm shifting—of changing some
of the basic paradigms tiiatwealready have. As we recognize the
ineffective scripts, the incorrect or incomplete paradigms within
us, we can proactively begin.to rescript oiurselves.

I think one of the most inspiring accounts of the rescripting
process comes from the autobiography of Anwar Sadat, past
president of Egypt. Sadat had been reared, nurtured, and deeply
scripted in a hatred for Israel. He would make the statement on
national television, "I will never shake the hand of an Israeli as
long as they occupy one inch ofArab soil. Never, never, never!"
And huge crowds all around the coimby would chant, "Never,
never, never!"He marshalledthe energyand urufiedthe willofthe
whole country in that script.

The script was very independent and nationalistic, and it
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aroused deep emotions in the people. Butit wasalso veryfoolish,
and Sadat knew it. It ignored the perilous, highly interdependent
reality of the situation.

So he rescripted himself. It was a process he had learned when
he wasa yoimg manimprisoned in Cell 54, a solitary cell in Cairo
Central Prison, as a result ofhis involvement in a conspiracy plot
against King Farouk. He learned to withdraw from his own mind
and look at it to see if the scripts were appropriate and wise; He
learned howtovacate hisownmind and, through a deeppersonal
process of meditation, to work with his own scriptures, his own
form of prayer, and rescript himself.

He records that he was almost loathe to leave his prison cell
because it was there that he realized that real success is success
with self. Ifs not in having things, but in having mastery, haying
victory over self.

For a period of time during Nasser's administration Sadat was
relegated to a position ofrelative insignificance. Everyone felt that
hisspirit wasbroken, butit wiasn't. They were projecting their own
home movies onto him. They didn't tmderstand him. He was
biding his time.

And when that time came, when he became president ofEg5rpt
and confronted the political realities, he rescripted himself toward
Israel. He visited the Knesset in Jerusalem and opened up oneof
the most precedent-breaking peace movements in the history of
theworld, abold initiative thateventually brought about theCamp
David Accord.

Sadatwasable to use hisself-awareness, his imagination and his
conscience to exercise personalleadership, to change an essential
paradigm, to change the way he saw the situation. He worked in
thecenter ofhisCircle ofInfluence. Andfrom thatrescripting, that
change in paradigm, flowed changes in behavior and attitude that
affected millions of lives in the wider Circle of Concern.

In developing our own self-awareness many of us discover
ineffective scripts, deeply embedded habits thatare totally unwor
thyofus, totally incongruent withthethings wereally value inlife.
Habit 2 says we don't have to live with those scripts. We are
response-able to use our imagination and creativity to write new
ones that are more effective, more congruent with our deepest
values andwith thecorrect principles thatgive ourvalues meaning.

Suppose, for example, that I am highly overreactive to my
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children. Suppose that whenever they begin to do something I feel
is inappropriate, I sense an immediate tensing in the pit of my
stomach. I feel defensive walls go up; I prepare for battle. My focus
is not on the long-term growth and imderstanding but on the
short-term behavior. I'm tr5dng to win the battle, not the war.

I pull out my ammunition—^my superior size, my position of
authority—and I yell or intimidate or I threaten or punish. And I
win. I stand there, victorious, in the middle of the debris of a
shattered relationship while my children are outwardly submissive
and inwardly rebellious, suppressing feelings that will come out
later in uglier ways.

Now if I were sitting at that funeral we visualized earlier, and
one of my children was about to speak, I would want his life to
represent the victory of teaching, training, and. disciplining with
love over a period of years rather than the battle scars of quick fix
skirmishes. I would want his heart and mind to be filled with the
pleasant memories of deep, meaningful times together. I would
want him to remember me as a loving father who shared the fun
and the pain of growing up. I would want him to remember the
times he came to me with his problems and concerns. I would want
to have Ustened and loved and helped. I would want him to know
I wasn't perfect, but that I had tried with everything I had. And
that, perhaps more than anybody in the world, I loved him.

The reason I would want those things is because, deep down, I
value my children. I love them, I want to help them. I value my
role as their father.

But I don't always see those values. I get caught up in the "thick
of thin things." What matters most gets buried under layers of
pressing problems, immediate concerns, and outward behaviors. I
become reactive. And the way I interact with my children every
day often bears little resemblance to the way I deeply feel about
them.

Because I am self-aware, because I have imagination and con
science, I can examine my deepest values. I can realize that the
script I'm living is not in harmony with those values, that my life
is not the productofmy own proactive design, but the resultof the
'first creation I have deferred to circumstances and other people.
And I can change. I can live out of my imagination instead of my
memory. I can tie myself to my limitless potential instead of my
limiting past. I can become my own first creator.

To begin with the end in mind means to approach my role as a
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parent, as well as my other roles in life, with my values and
directions dear. It means to be responsible for my own first
creation, to rescript myself so that the paradigms from which my
behavior and attitude flow are congruent with my deepest values
and in harmony with correct principles.

It also means to begin each day with those values firmlyin mind.
Then as the vicissitudes, as the challenges come, I can make my
decisions based on those values. I can act with integrity. I don't
have to react to the emotion, the circumstance. I can be truly
proactive, value driven, because my values are dear.

A Personal Mission Statement

The most effective way I know to begin with the end in mind is
to develop a personal mission statement or philosophy or creed. It
focuses on what you want to be (character) and to do (contributions
and achievements) and on the values or prindples upon which
being and doing are based.

Because each individual is unique, a personal mission statement
will reflect that imiqueness, both in content and form. My friend,
RolfeKerr, has expressed his personal creed in this way:

Succeed at home first.

Seek and merit divine help.
Never compromise with honesty.
Remember the people involved.
Hear both sides before judging.
Obtain counsel of others.

Defend those who are absent.

Be sincere yet decisive.
Develop one new proficiency a year.
Plan tomorrow's work today.
Hustle while you wait.
Maintain a positive attitude.
Keep a sense of humor.
Be orderly in person and in work.
Do not fear mistakes—^fear only the absence of creative, constructive,

and corrective responses to those mistakes.
Facilitate the success of subordinates.

Listen twice as much as you speak.
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Concentrate all abilities and efforts on the task at hand, not worrying
about the next job or promotion.

A woman seeking to balance family and work values has
expressed her sense of personal mission differently:

I will seek to balance career and family as best I can since both are
important to me.

My home wil^ be a place where I and my family, friends, and
guests find joy, comfort, peace, and happiness. Still I will seek to
create a clean and orderly environment, yet livable and comfortable.
I will exercise wisdom in what we choose to eat, read, see, and do
at home. I especially want to teach my children to love, to leant, and
to laugh—^and to work and develop their unique talents.

I value the rights, freedoms, and responsibilities of our democratic
society. I will be a concerned and informed citizen, involved in the
political process to ensure my voice is heard and my vote is coxmted.

I will be a self-starting individual who exercises initiative in
accomplishing my life's goals. I will act 6n situations and opportu
nities, rather than to be acted upon.

I will always try to keep myself free from addictive and destructive
habits. I will develop habits that free me from old labels and limits
and expand my capabilities and choices.

My money will be my servant, not my master. I will seek financial
independence over time. My wants will be subject to my needs and
my means. Except for long-term home and car loans, I will seek to
keep myself free from consumer debt. I will spend less than I earn
and regularly save or invest part of my income.

Moreover, I will use what money and talents I have to make life
more enjoyable for others through service and charitable giving.

You could call a personal mission statement a personal consti
tution. Like the United States Constitution, it's fundamentally
changeless. In over two hundred years, there have been orUy
twenty-six amendments, ten of which were in the original Bill of
Rights. '

The United States Constitution is the standard by which every
law in the country is evaluated. It is the document the president
agrees to defend and support when he takes the Oath of Alle
giance. It is the criterion by which people are admitted into
citizenship. It is the foundation and the center that enables people
to ride through such major traumas as the Civil War, Vietnam, or



108 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

Watergate. It is the written standard, the key criterion by which
everything else is evaluated and directed.

The Constitution has endvired and serves its vital function today
because it is based on correct principles, on the self-evident truths
contained in the Declaration of Independence. These principles
emjpower the Constitution with a timeless strength, even in the
midst of social ambiguity and change. "Our peculiar security,"
said Thomas Jefferson, "is in the possession of a written Constitu
tion."

A personal mission statement based on correct principles
becomes the same kind of standard for an individual. It becomes
a personal constitution, the basis for making major, life-directing
decisions, the basis for making daily decisions in the midst of the
drcvunstances and emotions that affect our lives. It empowers
individuals with the same timeless strength in the midst of
change.

People can't live vdth change if there's not a changeless core
inside them. The key to the ability to change is a changeless sense
of who you are, what you are about and what you value.

With a mission statement, we can flow with changes. We don't
need prejudgments or prejudices. We don't need to figure out
everything else in life, to stereotype and categorize everything and
everybody in order to accommodate reality.

Our personal environment is also changing at an ever-increasing
pace. Such rapid change bums out a large number of people who
feel they can hardly handle it, can hardly cope with life. They
become reactive and essentially give up, hoping that the things
that happen to them will be good.

But it doesn't have to be that way. In the Nazi death camps
where Viktor Frankl learned the principle of proactivity, he also
learned the importance of purpose, of meaning in life. The essence
of "logotherapy," the philosophy he later developed and taught, is
that many so-called mental and emotional illnesses are really
symptoms of an underlying sense of meaninglessness or empti
ness. Logotherapy eliminates that emptiness by helping the indi
vidual to detect his imique meaning, his mission in life.

Once you have that sense of mission, you have the essence of
your own proactivity. You have the vision and the values which
direct your life. You have the basic direction from which you set
your long- and short-term goals. You have the power of a written
constitution based on correct principles, against which every
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decision concerning the most effective use of your time, your
talents, and your energies can be effectively measured.

At the Center

In order to write a personal mission statement, we must begin at
the very center of our Circle of Influence, that center comprised of
our most basic paradigms, the lens through which we see the
world.

It is here that we deal with our vision and our values. It is here

that we use our endowment of self-awareness to examine our

maps and, if we value correct principles, to make certain that our
maps accurately describe the territory, that our paradigms are
based on principles and reality. It is here that we use our
endowment of conscience as a compass to help us detect our own
unique talents and areas of contribution. It is here that we use our
endowment of imagination to mentally create the end we desire,
giving direction and purpose to our beginnings and providing the
substance of a written personal constitution.

It is also here that our focused efforts achieve the greatest results.
As we work within the very center of our Cirde of Influence, we
expand it. This is highest leverage PC work, significantlyimpacting
the effectiveness of ev^ry aspect of oiu: lives.

Whatever is at the center of our life will be the source of our

security, guidance, wisdom, and power.
Security represents your sense of worth, your identity, your

emotional anchorage, your self-esteem, your basic personal
strength or lack of it.

Guidance means your source of direction in life. Encompassed by
your map, your internal frame of reference that interprets for you
what is hiappeiiing out there, are standards or principles or implicit
criteria that govern moment by moment decision-making and
doing.

Wisdom is your perspective on life, your sense of balance, your
understanding of how the various parts and principles apply and
relate to each other. It embraces judgment, discernment, compre-
hensioii. It is a gestalt or oneness, an integrated wholeness.

Power is the faculty or capacity to act, the strength and potency'
to accomplish something. It is the vital energy to make choices and
decisions. It also includes the capacity to overcome deeply embed
ded habits and to cultivate higher, more effective ones.
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These four factors—^security, guidance, wisdom, and power—
are interdependent. Security and clear guidance bring true wis
dom, and wisdom becomes the spark or catalyst to release and
direct power. When these four factors are present together, har
monized and enlivened by each other, they create the great forceof
a noble personality, a balanced character, a beautifully integrated
individual.

These life-support factors also xmdergird every other dimension
of life. And none of them is an all-or-nothing matter. The degree to
which you have developed each one could be charted somewhere
on a continuum, much like the maturity continuimi described
earlier. At the bottom end, the four factors are weak. You are
basically dependent on drciunstances or other people, things over
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which you have no direct control. At the top end you are in
control. You have independent strength and the foundation for
rich, interdependent relationships.

Your securitylies somewhere on the continuum between extreme
insecurity on one end, wherein your life is buffeted by all the fickle
forces that play upon it, and a deep sense of high intrinsic worth
and personal security on the other end. Your guidance ranges
on the continuum from dependence on the Social mirror or
other unstable, fluctuating sources to strong irmer direction. Your
wisdom falls somewhere between a totally inaccurate map where
everything is distorted and nothing seems to fit, and a complete
and accurate map of life wherein all the parts and principles
are properly related to each other. Your power lies somewhere
between immobilization or being a puppet pulled by someone
else's strings to high proactivity, the power to act accorcUng to your
own values instead of being acted upon by other people and
circumstances.

The location of these factors on the continuum, the resulting
degree of their integration, harmony, and balance, and their
positive impact on every aspect of your life is a function of your
center, the basic paradigms at your very core.

/

Alternative Centers

Each of us has a center, though we usually don't recognize it as
such. Neither do we recognize the all-encompassing effects of that
center on every aspect of our lives.

Lefs briefly examine several centers or core paradigms people
typically have for a better understanding of how they affect these
four fundamental dimensions and, ultimately, the sum of life that'
flows from them.

Spouse Centeredness. Marriage can be the most intimate, the most
satisfying, the most enduring, growth-producing of human rela-
tionsliips. It might seem natural and proper to be centered on one's
husband or wife.

But experience and observation tell a different story. Over the
years, I have been involved in working with many froubled
marriages, and I have observed a certain thread weaving itself
through almost every spouse-centered relationship I have en-
coimtered. That thread is strong emotional dependence.

If our sense of emotional worth comes primarily from our
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marriage, then we become highly dependent upon that relation
ship, We become vulnerable to the moods and feelings, the
behavior and treatment of our spouse, or to any external event that
may impinge on the relationship^—a new child, in-laws, economic
setbacks, social successes, and so forth.

When responsibilities increase and stresses come in the mar
riage, we tend to revert to the scripts we were given as we were
growing up. But so does our spouse. And those scripts are usually
different. Different ways of handling financial, child discipline, or
in-law issues come to the surface. When these deep-seated ten
dencies combine with the emotional dependency in the marriage,
the spouse-centered relationship reveals all its vulnerability.

When we are dependent on the person with whom we are in
conflict, both need and conflict are compounded. Love-hate over-
reactions, fight-or-flight tendencies, withdrawal, aggressiveness,
bitterness, resentment, and cold competition are some of the usual
results. When these occur, we tend to fall even further back on
background tendencies and habits in an effort to justify and defend
our own behavior and we attack our spouse's.

Inevitably, anytime we are too vulnerable we feel the need to
protect ourselves from further wounds. So we resort to sarcasm,
cutting humor, criticism—^anything that will keep from exposing
the tenderness within. Each partner tends to wait on the initiative
of the other for love, only to be disappointed but also confirmed as
to the rightness of the accusations made.

There is only phantom seciuity in such a relationship when all
appears to be going well. Guidance is based on the emotion of the
moment. Wisdom and power are lost in the coimterdependent
negative interactions.

Family Centeredness. Another common center is the family. This,
too, may seem to be natural and proper. As an area of focus and
deep investment, it provides great opportunities for deep relation
ships, for loving, for sharing, for much that makes lifeworthwhile.
But as a center, it ironically desfroys the very elements necessary to
family success.

People who are family-centered get their sense of security or
personal worth from the family tradition and cultiue or the family
reputation. Thus, they become vulnerable to any changes in that
fradition or culture and to any influences that would affect that]
reputation.

Family-centered parents do not have the emotional freedom, the



HABIT 2 BEGIN WITH THE END IN MIND 113

power, to raise their children with their ultimate welfare truly in
mind. If they derive their own securityfrom the family, their need
to be popular with their children may override the importance of a
long-terminvestmentin their children's growth and development.
Orihey may be focused on the proper and correct behavior of the
moment. Any behavior that they consider imptoper threatens their
security. They become upset, guided by the emotions of the
moment, spontaneously reacting to the immediate concern rather
than the long-term growth and development of the child. They
may yell or scream. They may overreact and punish out of bad
temper. They tend to love their children conditionally, making
them emotionallydependent or counterdependent and rebellious.

Money Centeredness. Another logicaland extremely common center
to people's lives is making money. Economic security is basic to
one's opportunity to do much in any other dimension. In a
hierarchy or continuum of needs, physical survival and financial
security comes first. Other needs are not even activated until that
basic need is satisfied, at least minimally.

Most of us face economic worries. Many forces in the wider
culture can and do act upon oiu economic situation, causing or
threatening such disruption that we often experienceconcern and
worry that may not always rise to the conscious surface.

Sometimes there are apparently noble reasons given for making
money, such as the desire to take care of one's family. And these
things are important. But to focus on money-making as a center
will bring about its own undoing.

Consider again the four life-support factors—security, guidance,
wisdom, and power. Suppose I derive much of my security from
my employment or from my income or net worth. Since many
factors affect these economic foimdations, I become anxious and
uneasy, protective and defensive, about anything that may affect
them. When my sense of personal worth comes from my net
worth, I am vulnerable to anything that will affect that net worth.
But work and money, per se, provide no wisdom, no guidance,.
and only a limited degree of power and security. All it t^es to
show the limitations of a money center is a crisis in my lifeor in the
life of a loved one.

Money-centered people often put aside familyor other priorities,
assuming everyone will understand that economic demands come
first. I know one father who was leaving with his children for a
promised trip to the circus when a phone call came for him to come
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to work instead. He declined. When his wife suggested that
perhaps he should have gone to work, he responded, "The work
will come again, but childhood won't." For the rest of their lives
his children remembered this little act of priority setting, not only
as an object lesson in their minds but as an expression of love in
their hearts.

Work Centeredness. Work-centered people may become "worka
holics," driving themselves to produce at the sacrifice of health,
relationships, and other important areas of their lives. Their
fundamental identity comes from their work—'Tm a doctor," "I'm
a writer," "I'm an actor."

Because their identity and sense of self-worth are wrapped up in
their work, their security is vulnerable to an5rthingthat happens to
prevent them from continuing in it. Their guidance is a function of
the demands of the work. Their wisdom and power come in the
limited areas of their work, rendering them ineffective in other
areas of life. '

Possession Centeredness. A driving force of many people is
possessions—^not only tangible, material possessions such as fash
ionable clothes, homes, cars, boats, and jewelry, but also the
intangible possessions of fame, glory, or social prominence. Most
of us are aware, through our own experience, how singularly
flawed such a center is, simply because it can vanish rapidly and it
is influenced by so many forces.

Ifmy sense of seauitylies in my reputation or in the things I have,
my life will be in a constant state of threat and jeopardy that these
possessions may be lost or stolen or devalued. If I'm in the presence
of someone of greater net worth or fame or status, I feel inferior. If
I'm in the presence of someone of lesser net worth or fame or status,
I feel superior. My sense of self-worth constantly fluctuates. I don't
have any sense of constancy or anchorage or persistent selfhood. I
am constantly trying to protect and insure my assets, properties,
securities, position, or reputation. We have all heard stories of
people committing suicide after losing their fortunes in a significant
stock decline or their fame in a political reversal.

Pleasure Centeredness. Another common center, closely allied with
possessions, is that of fun and pleasure. We live in a world where
instant gratification is available and encouraged. Television and
movies are major influences in increasing people's expectations.
They graphically portray what other people have and can do in
living the life of ease and "fun."
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Butwhilethe glitterofpleasure-centered life-styles is graphically
portrayed, the natural result of such life-styles—^the impact on the
inner person, on productivity, on relationships—^is seldom accu
rately seen.

Innocent pleasures in moderation can provide relaxation for the
body and mind and can foster family and other relationships. But
pleasure, per se, offers no deep, lasting satisfaction or sense of
fulfillment. The pleasure-centered person, too soon bored with
each succeeding level of "fun," constantly cries for more and more.
So the next new pleasure has to be bigger and better, more
exciting, with a bigger "high." A person in this state becomes
almost entirely narcissistic, interpreting all of life in terms of the
pleasure it provides to the self here and now.

Too many vacations that last too long, too many movies, too
much TV, too much video game playing—^too much undisciplined
leisure time in which a person continually takes the course of least
resistance gradually wastes a life. It ensures that a person's
capacities stay dormant, that talents remain undeveloped, that the
mind and spirit become lethargic and that the heart is unfulfilled.
Where is the security, the guidance, the wisdom, and the power?
At the low end of the continuum, in the pleasure of a fleeting
moment.

Malcolm Muggeridge writes "A Twentieth-Century Testimony":

When I look back on my life nowadays, which I sometimes do,
what strikes me most forcibly about it is that what seemed at the
time most significant and seductive, seems now most futile and
absurd. For instance, success in all of its various guises; being
known and being praised; ostensible pleasures, like acquiring
money or seducing women, or traveling, going to and fro in the
world and up and down in it like Satan, explaining and experiencing
whatever Vanity Fair has to offer.

In retrospect, aU these exercises in self-gratification seem,pvire
fantasy, what Pascal called, "licking the earth."

Friend/Enemy Centeredness. Yovmg people are particularly, though
certainly not exclusively, susceptible to becoming friend-centered.
Acceptance and belonging, to a peer group can become almost
supremely important. The distorted and ever-changing social
mirror becomes the somce for the four life-support factors, creating
a high degree of dependence on the fluctuating moods, feelings,
attitudes, and behavior of others.

Friend centeredness can also focus exclusively on one person.
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taking on some of the dimensions of marriage. The emotional
dependence on one individual, the escalating need/conflict spiral,
and the resulting negative interactions can grow out of friend
centeredness.

Andwhat aboutputtingan enemy at the centerofone's life? Most
people would never thiiJc ofit, andprobably noonewould ever do
it consciously. Nevertheless, enemy centering is very common,
particularly when there is frequent interaction between people
who are in real conflict. When someone feels he has been imjustly
dealtwith by an emotionally or socially significant person, it isvery
easy for him to become preoccupied with the injustice and make
the other person the center of his life. Rather than proactively
leading his own life, the enemy-centered person is counterde-
pendently reacting to the behavior and attitudes of a perceiyed
enemy.

One friend of mine who taught at a vmiversity became very
distraught becauseof the weaknessesof a particularadmirustrator
with whom he had a negative relationship. He allowedhimselfto
think about the man constantly until eventually it became an
obsession. It so preoccupied him that it affected the quality of his
relationships with his family, his church, and his working associ
ates. He finally came to the conclusion that he had to leave the
university and accept a teaching appointment somewhere else.

"Wouldn'tyou really preferto teachat this university, ifthe man
were not here?" I asked him.

"Yes, I would," he responded. "But as long as he is here, then
my staying is too disruptive to everything in life. I have to go."

"Whyhave youmade thisadministrator thecenter ofyourlife?"
I asked him.

He was shockedby the question. He denied it. ButI pointed out
to him that he was allowing one individual and his weaknesses to
distort his entire map oflife, to undermine his faithand the quality
of his relationships with his loved ones.

He finally admitted that this individual had had such an impact
on him, but he denied that he himself had made all these choices.
He attributed the responsibility for the unhappy situation to the
administrator. He, himself, he declared, was not responsible.

As we talked, little by little, he came to realize that he was
indeed responsible, but that because he did not handle this
responsibility well, he was being irresponsible.
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Many divorced people fall into a similar pattern. They are still
consumed with anger and bitterness and self-justification regard
ing an ex-spouse. In a negative sense, psychologically they are still
married—they each need the weaknesses of the former,partner to
justify their accusations.

Many "older" children go through life either secretly or openly
hating their parents. They blame them for past abuses, neglect, or
favoritism and they center their adult life on that hatred, living out
the reactive, justifying script that accompanies it.

The individual who is friend- or enemy-centered has no
intrinsic security. Feelings of self-worth are volatile, a- function of
the emotional state or behavior of other people. Guidance comes
from the person's perception of how others will respond, and
wisdom is limited by the social lens or by an enemy-centered
paranoia. The individual has no power. Other people are pulling
the strings.

Church Centeredness. I believe that almost anyone who is seriously
involved in any church will recognize that churchgoing is hot
synonymous with personal spirituality. There are some people
who get so busy in church worship and projects that they become
insensitive to the pressing human needs that surround them,
contradicting the very precepts they profess to believe deeply.
There are others who attend church less frequently or not at all but
whose attitudes and behavior reflect a more genuine centering in
the principles of the basic Judeo-Christian ethic.

Having participated throughout my life in organized church and
comanunity service groups, I have foimd that attending church
does not necessarily mean living the principles taught in those
meetings. You can be active in a church but inactive in its gospel.

In the church-centered life, image or appearance can become a
person's dominant consideration, leading to hypocrisy that under
mines personal security and intrinsic worth. Guidance comes from
a social conscience, and the church-centered person tends to label
others artifidaUy in terms of "active," "inactive," "liberal," "or
thodox," or "conservative."

Because the church is a formal organization made up of policies,
programs, practices, and people, it cannotby itsfelfgive a person any
deep, permanent security or sense of intrinsic worth. Living the
principles taught by the church can do this, but the organization
alone cannot.

Nor can the church give a person a constant sense of guidance.
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Church-centeredpeople often tend to live in compartments, acting
and thinking and feeling in certain ways on the Sabbath and in
totally different ways on weekdays. Such a lack of wholeness or
unity or integrity is a further threat to security, creating the need

' for increased labeling and self-justifying.
Seeing the church as an end rather than as a means to an end

imderminesa person's wisdomand sense ofbalance. Althoughthe
church claims to teach people about the source of power, it does
not claim to be that power itself. It claims to be one vehicle through
which divine power can be channeled into man's nature.

Self-Centeredness. Perhaps the most common center today is the
self. The most obvious form is selfishness, which violates the values
of most people. But if we look closely at many of the popular
approaches to growth and self-fulfillment, we often find self-
centering at their core.

There is little security, guidance, wisdom, or power in the
limited center of self. Like the Dead Sea in Israel, it accepts but
never gives. It becomes stagnant.

On the other hand, paying attention to the development of self
in the greater perspective of improving one's ability to serve, to
produce, to contribute in meaningful ways, gives context for
dramatic increase in the four life-support factors.

These are some of the more common centers from which people
approach life. It is often much easier to recogruze the centk in
someone else's life than to see it in your own. You probably know
someone who puts making money ahead of everything else. You
probably know someone whose energy is devoted to justifying
his or her position in an ongoing negative relationship. If you
look, you can sometimes see beyond behavior into the center that
creates it.

Identifying Your Center

But where do you stand? What is at the center of your pwn life?
Sometimes that isn't easy to see. i

Perhaps the best way to identify your own center is to look
closely at your life-support factors. If you can identify with one or
more of the descriptions below, you can trace it back to the center
from which it flows, a center which may be limiting your personal
effectiveness.
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222 THE SEVEN HABITS OF HIGHLY EEFECnVE PEOPLE

More often than rlot> a person's center is some combiriation of
these and/or other centers. Most people are very much a function
of a variety of influences that play upon their lives. Depending on
external or internal conditions, one particular center may be
activated until the underl}dng needs are satisfied. Then another
center becomes the compelling force.

As a person fluctuates from one center to another, the resulting
relativism is like roller coasting through life. One moment you're
high, the next moment you're low, making efforts to compensate
for one weakness by borrowing strerxgth from another weakness.
There is no consistent sense of direction, no persistent wisdom, no
steady power supply or sense of personal, intrinsic worth and
identity.

The ideal, of course, is to create one dear center from which you
consistently derive a high degree of security, guidance, wisdom,
and power, empowering your proactivity and giving congruency
and harmony to every part of your life.

A Principle Center

By centering our lives on correct principles, we create a solid
foundation for development of the four life-support factors.

Our security comes from knowing that, unlike. other centers
based on people pr things which are subject to frequent and
immediate change, correct principles do not change. We can
depend on them.

Principles don't react to anything. They don't get mad and freat
us differently. They won't divorce us or run away with our best
friend. They aren't out to get us. They can't pave our way with
shortcuts and quick fixes. They don't depend on the behavior of
others, the environment, or the current fad for their validity.
Principles don't die. They aren't here one day and gone the next.
They can't be destroyed by fire, earthquake or theft.

Principles are deep, fundamental truths, classic truths, generic
common denominators. They are tightly interwoven threads run
ning with exactness, consistency, beauty, and sfrength through
the fabric of life.

Even in the midst of people or circumstances that seem to ignore
the principles, we can be secure in the knowledge that principles
are bigger than people or drcvimstances, and that thousands of
years of history have seen them triumph, time and time again.
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Even more important, we canbe secure in the knowledge that we
can validate them in our own lives, by our own experience.

Admittedly, we're not omniscient. Our knowledge and under
standing of correct principles is limited by our own lack of
awareness of our true nature and the world around us and by the
flood of trendy philosophies and theories that are not in harmony
with correct principles. These ideas will have their season of
acceptance, but, like many before them, they won't endure because
the/re built on false foimdations.

We are limited, but we can push back the borders of our
limitations. An understanding of the principle of our own growth
enables us to search out correct principles with the confidence that
the more we leam, the more clearly we can focus the lens through
which we see the world. The principles don't change; our under
standing of them does.

The wisdom and guidance that accompany principle-centered
living come from correct maps, from the way things really are,
have been, and will be. Correct maps enable us to clearly see where
we want to go and how to get there. We can make our decisions
using the correct data that will make their implementation possible
and meaningful.

The personal power that comes from principle-centered living is
the power of a self-aware, knowledgeable, proactive individual,
unrestricted by the attitudes, behaviors, and actions of others or by
many of the circumstances and environmental influences that limit
other people.

The only real limitation of power is the natural consequences of
the principles themselves. We are free to choose oiu' actions, based
on our knowledge of correct principles, but we are not free to
choose the consequences of those actions. Remember, "If you pick
up one end of the stick, you pick up the other."

Principles always have natural consequences attached to them.
There are positive consequences when we live in harmony with the
principles. There are negative consequences when we ignore
them. But because these principles apply to everyone, whether or
not they are aware, this limitation is univiersal. And the more we
know of correct principles, the greater is our personal freedom to
act wisely.

By centering our lives on timeless, unchanging principles, we
create a fundamental paradigm of effective living. It is the center
that puts all other centers in perspective.
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Money

nm PRINCIPLES Possessions

Chwrdl Heastive

ln«(nv Friend

Remember that your paradigm is the source from which your
attitudes and behaviors flow. A paradigm is like a pair of glasses;
it affects the way you see everything in your life. If you look at
things through the paradigm of correct principles, what you see in
life is dramatically different from what you see through any other
centered paradigm.

I have included in the Appendix section of this book a detailed
chart which shows how each center we've discussed might possi
bly affect the way you see everything else.* But for a quick
understanding of the difference your center makes, lefs look at
just one example of a specificproblem as seen through the different
paradigms. As you read, try to put on each pair of glasses. Try to
feel the response that flows from the different centers.

' Please refer to Appendix A.
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Suppose tonight you have invited your wife to go to a concert.
You have the tickets; she's excited about going. Ifs four o'clock in
the afternoon.

All of a sudden, your boss calls you into his office and says he
needs your help through the evening to get ready for an important
meeting at 9 a.m. tomorrow.

If you're looking through spouse-centered or family-centered
glasses, your main concern will be your wife. You may tell the boss
you can't stay and you take her to the concert in an effort to please
her. You may feel you have to stay to protect your job, but you'll
do so grudgingly, anxious about her response, tr^g to justify
your decision and protect yourself from her disappointment or
anger.

If you're looking through a money-centered lens, your main
thought will be of the overtime you'll get or the influence working
late will have on a potential raise. You may call your wife and
simply tell her you have to stay, assuming she'll understand that
economic demands come first.

If you're work-centered, you may be thinking of the opporturuty.
You can leam more about the job. You can make some points with
the boss and further your career. You may give yourself a pat on
the back for puttog in hours well beyond what is required,
evidence of what a hard worker you are. Your wife should be
proud of you!

If you're possession-centered, you might be thinking of the things
the overtime income coidd buy. Or you might consider what an
asset to your reputation at the office it would be if you stayed.
Everyone would hear tomorrow how noble, how sacrificing and
dedicated you are.

If you're pleasured-centered, you'll probably can the work and go
to the concert, even if your wife would be happy for you to work
late. You deserve a night out!

If you're friend-centered, your dedsiori would be ii\fluenced by
whether or not you had invited friends to attend the concert with
you. Or whether your friends at work were going to stay late, too.

If you're enemy-centered, you may stay late because you know it
will give you a big edge over that person in the office who thinks
he's the company's greatestasset. While he's offhavingfun, you'll
be working and slaving, doing his work and yours, sacrificingyour
personal pleasiu-e for the good of the company he can so blithely
ignore.
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If you're church-centered, you might be influenced by plans other
church members have to attend the concert, by whether or not any
church members work at your office, or by the nature of the
concert—Handel's Messiah might rate higher priority than a rock
concert. Your decision might also be affected by what you think a
"good church member" would do and by whether you view the
extra work as "service" or "seeking after material wealth."

If you're self-centered, you'll be focused on what will do you the
most good. Would it be better for you to go out for the evening?Or
would it be better for you to make a few points with the boss? How
the different options affectyou will be your main concern.

As we consider various ways of looking at a single event, is it
any wonder that we have "young lady/old lad/' perception
problems in our interactions with each other? Can you see how
fundamentally our centers affect us? Right down to our motiva
tions, our daily dedsiohs, our actions (or, in too many cases, our
reactions), our interpretations of events? That's why imderstanding
your own ceriter is so important. And if that center does not
empower you as a proactive person, it becomes fundamental to
your effectiveness to make the necessary paradigm shifts to create
a center that will.

As a principle-centered person, you try to stand apart from the
emotion of the situation and from other factors that would act on
you, and evaluatethe options.Looking at the balanced whole—the
work needs, the family needs, other needs that may be involved
and the possibleimplications of the variousalternativedecisions—
you'll try to comeup with the best solution, taking all factors into
consideration.

Whether you go to the concept or stay and work is really a small
part ofan effective decision. You mightmakethe samechoice with
a number of other centers. But there are several important differ
ences when you are coming from a principle-centered paradigm.

First, you are not being acted upon by other people or drciun-
stances. You are proactively choosing what you determine to be
the best alternative. You make your decision consciously and
knowledgeably.

Second, you know your decision is most effective because it is
based on principles with predictable long-term results.

Third, what you chooseto do contributesto your ultimatevalues
in life. Stayingat work to get the edge on someone at the office is
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an entirely differeSrit evening in your life from sta)ring because you
value yovir boss's effectiveness and you genuinelywant to contrib
ute to the company's welfare. The experiences you have as you
carry out your decisions take oh quality and meaning in the context
of your life as a whole.

Fourth, you can communicate to your v^e and your boss within
the strong networks you've created in your interdependent rela
tionships. Because you are independent, you can be effectively
interdependent. You might decide to delegate what is delegable
and come in early the next morning to do the rest.
. And finally, you'll feel comfortable about your decision. What
ever you choose to do, you can focus on it and enjoy it.

As a principle-centered person, you see things differently. And
because you see things differently, you think differently, you act
differently. Because you have a high degree of security, guidance,
wisdom, and power that flows from a solid, unchanging core, you
have the foundation of a highly proactive and highly effective life.

Writing and Using a Personal Mission Statement

As we go deeply within ourselves, as we understand and realign
our basic paradigms to bring them in harmony with correct
principles, we create both an effective, empowering center and
a clear lens through which we can see the world. We can then
focus that lens on how we, as uruque individuals, relate to that
world.

Frankl says we detect rather than inventour missions in life. I like
that choice of words. I think each of us has an internal monitor or
sense, a conscience, that gives us an awareness of our own unique
ness and the singular contributions that we can make. In Frankl's
words, "Everyone has his own specific vocation or mission ,in
life. . . . Therein he carmot be replaced, nor can his life be
repeated. Thus, everyone's task is as unique as is his specific
opportunity to implement it."

In peeking to give verbal expression to that imiqueness, we are
again reminded of the fundamental importance of proactivityand
of working within our Circle of Influence. To seek some abstract
meaning to our lives out in our Circle of Concern is to abdicate our
proalctive reponsibility, to place our own first creationin the hands
of drcvrnistaiice and other people.

Our meaning comes from within. Again, in the wordjsof Frankl,
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"Ultimately, man should not ask what the meaning of his life is,
but rather must recognize that it is he who is asked. In a word,
each man is questioned by life; and he can only answer to life by
answering for his own life; to life h6 can only respond by being
responsible."

Personal responsibility, or proactivity, is fundamental to the first
creation. Returning to the computer metaphor. Habit 1 says "You
are the programmer." Habit 2, then, says, "Write the program."
Untilyou acceptthe idea that you are responsible, that you are the
programmer, you won't reallyinvest in writing the program.

As proactive people, we canbeginto giveexpression to what we
want to be ai\d to do in our lives. We can write a personal mission
statement, a personal constitution.

A mission statement is not something you write overnight. It
takes deep introspection, careful analysis, thoughtful expression,
and often many rewrites to produce it in finalform. It may take you
several weeks or even months before you feel really comfortable
with it, before you feel it is a complete and concise expression of
your irmermost values and directions. Even then, you will want to
review it regularly and make minor changes as the years bring
additional insights or changing circumstances.

But fundamentally, your mission statement becomes your con
stitution, the solidexpressionofyour visionand values. It becomes
the criterion by which you measure everything else in your life.

I recently finished reviewing my own mission statement, which
I do fairly regularly. Sitting on the edgeofabeach, alone, at the end
ofabicycle ride,Itookoutmyorganizerandhammereditout. It took
several hours, but I felt a sense of clarity, a sense of organization and
commitment, a sense of exhilaration and freedom.

I find the process is as important as the product. Writing or
reviewing a mission statementchangesyou becauseit forces you to
think through your priorities deeply, carefully, and to align your
behavior with your beliefs. As you do, other people begin to sense
that you're not being driven by everything that happens to you.
You have a sense of mission about what you're trying to do and
youare excited about it.*

"Ifyouwouldlike to seesome additional examples ofmission statements or ifyou would
like a worksheet to help you develop your own, please call 1-800-255-0777 or visit our
Internet homepageat http://wvm.franklincovey.com. These worksheets are alsoa feature
of Microsoft Schedule + with Seven Habits.
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Using Your Whole Brain

Ourself-awareness empowers us toexamine ourown thoughts.
This is particularly helpful in creating a personal mission statement
because the two unique hiunan endowments that enable us to
practice Habit 2—^imagination and conscience—are primarily func
tions ofthe right side ofthebrain. Understanding how to tap into
thatright brain capacity greatly increases ourfirst creation ability.

A great deal of research hasbeen conducted for decades on what
has come to be called brain domiiiance theory. The findings
basically indicate that each hemisphere of the brain—left and
right—tends to specialize in and preside over different functions,
process different kinds of information, and deal with different
kinds of problems.

Essentially, the left hemisphere is the more logical/verbal one
and the right hemisphere the more intuitive, creative one. The left
deals with words, the right with pictures; the left with parts and
specifics, the right with wholes and the relationship between the
parts. The left deals with analysis, which means tobreak apart; the
right with s5^thesis, which means to put together. The left deals
with sequential thinking; the right with simultaneous and holistic
thinking. The left is time bound; the right is time free.

Although people use both sides of the brain, one side or the
other generally tends to be dominant in eachindividual. Ofcourse,
the ideal would betocultivate anddevelop theability tohave good
crossover between both sides of the braih so that a person could
first sense what the situation called for and then use the appropri
ate tool to deal with it. But people tend to stay in the "comfort
zone" of their dominant hemisphere and process every situation
according to either a right or left brain preference.

In the words of Abraham Maslow, "He that is good with a
hammer tends to think everythingis a nail." Thisis another factor
that affects the "young lady/old lady" perception difference. Right
brain andleft brain people tend tolook at things indifferent ways.

We live in a primarily left brain-dominant world, where words
and measurement and logic are enthroned, and the more creative,
intuitive, sensing, artistic aspect of our nature is often subordi
nated. Many ofus find it more difficult to tap into our right brain
capacity.

Admittedly this description is oversimplified and new studies
will undoubtedly throw more light on brain functioning. But the
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point here is that we are capable of performing many different
kindsofthought processes and we barely tap our potential. Aswe
become aware of its different capacities, we can consciously use
our minds to meet specific needs in more effective ways.

Two Ways to Tap the Right Brain

If we use the brain dominance theory as a model, it becomes
evidentthat the quality ofour firstcreation is significantly impacted
byourability to useourcreative right brain. The more weareable
to draw upon our right brain capacity, the more fully we will be
able to visualize, to synthesize, to transcend time and present
circumstances, to projecta holistic pictiwe of what we want to do
and to be in life.

Expand Perspective
Sometimes we are knocked out of our left brain environment and

thought patterns and into the right brain by an implarmed expe
rience. The death of a loved one, a severe illness, a finandal
setback, or extreme adversity can cause us to stand back, look at
our lives, and ask ourselves some hard questions: "What's really
important? Why am I doing what I'm doing?"

Butifyou're proactive, you don't have to wmtfor drcumstances
or other people to create perspective expanding experiences. You
can consdously create your own.

There are a number of ways to do this. Through the powers of
yourimagination, youcanvisualize yourownfuneral, aswedidat
the beginning of this chapter. Write your own eulogy. Actually
write it out. Be specific.

You can visualize your twenty-fifth and then your fiftieth
wedding aimiversary. Have your spouse visualize this with you.
Try to capture the essence of the family relationship you want to
havecreatedthrough your day-by-day investmentovera periodof
that many years.

Youcan visualize your retirement from your present occupation.
What contributions, what achievements will you want to have
madein your field? Whatplanswillyouhaveafterretirement? Will
you enter a second career?

Expand your mind. Visualize in rich detail. Involve as many
emotionsand feelingsas possible. Involveas many of the senses as
you can.

I have done similar visualization exerdses with some of my
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university classes. "Assume you only have this one semester to
live," I tell mystudents, "and thatduring thissemester youare to
stayin school as a goodstudent. Visualize howyou would spend
your semester."

Things are suddeiily placed in a different perspective. Values
quickly surface that before weren't even recognized.

Ihavealsoaskedstudentsto live with that expanded perspective
for a week and keep a diary of their experiences.

The results are very revealing. They start writing to parents to
tellthem how much they loveand appreciate them. Theyreconcile
with a brother, a sister, a friend where the relationship has
deteriorated.

The dominant, central theme of their activities, the underl3dng
principle, is love. The futility of bad-mouthing, bad thiriking,
put-downs, and accusation becomes very evident when they thii^
in terms of having only a short time to live. Principles and values
become more evident to everybody.

There are a number of techniques using your imagination that
can put you in touch with your values. But the net effectof every
one I have everused is the same. Whenpeopleseriouslyundertake
to identify what really matters most to them in their lives, what
they really want to be and to do, theybecome veryreverent. They
start to think in larger terms than today and tomorrow.

Visualization and Affirmation

Personal leadershipis not a singular experience. It doesn't begin
and end with the writing of a personal mission statement. It is,
rather, the ongoing process of keeping your vision and values
beforeyou and aligningyour life to be congruent with those most
important things. And in that effort, your powerful right brain
capacitycan be a great help to you'on a daily basis as you work to
integrate yovir personal mission statement into your life. Ifs
another application of "begin with the end in mind."

Lefs go back to an examplewe mentioned before. Suppose I am
a parent who really deeply loves my children. Suppose I identify
that as one of my fundamental values in my personal mission
statement. But suppose, on a daily basis, I have trouble overreact
ing.

I can use my right brain power of visualization to write an
"affirmation" that will help me become more congruent with my
deeper values in my daily life.
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A good afiirmation has five basic ingredients: ifs personal,
ifs positive, ifs present tense, it's visual, and ifs emotional. So I
mightwrite somethinglikethis: "It is deeplysatisfying (emotional)
that I (personal) respond (present tense) with wisdom, love,
firmness, and self-control (positive) when my children r^be-
have."

Then I can visualize it. I can spend a few minutes each day and
totally relax my mind and body. I can think about situations in
which my children might misbehave. I can visualize them in rich
detail. I can feel the texture of the chair I might be sitting on, the
floor imder my feet, the sweater I'm wearing. I can see the dress
my daughter has on, the expression on her face. Themore clearly
and vividly I can imagine the detail, the more deeply I will
experience it, the less I will see it as a spectator.

Then I can see her do something very specific which normally
makesmy heart poimd and my temper start to flare. Butinstead of
seeingmy normalresponse, I can see myself handle the situation
with all the love, the power, the self-controlI have captured in my
afiirmation. I can write the program, write the script, in harmony
with my values, with my personal mission statement.

And if I do this, day after day my behavior will change. Instead
of living out of the scripts given to me by my own parents or by
society or by genetics or my envirorunent, I wfiU be livingout of the
script I have written from my own self-selected value system.

I have helped and encouraged my son, Sean, to use this
affirmation processextensively throughout his football career. We
started when he played quarterbackin high school,and eventually,
I taught him how to do it on his own.

We would try to get him in a very relaxedstate of mind through
deep breathing and a progressive muscle relaxation technique so
that he became very quiet inside. Then I would help him visualize
himselfright in the heat of the toughest situations imaginable.

He would imaginea big blitzcomingat him fast. He had to read
the blitzand respond. He would imagine givingaudibles at the line
afterreadingdefenses. He wouldimagine quick readswithhis first
receiver, his second receiver, his third receiver. He would imagine
options that he normally wouldn't do.

At onepointin hisfootball career, he toldmehe wasconstanfly
getting uptight. As we talked, I realized that he was visualizing
uptightness. Sowe workedon visualizing relaxation in the middle
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of the big pressure circumstance. We discovered that the nature of
the visualization is very important. If you visualize the wrong
thing, you'll produce the wrong thing.

Dr. Charles Garfield has done extensive research on peak
performers, both in athletics and in business. He became fascinated
with peak performance in his work with the NASA program,
watching the astronauts rehearse everything on earth, again and
again in a simulated environment before they went to space.
Althoughhe had a doctoratein mathematics, he decidedto go back
and get another Ph.D. in the field of psychology and study the
characteristics of peak performers.

One of the main things his research showed was that almost all
of the world-class athletes and other peak performers are visual-
izers. They see it; they feelit; they experienceit before they actuaUy
do it. They begin with the end in mind.

Youcan do it in every area of your life. Before a performance, a
sedes presentation, a difficult confrontation, or the dailychallenge
of meetinga goal, see it clearly, vividly, relentlessly, overand over
again. Createan internal "comfortzone." Then, when you get into
the situation, it isn't foreign. It doesn't scare you.

Your CTeative, visual right brain is one of your most important
assets, both in creating your personal mission statement and in
integrating it into your life.

There is an entire body of literature and audio and video tapes
that deals with this process of visualization arid affirmation. Some
of the more recent developments in this field includesuch things
as subliminal programming, neurolinguistic programming, and
new forms of relaxation and self-talk processes. These all involve
explanation, elaboration and different packaging of the fundamen
tal principles of the first creation.

My review of the success literature brought me in contact with
hun^eds of books on this subject. Although some made extrava
gant claims and relied on anecdotal rather than scientific evidence,
I think that most of the material is fundamentally sound. The
majority of it appears to have originally come out of the study of
the Bible by many individuals.

In effective personal leadership, visualization and affirmation
techniques emerge naturally out of a foundation of well thought
through purposes and principles that beconjie the center of a
person's life. They are extremely powerful in rescripting and
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reprogramming, into writing deeply committed-to purposes and
prindples into one's heart and mind. I believe that central to all
enduring religions in societyare the same principles and practices
clothed in different language—^meditation, prayer, covenants, or
dinances, scripture study, empathy, compassion, and many differ
ent forms of the use of both conscience and imagination.

But if these techniques become part of the PersonalityEthicand
are severed from a base of character and principles, they can be
misused and abused in serving other centers, primarily the center
of self.

Affirmation and visualization are forms of programming, and we
must be certain that we do not submit ourselves to any program
ming that is not in harmony with our basic center or that comes
from sources centered on money-making, self interest, or anything
other than correct principles.

The imagination can be used to achieve the fleeting success that
comeswhen a person is focused on materialgain or on "what's in
it for me." But I believe the higher use of imagination is in
harmony with the use of conscience to transcend selfand createa '
life of contribution based on unique purpose and on the prindples
that govern interdependent reality.

Identifying Roles and Goals

Of course, the logical/verbal left brain becomesimportant also as
you attempt to capture your right brain images, feelings, and
pictures in the words of a writteh mission statement. Just as
breathing exerdses help integratebodyand mind, writingis a kind
of psycho-neural muscular activity which helps bridge and inte
grate the consdous and subconsdous minds. Writing distills,
crystallizes, and darifies thought and helps break the whole into
parts.

We each have a nimiber of different roles in our lives-^different
areas or capadties in which we have responsibility. I may, for
example,, have a role as an individual, a husband, a father, a
teacher, a church member, and a businessman. And each of these
roles is important.

One of the major problems that arises when people work to
become more effective in life is that they don't think broadly
enough. Theylosethe senseofproportion, the balance, the naturd
ecology necessary to effective living. They may get consumed by
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work and neglect personal health. In the name of professional
success, they may neglect the most precious relationships in their
lives. 1

You may find that your mission statement will be much more
balanced, much easier to work with, if you break it down into the
specificrole areas of your life and the goals you want to accomplish
in each area. Look at your professional role. You might be a
salesperson, or a manager, or a product developer. What are you
about in that area? What are the values that should guide you?
Think of your personal roles—^husband, wife, father, mother,
neighbor, friend. What are you about in those roles? Whafs
important to you? Think of commimity roles—^the political area,
public service, volunteer organizations.

One executive has used the idea of roles and goals to create the
following mission statement:

My mission is to live with integrity and to make a difference in the
lives of others.

Tofulfill this mission:

I have charity: I seek out and love the one—each one—^regardless of
his situation.

I sacrifice; I devote my time, talents, and resources to my mission.
I inspire: I teach by example that we are all children of a loving

Heavenly Father and that every Goliath can be overcome.
I am impactful: What I do makes a difference in the lives of others.

These roles takepriority in achieving my mission:

Husband—^my partner is the most important person in my life.
Together we contribute the fruits of harmdny, industry, charity,
and thrift.

Father—I help my children experience progressively greater joy in
their lives.

Son/Brother—am frequently "there" for support and love.
Christian—God can count on me to keep my covenants and to serve

his other children.

Neighbor—The love of Christ is visible through my actions toward
others.

Change Agent—am a catalyst for developing high performance in
large organizations.

Scholar—I leam important new things every day.
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Writing yourmission in terms of the important roles in yourlife
gives you balance and harmony. It keeps each role clearly before
you. You can review your roles frequently to make sure that you
don't get totally absorbed byoneroleto the exclusion ofothersthat
are equallyor even more important in your life.

After you identify your various roles, then you can thirJ< about
the long-term goals you want to accomplish in eachof those roles.
We're into the right brain again, using imagination, creativity,
conscience, and inspiration. If these goals are the extension of a
mission statement based on correct principles, they will be vitally
different from the goals people normally set. They will be in
harmony with correct principles, with natural laws, which gives
you greater power to achieve them. They are not someone else's
goals you have absorbed. They are your goals. They reflect your
deepest values, your unique talent, your sense of mission. And
they grow out of your chosen roles in life.

Aneffective goalfocuses primarily on results rather than activity.
It identifies where you want to be, and, in the process, helps you
determine where you are. It gives you important information on
how to get there, and it tells youwhen you havearrived. It unifies
your efforts and energy. It gives meaning and purpose to all you
do. And it can finally translate itselfinto dailyactivities so that you
are proactive, you are in charge of yovir life, you are making
happen each day the things that will enable you to fulfill your
personal mission statement.

Roles and goals give structure and organized direction to your
personal mission. If you don't yet have a personal mission state
ment, it's a good place to begin. Just identifying the various areas
of your life and the two or three important results you feel you
should accomplish in each area to moveahead givesyou an overall
perspective of your life and a sense of direction.

As we move into Habit 3, we'll go into,greater depth in the area
of short-term goals. The important application at this point is to
identify roles and long-term goals as they relate to your personal
mission statement. These roles and goals will provide the founda
tion for effective goal setting and achieving when we get to the
Habit 3 day-to-day management of life and time.

Family Mission Statements

BecauseHabit 2 is based on principle, it has broad application. In
addition to individuals, families, service groups, and orgaruzations
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ofallkinds become significantly more effective as they begin with
the end in mind.

Many families aremanaged onthebasis ofcrises, moods, quick
fixes, and instant gratification—^not on sound principles. Sjmip-
toms surface whenever stress and pressure mount: people become
c5^cal, critical, or silent or they start yelling and overreacting.
Children who observe these kinds of behavior grow up thinking
the only way to solve problems is flight or fight.

The core of any family is what is changeless, what is always
going to be there—shared vision and values. By writing a family
mission statement, you give expression to its true foundation.

This mission statement becomes its constitution, the standard,
thecriterion for evaluation anddecision making. Itgives continuity
and xmity to the family as well as direction. When individual
values are harmonized with those of the family, members work
together for common purposes that are. deeply felt.

Again, the process is as important as the product. The ve^
process ofvmtingand refining a mission statementbecomes a key
way to improve the family. Working together to create a mission
statement builds the PC capacity to live it.

By getting input from every family member, drafting a state
ment, getting feedback, revising it, and using wording from
different family members, you get the family talking, communicat
ing, on things that really matter deeply. The best mission state
mentsare the resultof family members coming together in a spirit
of mutual respect, expressing their different views, and working
togetherto create something greaterthan any one individual could
do alone. Periodic review to expand perspective, shift emphasis or
direction, amend or give new meaning to time-worn phrases can
keep the family united in common values and purposes.

The mission statement becomes the framework for thinking, for
governing the family. When the problems and crises come, the
constitution iff there to remind family members of the things that
matter most and to provide direction for problem isolving and
decision making based on correct principles.

In our home, we put our mission statementup on a wallin the
family room so thatwecan look at it and monitor ourselves daily.

When we read the phrases about the soimds of love in oiu*
home, order, responsible independence, cooperation, helpfulness,'
meetingneeds, developingtalents, showing interest in each other's
talents, and giving service to others it gives us some criteria to
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know how we're doing in the things that matter most to us as a
family.

When we plan our family goalsand activities, we say, "In light
of these principles, what are the goals we're going to work on?
What are our action plans to accomplish our goals and actualize
these values?"

We review the statement frequently and rework goals and jobs
twicea year, in Septemberand June—the beginrung of schooland
the end of school—to reflect the situation as it is, to improve it, to
strengthen it. It renews us, it recommits us to what we believe in,
what we stand for.

Organizational Mission SxATERffiNTS

Mission statements are also vital to successful organizations.
One of the most important thrusts of my work with organizations
is to assist them in developing effective mission statements. And to
be effective, that statement has to come from within the bowels of
the organization. Everyone should participate in a meaningful
way—^not just the top strategy plarmers, but everyone. Once
again, the involvement process is as important as the written
product and is the key to its use.

I am edways intrigued whenever I go to IBM and watch the
training process there. Time and time again, I seethe leadership of
the organization come into a group and say that IBM stands for
three things: the dignity of the individual, excellence, and service.

Thesethings represent the beliefsystemof IBM. Everything else
will change, but these three things will not change. Almost like
osmosis, this belief system has spread throughout the entire
organization, providing a tremendous base of shared values and
personal security for everyone who works there.

Once I was training a group of people for IBM in New York. It
was a smallgroup, about twenty people, and one of them became
ill. He called his wife in California, who expressed concern because
his illness required special treatment. The IBM people responsible
for the training session arranged to have him taken to an excellent
hospital with medical specialists in the disease. But they could
sense that his wife was uncertain and really wanted him home
where their personal physician could handle the problem.

So they decided to get him home. Concerned about the time
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involved in driving him to the airportand waiting fora commercial
plane, they brought in a helicopter, flew him to the airport, and
hired a special plane just to take this man to California.

I don't know whatcosts that involved; myguess would bemany
thousands of dollars. But IBM believes in the dignity of the
individual. That'swhat the company stands for. Tothosepresent,
thatexperience represented itsbelief system and was no surprise.
I was impressed.

At another time, I was scheduled to train 175 shopping center
managers at a particular hotel. I was amazed at the level of service
there. It wasn't a cosmetic thing. It was evident at all levels,
spontaneously, without supervision. •

I arrived quite late, checked in, and asked if room service were
available. The man at the desk said, "No, Mr. Covey, butifyou're
interested, I could go back and get a sandwich or a salad or
whatever you'd like that we have in the kitchen." His attitude was
one of total concern aboutmy comfort and welfare. "Would you
like to see your convention room?" he continued. "Do you have
everything you need? What can I do for you? I'm here to serve
you."

There was no supervisor there checking up. This man was
sincere.

The next day I was in the middle of a presentation when I
discovered that I didn't have all the colored markers I needed. So
I wentout into the hall during the brief break and foimd a bellboy
rurming to another convention. "I've got a problem," I said. "I'm
here training a group of managers and I only havea short break. I
need some more colored pens."

Hewhippedaroundand almost came toattention. Heglanced at
my name tag and said, "Mr. Covey, I will solve your problem."

He. didn't say, "I don't know where to go" or "Well, go and
check at the front desk." He just took care of it. And he made me
feel Uke it was his privilege to do so.

Later, I wasin the sidelobby, looking at some of the art objects.
Someone from the hotel came up to me and said, "Mr. Covey,
would you like to see a bookthat describes the art objects in this
hotel?" How anticipatory! How service-oriented!

I next observed one of the employees high up on a ladder
cleaning windows in the lobby. From his vantage point he saw a
woman having a little difficulty in the garden with a walker. She
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hadn't really fallen, and she was with other people. But he climbed
down that,ladder, went outside, helped the woman into the lobby
and saw that she was properly taken care of. Then he went bade
and finished cleaning the windows.

I wanted to find out how this organization had created a culture
where people bought so deeply into the value of customer service.
I interviewed housekeepers, waitresses, bellboys in that hotel and
found that this attitude had impregnated the minds, hearts, and
attitudes of every employee there.

I went through the back door into the kitchen, where I saw the
central value: "Uncompromising personalized service." I finally
went to the manager and said, "My business is helping organiza
tions develop a powerful team character, a team culture. I am
amazed at what you have here."

"Do you want to know the real key?" he inquired. He pulled out
the mission statement for the hotel chain.

After reading it, I acknowledged, "Thafs an impressive state
ment. But I know many companies that have impressive mission
statements."

"Do you want to see the one for this hotel?" he asked.
"Do you mean you developed one just for this hotel?"
"Yes."

"Different from the one for the hotel chain?"

"Yes. It's in harmony with that statement, but this one pert^s
to our situation, our environment, our time." He handed me
another paper.

"Who developed this mission statement?" I asked.
"Everybody/' he replied.
"Everybody? Really, everybody?"
"Yes."

"Housekeepers?"
"Yes."

"Waitresses?"

"Yes."

"Desk clerks?"

"Yes. Do you want to see the mission statement written by the
people who greeted you last night?" He pulled out a mission
statement that they, themselves, had written that was interwoven
with all the other mission statements. Everyone, at every level,
was involved.

The mission statement for that hotel was the hub of a great
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wheel. It spawned the thoughtful, more specialized mission state
ments of particular groups of employees. It was used as the
criterion for every decision that was made. It clarified what those
people stood for—how they related to the customer, how they
related to each other. It affected the style of the managers and the
leaders. It affected the compensation system. It affected the kind of
people they recruited and how they trained and developed them.
Every aspect of that organization, essentially, was a function of
that hub, that mission statement.

I later Adsited another hotel in the same chain, and the first thing
I did when I checked in was to ask to see their mission statement,
which they promptly gave me. At this hotel, I came to understand
the motto "Uncompromising personalized service" a little more.

For a three-day period, I watched every conceivable situation
where service was called for. I always fourid that service was
delivered in a very impressive, excellent way. But it was always
also very personalized. For instance, in the swimming area I asked
the attendant where the drinking fountain was. He walked me
to it.

But the thing that impressed me the very most was to see an
employee, on his own, admita mistake to his boss. We ordered room
service, and were told when it would be delivered to the room.
On the way to our room, the room service person spilled the hot
chocolate, and it took a few extra minutes to go back and change
the linen on the tray and replace the drink. So the room service
was about fifteenminutes late, which was reallynot thatimportant
to us.

Nevertheless, the next morning the room service manager
phoned us to apologize and invited us to have either the buffet
breakfast or a room servicebreakfast, compliments of the hotel, to
in some way compensate for the inconvenience.

What does it say about the culture of an organization when an
employee admits his own mistake, unknown to anyone else, to the
manager so that customer or guest is better taken care of! i

As I told the manager of the first hotel I visited, I know a lot of
companies with impressive mission statements. But there is a real
difference, all the difference in the world, in the effectiveness of a
mission statement created by everyone involved in the organiza
tion and one written by a few top executives behind a mahogany
wall.
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One of the fundamental problems in organizations, including
families, is that people are not committed to the determinations of
other people for their lives. They simply don't buy into them.

Many times as I work with organizations, I find people whose
goals are totally different from the goals of the enterprise. I
commonly find reward systems completelyout of alignment with
stated value systems.

When I begin work with companies that have already developed
some kind of mission statement, I ask them, "How many of the
people here know that you have a mission statement?How many
of you know what it contains? How many were involved in
creating it?How manyreally buy into it and use it as your frame of
reference in making decisions?"

Without involvement, there is no commitment. Mark it down,
asterisk it, circle it, underline it. No involvement, no commitment.

Now, -in the early stages^when a person is new to an orgaru-
zation or when a child in the family is young—you can pretty well
give them a goaland they'llbuy it, particularly if the relationship,
orientation, and training are good.

But when people becomemore mature and their own lives take
on a separatemeaning, they want involvement, significant involve
ment. And if they don't have that involvement, they don't buy it.
Thenyou havea significant motivational problem whichcaimot be
solved at the same level of thinking that created it.

That's why creating an orgaruzational mission statement takes
time, patience, involvement, skill, and empathy. Again, it's not a
quick fix. It takes time and sincerity, correct principles, and the
courageand integrityto alignsystems, structure, and management
style to the shared vision and values. But it's based on correct
principles and it works.

An organizational missionstatement—one that truly reflects the
deep shared vision and values of everyone within that
organization—creates a great unity and tremendous commitment.
It creates iivpeople's hearts and minds a frame of reference, a set
of criteria or guidelines, by which they will govern themselves.
They don't need someone else directing, controlling, criticizing, or
taking cheap shots. They have bought into the changeless core of
what the organization is about.
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AppLiCAtioN Suggestions

1. Take the time to record the impressions you had in the funeral
visualization at the beginning of this chapter. You may want to
use the chart below to organize your thoughts.

Area of Activity Character Contributions Achievements

Family

Friends

Work

Church/Community
Service, etc.

2. Take a few moments and write down your roles as you now see
them. Are you satisfied witti that mirror image of your life?

3. Set up time to completely separate yourself from daily activities
and to begin work on your personal mission statement.

4. Go through the chart in Appendix A showing different centers
and circleall those you can identify with. Do they form a pattern
for the behavior in your life? Are you comfortable with the
implications of your analysis?

5. Start a collection of notes, quotes, and ideas you may want to use
as resource material inwriting your person^ mission statement.

6. Identify a project you wdll be facing in the near future and apply
the principle of mental creation. Write down the results you
desire and what steps wfll lead to those results.

7. Share the principles of Habit 2 with your family or work group
and suggest that tbgether you begin the process of developing a
family or group mission statement.



Habit 3

Put First Things First

Interdependence
First to
... Then to be
Understood

PUBLIC
VICTORY

Think
V\Rn/Win

4

Independence

1 \ PRIVATE
^ VICTORY

Proactive

Dependence

Begin with
the End in Mind



Principles of PERSONAt
Management

Things which matter most
must never beat the mercy of thingswhich matter least.

Goethe

WILL YOU TAKE JUST AMOMENT and wrftc down ashort answer to the
following two questions? Your answers will be important to

you as you begin work on Habit 3.

Question1:Whatone thingcouldyou do (youaren't doingnow)
that if you did on a regular basis, would make a tremendous
positive difference in your personal life?
•Question2:Whatone thing in yoiu'businessor professional life

would bring similar results?
We'llcome backto these answers later. Butfirst, lefs put Habit

3 in perspective.

Habit 3 is the personal fruit,-the practical fulfillment of Habits 1
and 2.

Habit 1 says, "You're the creator. You are in charge." Ifs based
on the four uruque human endowments of imagination, conscience,
independent mil, and, particularly, self-awareness. It empowersyou
to say, "That's an unhealthy program I've been given from my
childhood, from mysocial mirror. I don't like that ineffective script.
I can change."

Habit 2 is the first or mental creation. It's based on imagination—
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the ability to envisioi;!, to see the potential, to create with our
minds what we cannot at present see with our eyes; and
conscience—the ability to detect our own uniqueness and the
personal, moral, and ethical guidelines within which we can most
happily fulfillit. It's the deep contact with our basic paradigms and
values and the vision of what we can become.

Habit 3, then, is the second creation, the physical creation. It's
the fulfillment, the actualization, the natural emergence of Habits
1 and 2. It's the exercise of independent will toward becoming
principle-centered. It's the day-in, day-out, moment-by-moment
doing it.

Habits 1 and 2 are absolutely essential and prerequisite to Habit
3. You can't become principle-centered without first being aware of
and developing your own proactive nature. You can't become
principle-centered without first being aware of your paradigms
and imderstanding how to shift them and align them with princi
ples. Xou can't become principle-centered without a vision of and
a focus on the unique contribution that is yours to make.

But with that foundation, you can become principle-centered/
day-in and day-out, moment-by-moment, by living Habit 3—^by
practicing effective self-management.

Management, remember, is clearly different from leadership.
Leadership is primarily a high-powered, right brain activity. It's
more ,of an art; it's based on a philosophy. You have to ask the
ultimate questions of life when you're dealing with personal
leadership issues.

But once you have dealt with those issues, once you have
resolved them, you then have to manage yourself effectively to
create a life congruent with your answers. The ability to manage
well doesn't make much difference if you're not even in the "right
jungle." But if you are in the right jungle, it makes all the
difference. In fact, the ability to manage weU- determines the
quality and even the existence of the second creation. Management
is the breaking down, the analysis, the sequencing, the specific
application, the time-bound left-brain aspect of effective self-
government. My own maxim of personal effectiveness is this:
Managefrom the left; lead from the right.

The Power of Independent Will

In addition to self-awareness, imagination, and conscience, it is
the fourth human endowment—independent mil—that really makes
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effective self-management possible. It is the ability to make deci
sions and choices and to act in accordance with them. It is the

ability to act rather than to be acted upon, to proactively carry out
the program we have developed through the other three endow
ments.

The human will is an amazing thing. Time after time, it has
triumphed agairvst unbelievable odds. The Helen Kellers of this
world give dramatic evidence to the value, the power of the
independent will.

But as we examine this endowment in the context of effective

self-management, we realize ifs usually not the dramatic, the
visible, the once-in-a-lifetime, up-by-the-bootstraps effort that
brings enduring success. Empowerment comes from learning how
to use this great endowment in the decisions we make every day.

The degree to which we have developed our independent will in
our everyday lives is measured byour personal integrity. Integrity
is, fundamentally, the value we place on ourselves. It's our ability
to make and keep commitments to ourselves, to "walk our talk."
Ifs honor with self, a fundamental part of the Character Ethic, the
essence of proactive growth.

Effectivemanagement is puttingfirst thingsfirst. While leadership
decides what "first things" are, it is management that puts them
first, day-by-day, moment-by-moment. Management is discipline,
carrying it out. '

Discipline derives from disdp/e—disciple to a philosophy, disci
ple to a set of principles, disciple to a set of values, disciple to an
overriding purpose, to a superordinate goal or a person who
represents that goal.

In other words, if you are an effective manager of your self, your
discipline comes from within; it is a function of your independent
will. You are a disciple, a follower, of your own deep values and
their source. And you have the will, the integrity, to subordinate
your feelings, your impulses, your moods to those values.

One of my favorite essays is "The Common Denominator of
Success," written by E. M. Gray. He spent his life searching for the
one denominator that all successful people share. He found it
wasn't hard work, good luck, or astute human relations, though
those were all important. The one factor that seemed to transcend
all the rest embodies the essence of Habit 3—^putting first things
first.

"The successful person has the habit of doing the things failures
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don't like to do," he observed. "They don't like doing them either
necessarily. But their disliking is subordinated to the strength of
their purpose."

That subordination requires a purpose, a mission, a Habit 2 clear
^ense of direction and value, a burning "yes!" inside that makes it
possible to say "no" to other things. It also requires independent
will, the power to do something when you don't want to do it, to
be a functiori of your values rather than a function of the impulse
or desire of any given moment. It's the power to act with integrity
to your proactive first creation.

Four Generations of Time Management

In Habit 3 we aie dealing with many of the questions addressed
in the field of life and time management. As a longtime student of
this fascinatingfield, I am personaUy persuaded that the essence of
the best thinking in the area of time management can be captured
in a single phrase: Organize andexecute around priorities. That phrase
represents the evolution of three generations of time management
theory, and how to best do it is the focus of a wide variety of
approaches and materials.

Personal management has evolved in a pattern similar to many
other areas of human endeavor. Major developmental thrusts, dr
"waves" as Alvin Toffler calls them, follow each other in succes
sion, each adding a vital new dimension. For example, in social
development, the agricultural revolution was followed by the
industrial revolution, which was followed by the informational
revolution. Each succeeding wave created a surge of social and
personal progress.

Likewise, in the area of time management, each generation
builds on the one before it—each one moves us toward greater
control of our lives. The first wave or generation could be charac
terized by notes arid checklists, an effort to give some semblance of
recognitiortand inclusiveness to the many demands placed on our-
time and energy.

The second generation could be characterized by calendars and
appointijnent books. Thiswave reflectsan attempt to lookahead, to
schedule events and .activities in the future.

The third generation reflects the current time management field.
It adds to those preceding generations the important idea of
prioritization, of clarifying values, and of comparing the relative
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worth of activities based on their relationship to those values. In
addition, it focuses on setting goals—specificlong-, intermediate-,
and short-term targets toward which time and energy would be
directed in harmony with values. It also includes the concept of
daily planning, of making a specific plan to accomplish those goals
and activities determined to be of greatest worth.

While the third generation has made a significant contribution,
people have begim to realize that "efficient" scheduling and
control of time are often counterproductive. The efficiency focus
creates expectations that clash with the opportunities to develop
rich relationships, to meet himian needs, and to enjoy spontaneous
moments on a daily basis.

As a result, many people have become turned off by time
management programs and plarmers that make them feel too
scheduled, too restricted, and they "throw the baby out with the
bath water," reverting to first or second generation techniques to
preserve relationships, spontaneity, and quality of life.

But there is an emerging fourth generation that is different in
kind. It recognizes that "time management" is reallya misrfomer—
the challenge is not to manage time, but to manage oufselves.
Satisfaction is a function of expectation as well as realization. And
expectation (and satisfaction) lie in our Circle of Influence.

Rather than focusing on things and time, fourth generation
expectations focus on preserving and enhancing relationships and
on accomplishing results—in short, on maintaining the P/PC Bal
ance.

Quadrant II

The essential focus of the fourth generation of management can
be captured in the time management matrix diagrammed on the
next page. Basically, we spend time in one of four ways.

As you can see, the two factors that define an activity are urgent
and important. Urgent means it requires immediate attention. Ifs
"Now!" Urgent things act on us. A ringing phone is urgent. Most
people can't stand the thought of just allowing the phone to ring.

You could spend hours preparing materials, you could get all
dressed up and travel to a person's office to discuss a particular
issue, but if the phone were to ring while you were there, it would
generally take precedence over yoiw personal visit.

If you were to phone someone, there aren't many people who
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THE TIME MANAGEMENT MATRIX

Urgent Not Urgent

I

ACnvmES:

Crises

Pressing problems
Deadline-driven projects

n

ACnvmES:

Prevention, PC activities
Relationship building
Recognizing new opportunities
Planning, recreation

III

ACnvmES:

Interruptions, some calls
Some mail, some reports
Some meetings
Proximate, pressing matters
Popular activities

IV

ACUVmES:

Trivia, busy work
Some mail

Some phone calls ^
Time wasters

Pleasant activities

would say, "I'll get to you in 15 minutes; just hold." But those
same people would probably let you wait in an office for at least
that long while they completed a telephone conversation with
someone else.

Urgent matters are usually visible. They press on us; they insist
on action. The/re often popular with others. The/re usually right
in front of us. And often they are pleasant, easy, fun to do. But so
often they are unimportant!

Importance, on the other hand, has to do with results. If some
thing is important, it contributes to your mission, your values,
your high priority goals.

We react to urgent matters. Important matters that are not xugent
require more initiative, more proactivity. We must act to seize
opportunity, to make things happen. If we don't practice Habit 2,
if we don't have a clear idea of what is important, of the results we
desire in our lives, we are easily diverted into responding to the
urgent.

Lookfora moment at the four quadrants in the timemanagement



152 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

matrix. Quadrant I is both urgent and important. It deals with
significant results that require immediate attention. We usually call
the activities in Quadrant I "crises" or "problems." We all have
some Quadrant I activities in our lives. But Quadrant I consumes
many people. They are crisis managers, problem-minded people,
deadline-driven producers.

As long as you focus on Quadrant I, it keeps getting bigger and
bigger until it dominates you. Ifs like the pounding surf. A huge
problem comes and knocte you down and you're wiped out. You
struggle back up only to face another one that knocks you down
and slams you to the ground.

Some people are literally beaten up by problems all day every
day. The only relief they have is in escaping to the not important,
not urgent activities of Quadrant IV. So when you look at their
total matrix, 90 percent of their time is in Quadrant I and most of
the remaining 10percent is in Quadrant IV, with onlynegligible
attention paid to Quadrants n and HI. That's how people who
manage their lives by crisis live.

I RESULTS: n

• Stress IV
• Burnout

• Crisis management IliiBlilSIIll
• Always putting out fires

Hi

There are other people who spend a great deal of time in
"urgent, but not important" Quadrant HI, thinking the5r're in
Quadrant I. They spend most of their time reacting to things that
are urgent, assuming they are also important. But the reality is that
the urgency of these matters is often based on the priorities and
expectations of others.
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n

111 RESULTS:

• Short-term focus

• Crisis management
• Reputation-chameleon character
• See goals and plans as worthless
• Feel victimized,,out of control
• Shallow or broken rdationships

IV

People who spend time almost exclusively in Quadrants III and
IV basically lead irresponsible lives.

111 IV

RESULTS:

• Total irresponsibility
• Fired from jobs
• Dependent on others

or institutions for basics

11

Eflfective people stay out of Quadrants III and IVbecause, urgent
or not, they aren't iraportant. TTiey also shrink Quadrant I down to
size by spending more time in Quadrant II.

Quadrant II is the heart' of effective personal management. It
deals with things that are not urgent, but are important. It deals
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n

IMMl -<

RESULTS:

• 'V^on, perspective
• Balance./
• Disdpline
• Control

• Few crises

with things like building relationships, writing a personal mission
statement, long-range planning, exerdsing, preventive mainte
nance, preparation—all those things we know we need to do, but
somehow seldom get arotmd to doing, because they aren't urgent.

To paraphrase Peter Drucker, effective people are not problem-
minded; they're opportunity-minded. They feed opportunities and
starve problems. They think preventively. They have genuine
Quadrant I ciises and emergencies that require their immediate
attention, but the number is comparativelysmall. They keep P and
PC in balance by focusing on the important, but not urgent, high
leverage capadty-building activities of Quadrant II.

With the time management matrix in mind, take a moment now
and consider how you answered the questions at the beginning of
this chapter. What quadrat-do they fit in? Are they important?
Are they urgent?

My guess is that they probably fit into Quadrat II. They are
obviously important, deeply important, but not urgent. And
because they aren't urgent, you don't do them.

Now look again at the nature of those questions: What one thing
cotild you do in your personal and professional life that, if you did
on a regular basis, vmuM make a tremendous positive difference in your
life? Quadrant H activities have that kind of impact. Our effective
ness takes quantum leaps when we do them.
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I asked a similar question to a group of shopping center mana
gers. "If you were to do one thing in your professional work that
you know would have enormously positive effects on the results,
what would it be?" Their unanimous response was to build helpful
personal relationships with the tenants, the owners of the stores
inside the shopping center, which is a Quadrant II activity.

We did an analysis of the time they were spending on that
activity. It was less than 5 percent. They had good reasons—
problems, one right after another. They had reports to make out,
meetings to go to, correspondence to answer, phone calls to make,
constant interruptions. Quadrant I had consumed them.

They were spending very little time with the store managers,
and the time they did spend was filled with negative energy. The.
only reason they visited the store managers at all was to enforce
the contract—to collect the money or discuss advertising or other
practices that were out of harmony with center guidelines, or some
similar thing.

The store owners were struggling for survival, let alone prosper
ity. They had employment problems, cost problems, inventory
problems, and a host of other problems. Most of them had no
trairung in management at all. Some were fairly good merchandis
ers, but they needed help. The tenants didn't even want to see the
shopping center owners; they were fust one more problem to
contend with.

So the owners decided to be proactive. They determined their
purpose, their values, their priorities. In harmony with those
priorities, they decided to spend about one-third of their time in
helping relationships with the tenants.

In working with that organization for about a year and a half, I
saw them climb to around 20 percent, which represented more
than a fourfold increase. In addition, they changed their role. They
became listeners, trainers,, consultants to the tenants. Their inter
changes were filled with positive energy.

The effect was dramatic, profound. Byfocusing on relationships
and results rather than time and methods, the numbers went up,
the tenants were thrilled with the results created by new ideas and
skills, and the shopping center managers were more effective and
satisfied and increased their list of potential tenants and lease
revenue based on increased sales by the tenant stores. They were
no longer policemen or hovering supervisors. They were problem
solvers, helpers.
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* * *

Wl^ether you are a student at the university, a worker in an
assembly line, a homemaker, fashion designer, or president of a
company, I believe that if you were to ask what lies in Quadrant U
and cultivate the proactivity to go after it, you would find the same
results. Your effectiveness would increase dramatically. Your crises
and problems would shrink to manageable proportions because
you would be thinking ahead, working on the roots, doing the
preventive things that keep situations from developing into crises
in the first place. In time management jargon, this is called the
Pareto Principle—80 percent of the results flow out of 20percent of
the activities.

What It Takes to Say "No"

The only place to get time for Quadrant n in the begiiming is
from Quadrants in and IV. You can't ignore the lu-gent and
important activities of Quadrant I, although it will shrink in size as
you spend more time with prevention and prepariation in Quadrant
n. But the initial time for Quadrant n has to come out of HI and IV.

You have to be proactive to work on Quadrant n because
Quadrants I and Ed work on you. To say "yes" to important
Quadrant n priorities, you have to leam to say "no" to other
activities, sometimes apparently urgent things.

Some time ago, my wife was invited to serve as chairman of a
committee in a commxmity endeavor. She had a number of truly
important things she was trying to work on, and she really didn't
want to do it. But she felt pressured into it and finally agreed.

Then she called one of her dear friends to ask if she would serve

on her committee. Her friend listened for a long time and then
said, "Sandra, that sounds like a wonderful project, a really
worthy undertaking. I appreciate so much your inviting me to be a
part of it. I feel honored by it. For a number of reasons, I won't be
participating myself, but I want you to know how much I appre
ciate your invitation."

Sandra was ready for an3^thing but a pleasant "no." She turned
to me and sighed, "fwish I'd said that."

I don't mean to imply that you shouldn't be involved in
significant service projects. Those things are important. But you
have to decide what your highest priorities are and have the
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courage—^pleasantly, smilingly, nonapologetically—to say "no" to
other things. Andthe wayyoudo that isby having a bigger "yes"
burning inside. The enemy of the "best" is often the "good."

Keep in mind that you are eilways saying "no" to something. If
it isn't to the apparent, urgent things in your life, it is probablyto
the more fundamental, highly important things. Even when the
urgent is good, the good can keep you from your best, keep you
from your unique contribution, if you let it:

When I was Director of University Relations at a large university,
I hired a very talented, proactive, creative writer. One day, afterhe
had been on the job for a few months, I went into his office and
asked him to work on some virgent matters that were pressing
on me.

He said, "Stephen, I'll do whatever you want me to do. Just let
me share with you my situation."

Then he took me over to his wallboard, where he had listed over
two dozen projectshe was workingon, together with performance
criteria and deadline dates that had been clearly negotiated before.
He was highly disciplined, which is why I went to see him Jin the
first place. "If you want to get something done, give it to a busy
man."

Then he said, "Stephen, to do the jobs that you want done right
would take several days. Which of these projects would you like
me to delay or cancel to satisfy your request?"

Well, I didn't want to take the responsibility for that. I didn't
want to put a cogin the wheelofone of the most productivepeople
on the staffjust because I happened to be managing by crisisat the
time. The jobs I wanted done were urgent, but not important. So
I went and found another crisis manager and gave the job to him.

We say "yes" or "no" to things daily, usuallymany timesa day.
A center of correct principles and a focus on our personal mission
empowers us with wisdom to make those judgments effectively.

As I w&rk with different groups, I tell them that the essence of
effective time and life.mjmagement is to organize and execute
around balancedpriorities. Then I ask this question: if you were to
fault yourself in one of three areas, which would it be: (1) the
inability to prioritize; (2) the inability or desire to organize around
those priorities; or (3) the lackof discipline to execute around them,
to stay with your priorities and organization?

Most people say their main fault is a lack of discipline. On
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deeper thought, I believe that is not the case. The basic problem is
that their priorities have not become deeply planted in their hearts
and minds. They haven't reaUy internalized Habit 2.

There are many people who recognize the value of Quadrant 11
activities'in their lives, whether they identify them as such or not.
And they attempt to give priority to those activities and integrate
them into their lives through self-discipline alone. But without a
principle center and a personal mission statement, they don't have
the necessary foundation to sustain their efforts. The/re working
on the leaves, on the attitudes and the behaviors of discipline,
without even thinking to examine the roots, the basic para^gms
from which their natural attitudes and behaviors flow.

A Quadrant n focus is a paradigm that grows out of a principle
center. If you are centered on your spouse, your money, yoiu:
friends, your pleasure, or any extrinsic factor, you will keep getting
thrown back into Quadrants land III, reacting to the outside forces
yovir life is centered on. Even if you're centered on yourself, you'll
end up in I and III reacting to tiie impulse of the moment. Your
independent will alone carmot effectively discipline you against
your center.

In the words of the architectural maxim, form follows function.
Likewise, management follows leadership. The way ypu spend
your time is aresult of the way you see your time and th^ way you
really see your priorities. If your priorities grow out of a principle
center and a personal rtussion, if they are deeply planted in your
heart and in your mind, you will see Quadrant II as a natural,
exciting place to invest your time.

Ifs almost impossible to say "no" to the popularity of Quadrant
in or to the pleasure of escape to Quadrant IV if you don't have a
bigger "yes" burning inside. Only when you have the self-
awareness to examine your program—and the imagination and
conscience to create a new, unique, principle-centered program to
which you can say "yes"—only then will you have sufficient
independent will power to say "no," with a genuine smile, to the
imimportant.

Moving into Quadrant II

If Quadrant II activities are clearly the heart of effective personal
management—the "first things" we need to put first—then how
do we organize and execute around those things?
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The first generation of time management does not even recog
nize the concept of priority. It gives us notes and "to do" lists that
we can cross off, and we feel a temporary sense of accomplishment
every time we check something off, but no priority is attached to
items on the list. In addition, there is no correlation between
whafs on the list and our ultimate values and purposes in life. We
simplyrespond to whatever penetrates our awareness and appar
ently needs to be done.

Many people manage from this first-generation paradigm. It's
the course of least resistance. There's no pain or strain; it's fun to
"go with the flow." Externally imposed disciplines and schedules
give people the feeling that they aren't responsible for results.

But first-generation managers, by definition, are not effective
people. Theyproducevery little, and their life-style does nothing
to build their production capability. Buffeted by outside forces,
they are often seen as undependableand irresponsible, and they
have very little sense of control and self-esteem.

Second-generationmanagers assume a little more control. They
plan and schedule in advance and generally are seen as more
responsible because they "show up" when they're supposed to.

But again, the activities they schedule have no priority or
recognized correlation to deeper values and goals. They have few
significant achievements and tend to be schedule oriented.

Third-generation managers take a significant step forward. They ^
clarify their valuesand set goals. Theyplan each day and prioritize
their activities.

As I have said, this is where most of the time management field
is today. But this third generation has some critical limitations.
First, it limits vision—dailyplanning often misses important things
that can only be seen from a larger perspective. The very language
"daily plaiming" focuses on the urgent—the "now." While third
generation prioritization provides order to activity, it doesn't
question the essential importance of the activity in the first
place—it doesn't place the activity in the context of principles,
personal mission, roles, and goals. The third-generation value-
driven dailyplarmingapproach basically prioritizesthe Quadrant I
and in problems and crises of ^he day.

In addition, the third generation makes no provision for man
aging roles in a balanced way. It lacks realism, creating the
tendency to over-schedule the day, resulting in frustrationand the
desire to occasionally throw away the plan and escape to Quadrant
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rv. And its, efficiency, time management focus tends to strain
relationships rather than build them.

While each of the three generations has recognized the value of
some kind of management tool, none has produced a tool that
empowers a person to live a principle-centered. Quadrant II
life-sfyle. Thefirst-generation notepadsand "to do" listsgive us no
more than a place to capture those things that penetrate our
awareness so we won't forget them. The second-generation ap
pointment books and calendars merely provide a place to record
our future commitments so that we can be where we have agreed
to be at the appropriate time.

Even the third generation, with its vast array of planners and
materials, focuses primarilyon helping people prioritize and plan
their Quadrants I and III activities. Though many trainers and
consultants recognize the value of Quadrant II activities, the actual
plaiming tools of the third generation do not facilitate orgaruzing
and executing around them.

As each generation builds on those that have preceded it, the
strengthsand someofthe toolsofeachof the firstthree generations
provide elemental material for the fourth. But there is an added
need for a new dimension, for the paradigmand the implementa
tion that will empower us to move into Quadrant II, to become
principle-centered and to manage ourselvies to do what is truly
most important.

The Quadrant II Tool

Theobjective of Quadrant Hmanagement is to manageour lives
effectively—from a center of sound principles, from a knowledge
of our personalmission, with ^ focus on the important as well as
the urgent, and within the framework of maintaining a balance
between increasing our production and increasing our production
capability.

This is, admittedly, an ambitious objective for people caught in
the thick of thin things in Quadrants III and IV. But striving to
achieve it wiD have a phenomenalimpacton personaleffectiveness.

A Quadrant n organizer will need to meet siximportant criteria.

Coherence. Coherencesuggests that there is harmony, unity, and
integrity between your vision and mission, your roles and goals,
your priorities and plans, and your desires and discipline. In yovu-
plarmer, there should be a place for your personal mission
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Statement so that you can constantly refer to it. There also needs
to be a place for your roles and for both short- and long-term
goals.

Balance. Yourtool should help you to keep balancein your life, to
identify yourvarious roles and keep them rightin front ofyou, so
that you don't neglect important areas such as your health, your
family, professional preparation, or personal development.

Many people seem to think that success in one area can
compensate for failure in other areas of life. But can it really?
Perhaps it can fora limited time4n some areas. But can success in
your profession compensate for a broken marriage, ruined health,
or weakness in personal character? True effectiveness requires
balance, and your tool needs to help you create and maintain it.

Quadrant 11 Focus. You need a tool that encourages you, motivates
you, actually helps you spend thetime you need inQuadrant 11, so
that you're dealing withprevention ratherthan prioritizing crises.
In myopinion, thebestway to do thisis to organize yourlife on a
weekly basis. You canstill adapt and prioritize on a daily basis, but
the fundamental thrust is organizing the week.

Organizing onaweekly basis provides much greater balance and
context than daily planning. There seems to be implicit cultural
recognition of the week as a single, complete unit of time.
Business, education, and many other facets of society operate
within the framework of the week, designating certain days for
focused investment and others for relaxation or inspiration. The
basic Judeo-Christian ethichonors the Sabbath, the one day out of
every seven set aside for uplifting purposes.

Most people thinkin terms ofweeks. But mostthird-generation
planning tools focus on daily planning. While they may help you
prioritize your activities, they basically only help you organize
crises and busywork. The key is not to prioritize what's on your
schedule, but to schedule your priorities. And this can best be done in
the context of the week.

A "People" Dimension. You also need a tool that deals with people,
not just schedules. While you can think in terms of efficiency in
dealing with time, a principle-centered person thinks in terms of
effectiveness in dealing with people. There aretimes whenprinciple-
centeredQuadrant IIliving requires the subordination ofschedtdes
to people, oYour tool needs to reflect that value, to facilitate
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implementation rather than create guilt when a schedule is not
followed.

Flextoility. Your plarming toolshould be your servant, neveryour
master. Since it has to work for you, it should be tailored to your
style, your needs, your particular ways.

Port^iuty. Your tool should alsobeportable, sothatyoucancarry
it with you most of the time. You may want to review your
personal mission statementwhileridingthe bus. You maywant to
measure the value of a new opportunity against something you
already haveplanned. Ifyourorganizer is portable, you will keep
it with you so that important data is always within reach.

Since Quadrant II is the heartofeffective self-management, you
need a tool that moves you into Quadrant II. My work with the
fourth-generation concept has led to the creation ofa tool specifi
cally designed according to the criteria listed above. But many
good third-generation tools can easily be adapted. Because the
principles are sound, the practices or specific applications canvary
from one individual to the next.

Becoming a Quadrant II Self-Manager

Although my effort here is to teach principles, not practices, of
effectiveness, I believe you can better understand the principles
and theempowering natureofthe fourth generation ifyouactually
experienceorganizing a week firom a principle-centered. Quadrant
n base.

Quadrant n organizing involves four key activities.,

Identifying Roles. The first task is to write down your key roles. If
you haven't really given serious thought to the roles in your life,
you can write down what immediately comes to mind. Youhave a
role as an individual. You may want to list one or more rioles as a
family member—a husband or wife, mother or father, son or
daughter, a member of the extended family of grandparents,
aunts, uncles, and cousins. Youmaywant to lista fewrolesin your
work, indicating different areas in which you wish to invest time
and energy on a regular basis. You may have roles in church or
community affairs.

You don't need to worryabout defining the roles in a way that
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you will live with for the rest of your life—just consider the week
and write down the areas you see yourself spending time in during
the next seven days.

Hereare twoexamples of the waypeoplemightsee theirvarious
roles.

1. Individual 1. Personal Development
2. Spouse/Parent 2. Spouse
3. Manager New Products 3. Parent

4. Manager Research 4. Real Estate Salesperson
5. Manager Staff Dev. 5. Commiuiity Service
6. Manager Administration 6. Symphony Board Member
7. Chairman United Way,

Selecting Goals. The next step is to think of one or two important
results you feel you should accomplishin each role during the next
seven days. These would be recorded as goals. (See next page.)

Atleast some ofthesegoals should reflect Quadrarit It activities.
Ideally, these weekly goals would be tied to the longer-term
goals you have identified in conjunction with your personal
mission statement'. But even if you haven't written your mission
statement, you can get a feeling, a sense, of what is important as
you consider each of your roles and one or two goals for each
role.

Scheduling. Now you can look at the week ahead with your goals
in mind and schedule time to achieve them. For example, if your
goal is to produce the first draft ofyour personal mission statement,
you may want to set aside a two-hour block of time on Sunday to
work on it. Sunday (or some other day of the week that is special
to you, your faith, or your drciunstances) is often the ideal time to
plan your more personally uplifting activities, including weekly
organizing. Ifs a good time to draw back, to seek inspiration, to
look at yovir life in the context of principles and values.

If you set a goal to become physically fit through exercise, you
may want to set aside,an hour three or four days during the week,
or possibly every day during the week, to accomplish that goal.
There are some goals that you may only be able to accomplish
during business hours, or some that you can only do on Saturday
when your children are home. Can you begin to see some of the
advantages of organizing the week instead of the day?

Having identified roles and set goals, you can translate each goal
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to a specific day of the week, either as a priority item or, even
better, as a specific appointment. You canalso check yourarmual
or monthly calendar for any appointments you may have previ
ously made and evaluate their importance in the context ofyour
goals, transferring those youdecide to keep to your schedule and
making plans to reschedule or cancel others.

Asyoustudy the following weekly schedule, observe how each
of the nineteen most important, often Quadrant H,go^s has been
scheduled or translated into a specific action plan. In addition,
notice the box labeled "Sharpen the Saw" that provides a place to
plan vital renewing Quadrant II activities in each of the four
himian dimensions that wiH be explained in Habit 7.

Even with time set aside to accomplish19important goals during,
the week, look at the amovmt of remaining imscheduled space on
the schedule! As well as empoweringyou to put first things first.
Quadrant E weekly organizing gives you the freedom and the
flexibility to handle unanticipated events, to shift appointments if
youneed to, to savor relationships andinteractions with others, to
deeply enjoy spontaneous experiences, knowing that you have
proactively organized your week to accomplish key goals in every
area of your life.

Daily Adapting. With Quadrant II weekly organizing, daily plan
ning becomes more a function of daily adapting, of prioritizing
activities and responding to imantidpated events, relationships,
and experiences in a meaiungful way.

Taking a fewminutes eachmorning to review yourschedule can
put youin touch with the value-based decisions youmade asyou
organized the weekas well as unanticipated factors that mayhave
come up. Asyouoverview theday, youcan seethatyour roles and
goals provide a natural prioritization thatgrows out ofyourinnate
sense of balance. It is a softer, more right-brain prioritization that
ultimately comes out of your sense of personalmission.

You may still find that the third-generation A, B, C or 1, 2, 3
prioritization gives needed order to daily activities. It would be a
false dichotomy to say that activities are either important or they
aren't. They are obviously on a continuim\, and some important
activities are more important than others. In the contextof weekly
organizing, third-generation prioritization gives order to daily
focus.

Buttrying to prioritize activities before you evenknowhow they
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relate to your sense of personal mission and how they fit into the
balance of your life is not effective. You may be prioritizing and
accomplishing things you don't want or need to be doing at all.

. Can you begin to see the difference between organizing your
week as a principle-centered. Quadrant II manager and planning
your days as an individual centered on something else? Can you
begin to sense the tremendous difference the Quadrant n focus
would make in your current level of effectiveness?

Having experienced the power of principle-centered Quadrant II
organizing in my own life and having seen it transform the lives of
himdreds of other people, I am persuaded it makes a difference—a
quantum positive difference. And the more completely weekly
goals are tied into a wider framework of correct principles and into
a personal mission statement, the greater the increase in effective
ness will be.
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Living It

Returning once more to the computer metaphor, if Habit 1 says
"You're the programmer" and Habit 2 says "Write the program,"
then Habit 3 says "Run the program," "Live the program." And
living it is primarily a function of our independent will, our
self-discipline, our integrity, and commitment—not to short-term
goals and schedules or to the impulse of the moment, but to the
correctprinciples and our own deepest values, which give meaning
and context to our goals, our schedules, and our lives.

As you go through your week, there will imdoubtedly be times
when your integrity be placed on the line. The popularity of
reacting to the urgent but vmimportant priorities of other people in
Quadrant III or the pleasure of escaping to Quadrant IV will
threaten to overpower the important Quadrant n activities you
have planned. Your principle center, your self-awareness, and
your conscience can provide a high degree of intrinsic security,
guidance, and wisdom to empower you to use your independent
will and maintain integrity to the truly important.

But because' you aren't omniscient, you can't always know in
advance what is truly important. As carefully as you organize the
week, there will be times when, as a principle-centered person,
you will need to subordinate your schedule to a higher value.
Because you are principle-centered, you can do that with an inner
sense of peace.

At one point, one of my sons was deeply into scheduling and
efficiency. One day he had a very tight schedule, which included
down-to-the-minute time allocations for every activity, including
picking up some books, washing his car, and "dropping" Carol,
his girlfriend, among other things.

Everything went according to schedule until it came to Carol.
They had been dating for a long period of time, and he had finally
come ,to the conclusion that a continued relationship would not
work out. So, congruent with his efficiency model, he had sched
uled a ten- to fifteen-minute telephone call to tell her.

But the news was very traumatic to her. One-and-a-half hours
later, he was still deeply involved in a very intense conversation
with her. Eyen then, the one visit was not enough. The situation
was a very frustrating experience for them both.

Again, you simply can't think efficiency with people. You think
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effectiveness with people and efficiency with things. I've tried to be
'•efficient" with a disagreeing or disagreeable person and it simply
doesn't work. I've tried to give ten minutes of "quality time" to a
child or an employee to solve a problem, only to discover such
"efficiency'' creates new problems and seldom resolves the deepest
concern.

I see many parents, particularly mothers with small children,
often frustrated in their desire to accomplish a lot because all they
seem to do is meet the needs of little children all day. Remember,
frustration is a function of our expectations, and Qur expectations
are often a reflection of the social mirror rather than our own
values and priorities.

But if you have Habit 2 deep inside your heart and mind, you
have those higher values driving you. You can subordinate your
schedule to those values with integrity. You can adapt; you can be
flexible. You don't feel guilty when you don't meet your schedule
or when you have to change it.

Advances of the Fourth Generation

One of the reasons why people resist using third-generation
time management tools is because they lose spontaneity; they
become rigid and inflexible. They subordinate people to schedules
because the efficiencyparadigm of the third generatiori of manage
ment is out of harmony with the principle that people are more
important than things.

The fourth-generation tool recognizes that principle. It also
recognizes that the first person you need to consider in terms of
effectiveness rather than efficiencyis yourself. It encourages you to
spend time in Quadrant II, to understand and center yovir life on
principles, to give clear expression to the purposes and values you
want to direct your daily decisions. It helps you to create balance in
your life. It helps you rise above the limitations of daily planning
and organize and schedule in the context of the week. And when
a higher value conflicts with what you have planned, it empowers
you to use your self-awareness and your conscience to maintain
integrity to the principles and piuposes you have determined are
most important. Instead of using a road map, you're using a
compass.

The fourth generation of self-management is more advanced
than the third in five important ways.
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First, it's principle-centered. More than giving lip service to Quad
rant II, it creates the central paradigm that empowers you to see
your time in the context of what is really important and effective.

Second, it's conscience-directed. It gives you the opportunity to
organize your life to the best of your ability in harmony with your
deepest values. But it also gives you the freedom to peacefully
subordinate your schedule to higher values.

Third, it defines your unique mission, including values and long-term
goals. This gives direction and purpose to the way you spend each
day.

Fourth, it helps you balance your life by identifying roles, and by
setting goals and scheduling activities in each key role every week.

And fifth, it gives greater context through weekly organizing {with
daily adaptation as needed), rising above the limiting perspective
of a single day and putting you in touch with your deepest values
through review of your key roles.

The practical thread running through all five of these advances is
a primary focus on relationships and results and a secondary focus
on time.

Delegation: Increasing P and PC

We accomplish all that we do through delegation—either to time
or to other people. If we delegate to time, we think efficiency. If we
delegate to.other people, we think effectiveness.
_Many people refuse to delegate to other people because they feel

it takes too much time and effort and they could do the job better
themselves. But effectively delegating to others is perhaps the
single most powerful high-leverage activity there is.

Transferring responsibility to other skilled and trained people
enables you to give your energies to other high-leverage activities.
Delegation means growth, both for individuals and for organiza
tions. The late J. C. Penney was quoted as saying that the wisest
decision he ever made was to "let go" after realizing that he
couldn't do it all by himself any longer. That decision, made long
ago, enabled the development and growth of htmdreds of stores
and thousands of people.

Because delegation involves other people, it is a Public Victory
and couldwellbe included in Habit4. Butbecausewe are focusing
here on principles of personal management, and the ability to
delegate to others is the main difference between the role of
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manager and independent producer, I am approaching delegation
from the standpoint of your personal managerial skills.

A producer does whatever is necessary to accomplish desired
results, to get the golden eggs. A parent who washes the dishes,
an architect who draws up blueprints, or a secretary who types
correspondence is a producer.

But when a person sets up and works with and through people
and systems to produce golden eggs, that person becomes a
manager in the interdependent sense. A parent who delegates
washing the dishes to a child is a manager. An architectwho heads
a team of other architects is a manager. A secretary who supervises
other secretaries and office personnel is an officemanager.

A producer can invest one hoiwofeffortand produce one unit of
results, assuming no loss of efficiency.

Input Output

PRODUCER —H—

A manager, on the other hand, can invest one hour of effort and
produce ten or fifty or a hundred units through effective delega
tion.

Output

MANAGER

- Management is essentially moving the fulcrum over, and the key
to effective management is delegation.
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Gofer Delegation

There are basically two kinds of delegation: "gofer delegation"
and "stewardship delegation." Gofer delegation means "Go for
this, go for that, do this, do that, and tell me when it's done." Most
people who are producers have a gofer delegation paradigm.
Remember the machete wielders in the jungle? They are the
producers. They roll up their sleeves and get the job done. If they
are given a position of supervision or management, they still think
like producers. They don't know how to set up a full delegation so
that another person is committed to achieve results. Because they
are focused on methods, they become responsible for the results.

I was involved in a gofer delegation once when our family went
water skiing. My son, who is an excellent skier, was in the water
being pulled and I was driving the boat. I handed the camera to
Sandra and asked her to take some pictures.

At first, I told her to be selective in her picture taking because we
didn't have much film left. Then I realized she was unfamiliar with

the camera, so I became a little more specific. I told her to be sure
to wait until the sun was ahead of the boat and imtil our son was

jumping the wake or making a turn and touching his elbow.
But the more 1 thought about our limited footage and her

inexperience with the camera, the more concerned I became. I
finally said, "Look, Sandra, just push the button when I tell you.
Okay?" And I spent the next few minutes yelling, "Take it!—^Take
it!—^Don't take it!—Don't take it!" I was afraid that if I didn't direct

her every move every second, it wouldn't be done right.
That was true gofer delegation, one-on-one supervision of

methods. Many people consistently delegate lhat way. But how
much does it really accomplish? And how many people is it
possible to supervise or manage when you have to be involved in
every move they make?

There's a much bietter way, a more effective way to delegate to
other people. And ifs based on a paradigm of appreciation of the
self-awareness, the imagination, the conscience, and the free will
of other people.

Stewardship Delegation

Stewardship delegation is focused on results instead of methods.
It gives people a choiceof method and makes them responsible for



174 THE SEVEN HABHS OF HIGHLY EFFECTIVE PEOPLE

results. It takes more time in the begirming, but it's time well
invested. You can move the fulcrum over, you can increase your
leverage, through stewardship delegation.

Stewardship delegation involves clear, up-front mutual under
standing and commitment regarding expectations in five areas.

Desired Results. Create a clear, mutual understanding of what
needs to be accomplished, focusing on what, not how; results, not
methods. Spend time. Be patient. Visualize the desired result.
Have the person see it, describe it, make out a quality statement
of what the results will look like, and by when they will be
accomplished.

Guidelines. Identify the parameters within which the individual
should operate. These should be as few as possible to avoid
methods delegation, but .should include any formidable restric
tions. You wouldn't want a person to think he had considerable
latitude as long as he accomplished the objectives, only to violate
some long-standing traditional practice or value. That kills initiative
and sends people back to the gofer's creed: "Just tell me what you
want me to do, and I'll do it."

If you know the failure paths of the job, identify them. Behonest
and open—^tell a person where the iquicksand is and where the
wild animals are. You don't want to have to reinvent the wheel

every day. Let people learn from your mistakes or the mistakes of
others. Point out the potential failure paths, what not to do, but
don't tell them what to do. Keep the responsibility for results with
them—^to do whatever is necessary within the guidelines.

Resources. Identify the human, financial, technical, or organiza
tional resotirces the person can draw on to accomplish the desired
results.

Accountabiltty. Set up the standards of performance that will be
used in evaluating the results and the specific times when reporting
and evaluationwill take place.

Consequences. Specify what will happen, both good and bad, as a
result of the evaluation. This could include such things as financial
rewards, psychic rewards, different job assigiraients, and natural
consequences tied into the overall mission of an organization.

Some years ago, I had an interesting experience in delegation
with one of my sons. We were having a family meeting, and we
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had our mission statement up on the wall to make sure our plans
were in harmony with our values. Everybody was there.

I set up a big blackboard and we wrote down our goals—^the key
things we wanted to do—and the jobs that flowed out of those
goals. Then I asked for volunteers to do the job.

"Who wants to pay the mortgage?" I asked. I noticed I was the
orUy one with my hand up.

"Who wants to pay for the insurance? The food? The cars?" I
seemed to have a real monopoly on the opportunities.

"Who wants to feed the new baby?" There was more interest
here, but my wifewas the only one with the right qualifications for
the job.

As we went down the list, job by job, it was soon evident that
Mom and Dad had more than sixty-hoiu- work weeks. With that
paradigm in mind, some of the other jobs took on a more proper
perspective.

My seven-year-old son, Stephen, volunteered to take care of the
yard. Before I actually gave him the job, I began a thorough
training process. I wanted him to have a clear picture in his mind
of what a well cared for yard was like, so I took him next door to
our neighbor's.

"Look, son," I said, "See how our neighbor's yard is green and
clean? Thafs what we're after: green and clean. Now come look at
our yard. See the mixed colors? That's not it; that's not green.
Green and cleanis what we want. Now how you get it green is up
to you. You're free to do it any way you want, except paint it. But
I'll tell you how I'd do it if it were up to me."

"How would you do it. Dad?"
"I'd turn on the sprinklers. But you may want to use buckets or

a hose. It makes no difference to me. All we care about is that the
color is green. Okay?"

"Okay."
"Now let's talk about 'clean,' Son. Clean means no messes

around—^no paper, strings, bones, sticks, or anything that messes
up the place. I'll tell you what lefs do. Let's just clean up half the
yard right now and look at the diference."

So we got out two paper sacks and picked up one side of the
yard. "Now look at this side. Look at the other side. See the
difference? That's called clean."

"Wait!" he called. "I see some paper behind that bush!"
"Oh, good! I didn't notice that newspaper back there. You have

good eyes. Son.
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"Now before you dedde whether or not you're going to take the
job, let me tell you a few more things. Because when you take the
job, I don't do it anymore. Ifs your job. It's called a stewardship.
Stewardship means 'a job with a trust.' I trust you to do the job, to
get it done. Now who's going to be your boss?"

"You, Dad?"
"No, -not me. You're the boss. You boss yourself. How do you

like Mom and Dad nagging you all the time?"
"I don't."

"We don't like doing it either. It sometimes causes a bad feeling,
doesn't it? So you boss yourself. Now, guess who your helper is."

"Who?"

"I am," I said. "You boss me."
"I do?"

"That's right. But my time to help is limited. Sometimes I'm
away. But when I'm here, you tell me how I can help. I'll do
anything you want me to do."

"Okay!"
"Now guess who judges you."
"Who?"

"You judge yourself."
"I do?"

"Thafs right. Twice a week the two of us will walk aroimd the
yard, and you can show me how it's coming. How are you going
to judge?"

"Green and dean."

"Right!"
I trained him with those two words for two weeks before I felt he

was ready to take the job. Finally, the big day came.
"Is it a deal. Son?"
"Ifsadeal."

"Whafs the job?"
"Green and dean."

"Whafs green?"
He looked at our yard, which was begiiuiing to look better. Then

he pointed next door. "Thafs the color of his yard."
"Whafs dean?"

"Np messes."
"Who's the boss?"

, "I am."

"Who's yoiu: helper?" ,
"You are, when you have time."
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"Who's the judge?"
"1 am. We'll walk around two times a week and I can show you

how ifs coming."
"And what will we look for?"
"Green and clean." \
At that time I didn't mention an allowance. But I wouldn't

hesitate to attach an allowance to such a stewardship.
Two weeks and two words. I thought he was ready.
It was Saturday. And he did nothing. Sunday . . . nothing.

Monday . . . nothing. As I pulled out of the driveway on my way
to work on Tuesday,:I looked at the yellow, duttered yard and the
hot July sun on its way up. "Surely he'll do it today," I thought. I
could rationalize Saturday because that was the day we made the
agreement. I could rationalize Simday; Sunday was for other
things. But I couldn't rationalize Monday. And now it was Tues
day. Certainly he'd do it today. It was summertime. What else did
he have to do?

All day I could hardly wait to return home to see what happened.
As I rounded the comer, I was met with the same picture I left that
morning. And there was my son at the park across the street
playing.

This was not acceptable. I was upset and disillusioned by his
performance after two weeks of training and all those commit
ments. We had a lot of effort, pride, and money invested in the
yard and, I could see it going down the drain. Besides, my
neighbor's yard was manicured and beautiful, and the situation
was beginning to get embarrassing.

I was ready to go back to gofer delegation. Son, you get overhere
and pick up this garbage right now or else! I knew I could get the
golden egg that way. But what about the goose? What would
happen to his internal commitment?

So I faked a smile and yelled across the street, "Hi, Son. How's
it going?"

"Fine!" he returned.

"How's the yard coming?" I knew the minute I said it I had
broken our agreement. That's not the way we had set up an
accounting. That's not what we had agreed.

So he felt justified in breaking it, too. "Fine, Dad."
I bit my tongue and waited until after dinner. Then I said, "Son,

let's do as we agreed. Let's walk around the yard together and you
can show me how it's going in your stewardship."

As we started out the door, his chin began to quiver. Tears
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welled up in his eyes and, by the time we got out to the middle of
the yard, he was whimpering.

"Ifs so hard. Dad!"
What'ssohard? I thought to myself. You haven'tdonea singlething!

But I knew what was hard—self-management, self-supervision. So
I said, "Is there anything I can do to help?"

"Would you. Dad?" he snififed.
"What was our agreement?"
"You said you'd help me if you had time."
"I have time."

So he ran into the house and came back with two sacks. He

handed me one. "Will you pick that stuff up?" He pointed to the
garbage from Saturday nighfs barbecue. "It makes me sick!"

So I did. I did exactly what he asked me to do. And that was
when he signed the agreement in his heart. It became his yard, his
stewardship. '

He orJy asked for help two or three more times that entire
summer. He took care of that yard. He kept it greener and cleaner
than it had ever been under my stewardship. He even reprimanded
his brothers and sisters if they left so much as a gum wrapper on
the lawn.

Trust is the highest form of human motivation. It brings out the
very best in people. But it takes time and patience, and it doesn't
preclude the necessity to train and develop people so that their
competency can rise to the level of that trust.

I am convinced that if stewardship delegationis done correctiy,
both parties will benefit and ultimately much more work will get
doite in much less time. I believe that a family that is well
organized, whose time has been spent effectively delegating on a
one-on-one basis, can organize the work so that everyone can do
everything in about an hour a day. But that takes, the internal
capacity to want to manage, not just'to produce. The focus is on
effectiveness, not efficiency.

Certainly you can pick up that room better than a child, but the
key is that you want to empower the child to do it. It takes time.
You have to get involved in the training and development. It takes
time, but how valuable that time is downstream! It saves you so
much in the long run.

This approach involves an entirely new paradigm of delegation.
In effect, it changes the nature of the relationship: The steward
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becomes his own boss, governed by a conscience that contains the
commitment to agreed upon desired results. But it also releases his
creative energies toward doing whatever is necessary in harmony
with correct principles to achieve those desired results.

The principles involved in stewardship delegation are correct
and applicable to any kind of person or situation. With immature
people, you specify fewer desired results and more guidelines,
identify more resources, conduct more frequent accountability
interviews, and apply more immediate consequences. With more
mature people, you have more challenging desired results, fewer
guidelines, less frequent accountability, and less measurable but
more discefnable criteria.

Effective delegation is perhaps the best indicator of effective
management simply because it is so basic to both personal and
organizational growth.

The Quadrant II Paradigm

The key to effective management of self, or of others through
delegation, is not in any technique or tool or extrinsic factor. It is
intrinsic—in the Quadrant II paradigm that empowers you to see
through the lens of importance rather than urgency.

I have included in the Appendix an exercise called "A Quadirant
II Day at the Office" which will enable you to see in a busi
ness setting how powerfuUy this paradigm can impact your
effectiveness.*

As you work to develop a Quadrant II paradigm, you'wiU
ipcreiase your ability to organize and execute every week of your
life around your deepest priorities, to walk your talk. You will not
be dependent on any other person or thing for the effective
management of your life.

Interestingly, every one of the Seven Habits is in Quadrant 11.
Every one de^swith fundamentally important things that, ifdone
on a regular basis, would make a tremendous positive difference in
dur lives.

Application Suggestions:

1. Identify a Quadrant II activity you know has been neglected in
your life—one that, if done well, would have a significant impact

' Pleaserefer to AppendixB.
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The WEEKLY SCHEDULE'

Rol^ Goals

SHARPEN THE SAW

Physical
Mental ^

Spiritual.
Social/Emotional-

Week

of:

Wedajr
Priorities

Sunday Monday

Today's

Appointments/Commitments

10 10

11 11

12 12

Evening Evening
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Tuesday Wednesday Thursday Friday Saturday

T<;x}ay^sMontie$

8 8 8 8 8

9 9 9 9 9

10 10 10 10 10

11 11 11 11 11

12 12 12 12 12

1 1 1 1 1

2 2 2 2 2

3 3 3 3 3'

4 4 4 4 4

5 5 5 5 5

6 6 6 6 6

7 7 7 7 7

8 8 8 8 8

Evening Evening Evening Evening Evening
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in your life, either personally or professionally. Write it dow^n
and commit to implement it.

2. Draw a time management matrix and try to estimate what
percentage of your time you spend in each quadrant. Then log
your time for three days in fifteen-minute intervals. How accurate
was your estimate? Are you satisfied with the way you spend
your time? What do you need to change?

3. Make a list of responsibilitiesyou could delegate and the people
you could delegate to or train to be responsible in these areas.
Determine what is needed to start the process of delegation or
training.

4. Organize yournext week.* Start by writing downyourroles and
goals for the week, then transfer the goals to a specific action
plan. At the end of the week, evaluate how well your plan
translated your deep values and purposes into your dailylifeand
the degree of integrity you were able to maintain to those values
and purposes.

5. Commit yourself to start organizing on a weekly basis and set up
a regular time to do it.

6. Either convert your current plan^g tool into a fourth generation
tool or secure such a tool.

7. Go through "A Quadrant H Day at the Office" (Appendix B) for
a n/ore in-depth understanding of the impact of a Quadrant II
paradigm.

On the previous pages is a sample weekly schedule from the Seven Habits Organizer. If
you would like samples of these schedules (which you can adapt to your current system),
please call1-800-255-0777or visit our Internet home page at http://www.franklincovey.com.
These schedules are also a feature of Microsoft Schedule + with Seven Habits.
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Paradigms of

Interdependence

There can benofriendship without confidence,
and no confidence without integrity.

Samuel Johnson

Before moving into the area of Public Victory, we should remember
that effective interdependence can only be built on a founda

tion of true independence. Private Victory precedes Public Victory.
Algebra comes before calculus.

As we look back and survey the terrain to determine where
we've been and where we are in relationship to where we're going,
we clearly see that we could not have gotten where we are without
coming the way we came. There aren't any other roads; there
aren't any shortcuts. There's no way to parachute into this terrain.
The landscape ahead is covered with the fragments of broken
relationships of people who have tried. They've tried to jump into
effective relationships without the maturity, the strength of chAr-
actelr, to maintain them.

But you just can't do it; you simply have to travel the road. You
can't be successful with other people if you haven't paid the price
of success with yourself.

A few years ago when I was giving a seminar on the Oregon
coast, a man came up to me and said, "You know, Stephen, I really
don't enjoy coming to these seminars." He had my attention.

"Look at everyone else here," he continued. "Look at this
beautiful coastliiie and the sea out there and all that's happer^g.
And all I can do is sit and worry about the grilling I'm going to get
from my wife tonight on the phone.

"She gives me the third degree every time I'm away. Where did
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I eat breakfast? Who else was there? Was I in meetings all morning?
When did we stop for limch?What did I do during limch?How did
I spend the afternoon? What did I do for entertaimnent in the
evening? Who was with me? What did we talk about?

"And what she really wants to know, but never quite asks, is
who she can call to verify ever5rthing I tell her. She just nags me
and questions ^er5rthing I do whenever I'm away. Ifs taken the
bloom out of this whole experience. I really don't enjoy it at all."

He did look pretty miserable. We talked for a while, and then he
made a very interesting comment. "I guess she knows all the
questions to ask," he said a little sheepishly. "It was at a semi
nar like this that I met her . . . when I was married to someone

else!"

I considered the implications of his comment and then said,
"You're kind of into 'quick fix,' aren't you?"

"\Aniat do you mean?" he replied.
"Well, you'd like to take a screwdriver and just open up your

wife's head and rewire that attitude of hers really fast, wouldn't
you?"

"Sure, I'd like her to change," he exclaimed. "I don't think it's
right for her to constantly grill me like she does."

"My^friend," I said, "you can't talk your way out of problems
you behave yourself into."

We're dealing with a very dramatic and very fundamental
paradigm shift here. You may try to lubricate your social interac
tions with personality techniques and skills, but in the process,
you may tnmcate the vital character base. You can't have the fruits
without the roots. Ifs the principle of sequencing: Private Victory
precedes Public Victory. Self-mastery and self-discipline are the
fovmdation of good rdationships with others.

Some people say that you have to like yourself before you can
like others. I thiiik that idea has merit, but if you don't know
yourself, if you don't control yourself, if you don't have mastery
over yourself, ifs very hard to like yourself, except in some
short-term, psych-up, superficial way.

Real self-respect comes from dominion over self, from true
independence. And thafs the focus of Habits 1, 2, and 3. Inde
pendence is an achievement. Interdependence is a choice only
independent people can make. Unless we are willing to achieve
real independence, ifs foolish to try to develop hvunan relations
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skills. We might try. We might even have some degree of success
when the sun is shining. But when the difficult times come—and
they will—we won't have the foundation to keep things together.

TTie most important ingredient we put into any relationship is
not what we say or what we do, but what we are. And if our words
and our actions come from superficial human relations techniques
(the Personality Ethic) rather than from our own inner core (the
Character Ethic), others will sense that duplicity. We simply won't
be able to create and sustain the foundation necessary for effective
interdependence.

The techniques and skills that really make a difference in human
interaction are the ones that almost naturally flow from a truly
independent character. So the place to begin building any relation
ship is inside ourselves, inside our Circle of Influence, our own
character. As we become independent—^proactive, centered in
correct principles, value driven and able to organize and execute
around the priorities in our life with integrity—we then can choose
to become interdependent—capable of building rich, enduring,
highly productive relationships with other people.

As we look at the terrain ahead, we see that we're entering a
whole new dimension. Interdependence opens up worlds of
possibilities for deep, rich, meaningful associations, for geometri
cally increased productivity, fpr serving, for contribu^ng, for
learning, for growing. But it is also where we feel the greatest pain,
the greatest frustration, the greatest roadblocks to happiness and
success. And we're very aware of that pain because it is acute.

We can often live for years with the chronic pain of our lack of
vision, leadership or management in our personal lives. We feel
vaguely uneasy and uncomfortable and occasionally take steps to
ease the pain, at least for a time. Because the pain is chronic, we get
used to it, we leam to live with it.

But when we have problems in our interactioiis with other
people, we're very aware of acute pain—it's often intense, arid we
want it to go away.

That's when we try to treat the symptoms with quick fixes and
techniques—the band-aids of the Personality Ethic. We don't
understand that the acute pain is an outgrowth of the deeper,
chronic problem. And until we stop treating the symptoms and
start treating the problem, our efforts will only bring counterpro
ductive results. We will only be successful at obscuring the chronic
pain even more.
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Now, as we think of effective interaction with others, lefs go
back to our earlier definition of effectiveness. We've said it's the
P/PC balance, the fundamental concept in the story of the goose
and the golden egg.

In an interdependent situation, the golden eggs are the effec
tiveness, the wonderful synergy, the results created by open
communication and positive interaction with others. And to get
those eggs on a regular basis, we need to take care of the goose. We
need to create and care for the relationships that make those results
realities.

So before we descend from our point of recormaissance and get
into Habits 4, 5, and 6,1 would like to introduce what I believe to
be a very powerful metaphor in describing relationships and in
defining the P/PC balance in an interdependent reality.

The Emotional Bank Account

We all know what a financial bank account is. We maike deposits
into it and build up a reserve from which we can make withdrawals
when we need to. An Emotional Bank Account is a metaphor that
describes the amoxmtof trust thafs been built up in a relationship.
It's the feeling of safeness you have with another himian being.

If I make deposits into an Emotional Bank Account with you
through courtesy, kindness, honesty, and keeping my commit
ments to you, I build up a reserve. Your trust toward me becomes
higher, and I can call upon that trust many times if I need to. I can
even make mistakes and that trust level, that emotional reserve,
will compensate for it. My communication may not be clear, but
you'll get my meaning anyway. You won't make me "an offender
for a word." When the trust account is high, communication is
easy, instant, and effective.

But if I have a habit of showing discourtesy, disrespect, cutting
you off, overreacting, ignoring you, becoming arbitrary, betraying
your trust, threatening you, or pla3dng little tin god in your life,
eventually my Emotiond Bank Account is overdrawn. The trust
level gets very low. Then what flexibility do I have?

None. I'm walking on mine fields. I have to be very careful of
everything I say. I measure every word. Ifs tension dty, memo
haven. Ifs protecting my backside, politicking. And many organi
zations are filled with it. Many families are filled with it. Many
marriages are filled with it.

If a lairge reserve of trust is not sustained by continuing deposits.



PARADIGMS OF INTERDEPENDENCE 189

a marriage will deteriorate. Instead of rich, spontaneous under
standing arid communication, the situation becomesone of accom
modation, where two people simply attempt to live independent
life-styles in a fairly respectful and tolerant way. The relationship
may further deteriorate to one of hostility and defensiveness. The
"fight or flight" response creates verbal battles, slammed doors,
refusal to talk, emotional withdrawal and self-pity. It may end up
in a cold war at home, sustained only by children, sex, social
pressure, or image protection. Or it mayend up in open warfare in
the courts, where bitter ego decimating legal battles can be carried
on for years as people endlessly confess the sins of a forrfter
spouse.

And this is in the most intimate, the most potentially rich, joyful,
satisfying and productive relationship possible between two peo
ple on thisearth. TheP/PC lighthouse is there;we caneitherbreak
ourselves against it or we can use it as a guiding light.

Our most constant relationships, like marriage, require our most
constant deposits. With continuing expectations, old deposits
evaporate. If you suddenly nm into an old high school friendyou
haven't seen for years, you can pick up right where you left off
because the earlier deposits are still there. But your accounts with
the people you interact with on a regular basis require more
constant investment. There are sometimes autoniatic withdrawals
in your daily interactions or in their perception of you that you
don't even know about. This is especially true with teenagers in
the home.

Suppose you have a teenage son and your normal conversation
is something like, "Clean your room. Button your shirt. Tvim
down the radio. Go get a haircut. And don't forget to take out the
garbage!" Over a period of time, the withdrawals far exceed the
deposits.

Now, suppose this son is in the process of making some
important decisions that willaffect the rest of his life. But the trust
level is so low and the communication process so closed, mechan
ical, and unsatisfying that he simply will not be open to your
counsel. You may have the wisdom and the knowledge to help
him, but because your accoimt is so overdrawn, he will end up
making his decisions from a short-range emotional perspective,
which may weU result in many negative long-range consequences.

You need a positive balance to communicate on these tender
issues. What do you do?

What would happen if you started making deposits into the



190 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

relationship? Maybe the opportunity comes up to do him a littie
kindness—^to bring home a magazine on skateboarding, if thafs
his interest, or just to walk up to him when he's working on a
project and offer to help. Perhaps you could invite him to go to a
movie with you or take him out for some ice cream. Probably the
most important deposit you could make would be just to listen,
without judging or preaching or reading your own autobiography
into what he says. Just listen and seek to imderstand. Let him feel
your concern for him, your acceptance of him as a person.

He may not respond at first. He may even be suspicious.,
"Whafs Dad up to now? What technique is Momtr)dngon me this
time?" But as those genuine deposits keep coming, they begin to
add up. That overdrawn balance is shrinking.

Remember that quick fix is a mirage. Building and repairing
relationships takestime.Ifyou become impatientwith his apparent
lack of response or his seeming ingratitude, you may make huge
withdraw^s and imdo aill the good you've done. "After all we've
done for you, the sacrifices we've made, how can you be so
xmgrateful? We try to be nice and you act like this. I can't believe
it!"

Ifs hard not to get impatient. It takes character to be proactive,
to focus on your Circle of Influence, to nurture growing things,
and not to "pull up the flowers to see how the rootsare coming."

But there really is no quick fix. Building and repairing relation
ships are long-term investments.

Six Major Deposits

Let me suggest six major deposits that build the Emotional Bank
Account.

Understanding the Individual
•Really seeking to understand another person is probably one of

the most important deposits you can make, and it is the key to
every other deposit. You simply don't know what constitutes a
deposit to another person until you imderstand that individual.
What might be a deposit for you—agoing for a walk to talk things
over, going out for ice cream together, working on a common
project—^might not be perceived by someone «lse as a deposit at
all. It might even be perceived as a withdrawal, if it doesn't touch
the person's deep interests or needs.

One person's mission is another person's minutia. To make a
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deposit, whatis important toanother person mustbeas important
toyouas theother.person is to you. You may beworking ona high
priority project when yoursix-year-old child interrupts with some
thingthat seems trivial to you, but it may be very important from
his point of view. It takes Habit 2 to recognize and recommit
yourself tothe value ofthatperson and Habit 3tosubordinate your
schedule to that human priority. By accepting the value he places
on what he has to say, you show an understanding of him that
makes a great deposit.

I have a friend whose son developed an avid interest in baseball.
My friend wasn't interested in baseball at all. But one summer, he
took his son to see every major league team play one game. The
trip took over six weeks and cost a great deal of money, but it
became a powerful bondingexperience in their relationship.

My friend was asked on his return, "Do you like baseball that
much?"

"No," he replied, "but I like my son that much."

I have another friend, a college professor, who had a terrible
relationship with his teenage son. This man's entire life was
essentially acadiemic, and he felt hissonwastotally wasting hislife
byworking with his hands instead ofworking todevelop his mind.
As a result, he was almost constantly on the bo) ŝ back, and, in
moments of regret, he would try to make deposits that just didn't
work. The boy perceived the gestures as new forms of rejection,
comparison, andjudgment, andthey precipitated huge withdraw
als. The relationship was turning sour, and it was breaking the
father's heart.

One day I shared with him this principle pf making what is
important to the other person as important to you as the other
person is toyou. Hetook it deeply toheart. Heengaged hisson in
a project to build a miniature Wall of China around their home. It
was a consuming project;, and they worked side by side on it for
over a year and a half.

Through that bonding experiencie, the son moved through that
phase in his life and into an increased desire todevelop his mind.
Butthe realbenefitwaswhat happened to the relationship. Instead
ofa sore spot, it became a source ofjoyandstrength tobothfather
and son.
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Our tendency is to projectout of our own autobiographies what
wje thinkotherpeople wantor need. We project oiu' intentions on
the behavior of others. We interpret what constitutes a deposit
based on our own needs and desires, either now or when we were
at a similar age or stage in life. If they don't interpret our effort as
a deposit, our tendency is to take it as a rejection of our well
intentioned effort and to give up.

The Golden Rule says to "Do unto others as you would have
others do unto you." While on the surface that could mean to do
for them what you would like to have done for you, I think the
more essential meaning is to understand them deeply as individ
uals, the way you would want to be understood, and then to treat
them in terms of that understanding. As one successful parent said
about raising children, 'Treat them all the same by treating them,
differently."

Attending to the Little Things
The little kindnesses and courtesies are so important. Small

discourtesies, little unkindnesses, little forms of disrespect make
large withdrawals. In relationships, the little things are the big
things.

I remember an evening I spent vwth two of my sons some years
ago. It was an organized father and son outing, complete with
gymnastics, wrestling matches, hotdogs, orangeade, and a
movie—the works.

In the middle of the movie, Sean, who was then four years old,
fell asleep in his seat. His older brother, Stephen, who was six,
stayed awake, and we watched the rest of the movie together. •
When it was over, I picked Sean up jn my arms, carried him out to
the car and laid him in the backseat. It was very cold that night, so
I took off my coat and gently arranged it over and around him.

When we arrived home, I quickly carried Sean in and tucked him
into bed. After Stephen put on his "jammies" and brushed his
teeth, I lay down next to him to talk about the night out together.

"How'd you like it, Stephen?"
'Tine," he answered.
"Did you have fun?"
"Yes." '
"What did you like most?"
"I don't know. The trampoline, I guess."
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"That was quite a thing, wasn't it—doing those somersaults and
tricks in the air like that?"

There wasn't muchresponse on his part. I found myself making
conversation. I wondered why Stephen wouldn't open up more.
He usually did when exciting things happened. I was a little
disappointed. Isensed something was wrong; hehadbeen soquiet
on the way home and getting ready for bed.

Suddenly Stephen turned over on his side, facing the wall. I
wondered why and lifted myself up just enough to see his eyes
welling Up with tears.

"What's wrong, honey? What is it?"
He turned back, and I could sense he was feeling some embar

rassment for the tears and his quivering lips and chin.
"Daddy, if I were cold, would you put your coat around me,

too?"

Of all the events of that special night out together, the most
important was a little act ofkindness—a momentary, unconscious
showing of love to his little brother.

What a powerful, personal lesson that experience was to me
then and is even now. People are very tender, very sensitive
inside. I don't believe age or experience makes much difference.
Inside, even within the most toughened and calloused exteriors,
are the tender feelings and emotions of the heart.

Keeping Commitments
Keeping a commitment ora promise isa major deposit; breaking

one is a major withdrawal. In fact, there's probably not a more
massive withdrawal than to make a promise thafs important to
someone and. then not to come through. The next time a promise
is made, they won't believe it. People tend to build their hopes
around promises, particularly promises about their basic liveli
hood.

I've tried to adopt a philosophy as a parent nevp to make a
promise I don't keep. I therefore tty to make them very carefully,
very sparingly, and to be aware ofas many variables and contin
gencies aspossible sothat something doesn't suddenly come up to
keep me-from fulfilling it.

Occasionally, despite all my effort, the unexpected does come
up, creating a situation where itwould be unwise orimpossible to
keep a promise I've made. But I value that promise. I either keep
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it anyway, or explain the situation thoroughly tp the person
involved and ask to be released from the promise.

I believe that if you cultivate the habit of always keeping the
promises you make, you buildbridges of trust that span the gaps
of understanding between you and your child. Then, when your
child wants to do something you don't want him to do, and out of
your maturity you can see consequences that the child cannot see,
you can say, "Son, ifyou do this, I promiseyou that this willbe the
result." If that child has cultivated trust in your word, in your
promises,- he will act on your counsel.

Clarifying Expectations
Imagine the difficulty you mightencounter ifyou and yourboss

had different assumptions regarding whose roZe it was to create
your job description.

"V\^en am Igoing to get my job description?" you might ask.
"I've been w^ting for you to bring one to me so that we could

discuss it," your boss might reply.
"I thought defining my job was your role."
"Thafs not my role at aU. Don'tyou remember? Right from the

first, I said that how you do in the joblargely depends on you."
"I thought you meant that the quality of my job depended on

me. But I don't even know what my job really is."
Unclear expectations in the area of goals also undermine com

munication and trust.

"I did exactly what you asked me to doandhere is the report."
"I don't want a report. The goalwas to solve the problem—^not

to analyze it and report on it."
"I thought the goal was to get a handle on the problem so we

could delegate it to someone else."
How many times have we had these kinds of conversations?
"You said ..."

"No, you're wrong! I said ..."
"You did not! Younever said I was supposed to ... "
"Oh, yes I did! I clearly said ..."
"You never even mentioned ..."

"But that was our agreement..."
The cause of almost all relationship difficulties is rooted in

conflicting or ambiguous expectations around roles and goals.
Whether we are dealing with the question of who does what at
work, how you communicate with your daughter when you tell
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her to clean her room, or who feeds the fish and takes out the
garbage, we can be certain th^t unclear expectations will lead to
misunderstanding, disappointment, and withdrawals of trust.

Many expectations are implicit. They haven't been explicitly
stated or announced, but people nevertheless bring them to a
particular situation. Inmarriage, for example, a man anda woman
have implicit expectations of each other" in their marriage roles.
Although these expectations have not been discussed, or some
times evenrecognized by the personwho has th^m, fulfilling them
makes greatdeposits in the relationship arid violating themmakes
withdrawals.

That's why it's so important whenever you come into a new
situation to get all the .expectations out on the table. People will
begin to judge each other through those expectations. And if they
feel like their basic expectations have been violated, the reserve of
trust is diminished. We create many negative situations by simply
assuming that our expectations are self-evident and that they are
clearly understood and shared by other people.

The deposit is to make the expectations clear and explicit in the
beginning. This takes a real investment oftime andeffort up front,
but it saves great amounts oftime and effort downthe road. When
expectations are not clear and shared, people begin to become
emotionally involved and simple misunderstandings become com
pounded, turning into personality clashes and communication
breakdowns.

Clarifying expectations sometimes takes a great deal ofcourage.
It seems easier to act as though differences don't existand to hope
things will work out than it is to face the differences and work
together to arrive at a mutually agreeable set of expectations.

Showing Personal Integrity
Personal Integrity generates trust and is the basis of many

different kinds of deposits.
Lack of integrity can underminealmost any other effort to create

high trustaccounts. People can seek to understand, remember the
little things, keep their promises, clarify and ftilfill expectations,
and still fail to build reserves of trust if they are inwardly
duplicitous.

Integrity includes but goes beyond honesty. Honesty is telling
the truth—in other words,, conforming our words to reality. Integrity
is conforming reality to our words—in otherwords, keeping promises
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and fulfilling expectations. Thisrequires an integratedcharacter, a
oneness, primarily with self but also with life.

Oneofthemost important ways tomanifest integrity is toie loyal
to those who are not present. In doing so, we build the trust of those
who are present. When you defend those who are absent, you
retain the trust of those present.

Suppose you and I were talking alone, and we were criticizing
our supervisor in a way that we would not dare to do if he were
present. Now what willhappen when you and I have a faUing out?
You know I'm going to be discussing your weaknesses with
someone else. That's what you and I did behind our supervisor's
back. You Jqiow my nature. I'll sweet-talk you to your face and
bad-mouth you behind your back. You've seen me do it.

Thafs the essence of duplicity. Does that build a reserve of trust
in my account with you?

On the other hand, suppose you were to start criticizing our
supervisor and I basicaUy told you I agree with the content of some
of the criticism and suggest that the two of us go directly to him
and make an effective presentation on how things might be
improved. Then what would you know I would do if someone
were to criticize you to me behind your back?

Foranotherexample, supposein myeffort to builda relationship
with you, I told you something someone else had shared with me
in confidence. "I really shouldn't tellyou this," I might say, '1?ut
sinceyou're my friend. . . ." Would my betrayinganother person
build my trust accoimt with you? Or would you wonder if the
things you had told me in confidence were being shared with
others?

Such duplicity might appear to be making a deposit with the
person you're with, but it is actually a withdrawal because you
communicate your own lack of integrity. You may get the golden
eggoftemporary pleasure from puttingsomeone downor sharing
privileged information, but you'restrangling thegoose, weakening
the relationship that provides enduring pleasure in association.

Integrity in an interdependent reality is simply this: you treat
everyone by the same set of principles. As you do, people will
come to trust you. They may not at first appreciate the honest
confrontation^ experiences such integrity might generate. Con
frontation takes considerable courage, and many people would
prefer to take the course of least resistance, belittling and criticiz
ing, bebraying confidences, or participating in gossipabout others
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behind their backs. But in the long run, people will trust and
respect you if youare honest and open and kind with them. You
car6 enough to confront. And to be trusted, it is said, is greater
than to be loved. In the long run, I am convinced, to be trusted will
be also to be loved.

When mysonJoshua wasquite yoxmg, he would frequently ask
me a soul-searching question. WheneverI overreacted to someone
else orwas the least bitimpatient or unkind, hewas sovulnerable
and so honest and our relationship was so good that he would

, simply look mein the eye and say, "Dad, do you love me?" Ifhe
thought I was breaking a basic principle of life toward someone
else, he wondered if I wouldn't break it with him.

Asa teacher, as wellas a parent, I havefound that the keyto the
ninety-nine is the one—particularly the one that is testing the
patience and the good humor of the many. It is the love and the
discipline of the one student, the one child, that commurucates
loveforthe others. It's how you treat the one that reveals how you
regard the ninety-nine, because everyone is ultimately a one.

Integrity also means avoiding anycommunication that is decep
tive, full of guile, or beneath the dignity of people. "A lie is any
communication with intent to deceive," according to one definition

.of the word. Whether we communicate with words or behavior, if
we have integrity, our intent caimot be to deceive.

Apologizing Sincerely When You Make a Withdrawal
When we make withdrawals from the Emotional Bank Account,

weneedtoapologize andweneedtodoit sincerely. Great deposits
come in the sincere words:

"I was wrong."
"That was unkind of me,"
"I showed you no respect."
"I gave you no dignity, and I'm deeply sorry."
"I embarrassed you in frontof your friends and I had no call to

do that. Even though I wanted to make a point, I never should
have done it. I apologize."

It takes a great deal ofcharacter strength toapologize quickly out
of one's heart rather than out of pity. A person must possess
himselfand havea deepsenseofsecurity in fundamental principles
and values in order to genuinely apologize.

People with little internal security can't doit. It makes them too
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vulnerable. They feel it makes them appear soft and weak, and
they fear that oAers will take advantage of their weakness. Their
security is based on the opinions of other people, and they worry
about what others might think. In addition, they usually feel
justified in what they did. They rationalize theirown wrongin the
name of the other person's wrong, and if they apologize at all, it's
superficial.

"Ifyou're going to bow, bowlow, " saysEastern wisdom. "Pay
the uttermost farthing," says the Christian ethic. To be a deposit,
an apology must be sincere. And it must be perceived as sincere.

Leo Roskin taught, "It is the weak who are cruel. Gentleness can
only be expected from the strong."

I was in my office at home one afternoon writing, of all things,
on the subject of patience. I could hear the boys running up and
down the hall making loud banging noises, and I could feel my
own patience beginning to wane.

Suddenly, my son David started pounding on the bathroom
door, yelling at the top of his lungs, "Let me in! Let me in!"

I rushed out of the office and spoke to him with great intensity.
"David, do you have any idea how disturbing that is to me? Do
youknowhow hard it is to tiy to concentrate and write creatively?
Now,you gointoyour roomand stayin there untilyoucanbehave
yourself." So in he went, dejected, and shut the door.

As I turned around, I became aware of another problem. The
boys hadbeenplaying tackle football in thefour-foot-wide hallway,
and one of them had been elbowed in the mouth. He was l)dng
there in the hall, bleeding from the mouth. David, I discovered,
had gone to the bathroom to get a wet towel for him. But his sister,
Maria, who was taking a shower, wouldn't open the door.

When I realized that I had completely misinterpreted the situa
tion and had overreacted, I immediately went in to apologize to
David.

. As I opened the door, the first thing he said to me was, "I won't
forgive you."

"Well, why not, honey?" I replied. "Honestly,'I didn't realize
you were tr5^g to help your brother. Why won't you forgive me?"

"Because you did the samething last week," he replied. In other
words, he was sajdng, "Dad, you're overdrawn, and you're not
going to talk your way out of a problem you behaved yourself
into."
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* * *

Sincere apologies make deposits; repeated apologies interpreted
as insincere make withdrawals. And the quality of the relationship
reflects it.

It is one thing to make a mistake, and quite another thing not to
admit it. Peoplewillforgive mistakes, becausemistakesare usu^y
of the mind, mistakes of judgment. But people will not easily
forgive the mistakes of the heart, the illintention, the bad motives,
the prideful justifjdng cover-up of the first mistake.
The Laws of Love and the Laws of Life ,

When we make deposits of unconditional love, when we live the
primary laws oflove, weencourage others to live the primary laws
of life. In other words, when we truly loye othelrs without
condition, without strings, we help them feel secure and safe and
validated and affirmed in their essential worth, identity, and
integrity. Theirnatural growth process is encouraged. We makeit
easier for them to live the laws of life—cooperation, contribution,
self-discipline, integrity—and to discover and live true to the
highestand best within them. Wegive them the freedom to acton
their own inner imperatives rather than react to our conditionsand
limitations. This does not mean we become permissive or soft.
That itself is a massive withdrawal. We counsel, we plead, we !?et
limits and consequences. But we love, regardless.

When we violate the primary laws of love—^when we attach
strings and conditions to that gift—we actually encourage othersto
violate the primary laws of life. We put them in a reactive,
defensive positionwhere they feel they have to prove "I matter as
a person, independent of you."

In reality, theyaren't independent.Theyarecounter-dependent,
which is another form of dependency and is at the lowest end of
the Maturity Continuum. They become reactive, almost enemy-
centered, more concerned about defending their "rights" and
producing evidence of their individuality than they are about
proactively listening to and honoring theirown irmer imperatives.

Rebellion is a knot of the heart, not of the mind. The key is to
make deposits—constant deposits of unconditional love.

1 . -

I once had a friend whowas deanofa very prestigious school.*
He planned and savedforyearsto provide his son the opportunity

"Some of the detail? of this stoiy have been changed to protect the privacy of those
involved.
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to attend that institution, but when the time came, the boy refused
to go.

This deeply concerned his father. Graduating from that particu
lar schoolwould have been a great asset to the boy. Besides, it was
a family tradition. Three generations of attendance preceded the
boy. The father pleaded and urged and talked. He also tried to
Usten to the boy to understand him, all the while hoping that the
son would change his mind.

The subtle message being communicated was one of conditional
love. The son felt that in a sense the father's desire for him to
attend the school outweighed the value he placed on him as a
person and as a son, which was terribly threatening. Conse
quently, he fought for andwithhisownidentity and integrity, and
he increased in his resolve and his efforts to rationalize his decision
not to go.

After some intense soul-searching, the father decided to make a
sacrifice—to renounce conditional love. He knew that his son
might choose differently than he had wished; nevertheless,, he and
his wife resolved to love their son unconditionally, regardless of
his choice. It was an extremely difficult thing to do because the
value of his educational experience was so close to their hearts and
because it was something they had plarmed and worked for since
his birth.

The father and mother went through a very difficult rescripting
process, struggling to really understemd the nature of uncondi
tional love. They communicated to the boy what they were doing
and why, and told him that they had come to the point at which
they could say in^ honesty thathisdecision would notaffect their
completefeelingof unconditional love toward him. They didn't do
this to marupulate him, to try to get him to "shape up." They did
it as the logical extension of their growth and character.

The boy didn't give much of a response at the time, but his
parents had such a paradigm of unconditional love at that point
that it would have made no difference in their feelings for him*.
About a week later, he told his parents that he had decided not to
go. They were perfectly prepared for this response and continued
to show unconditional lovefor him. Everything was settled and life
went along normally. /

A short time later, an interesting thing happened. Now that the
boy no longer felt he had to defend his position, he searched
within himselfmore deeply and found that he really did want to
have this educational experience. He applied for admission, and
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then he told his father, who again showed unconditional love by
fully accepting his son's decision. My friend was happy, but not
excessively so, because he had truly learned to love without
condition.

Dag Hammarskjold, past Secretary-General of the United Na
tions, once made a profound, far-reaching statement: "It is more
noble to give yourself completely to one individual than to labor
diligently for the salvation of the masses."

I take that to mean that I could devote eight, ten, or twelve hours
a day, five, six, or seven days a weeklo the thousands ofpeople
and projects "out there" and still not have a deep, meaningful
relationship withmy own spouse, with myown teenage son, with
myclosest working associate. And it woiild take more nobility of
character—more humility, courage, and strength—to rebuild that
one relationship than it would to continue putting in all those
hours for all those people and causes.

In twenty-five years of consulting with organizations, I have
been impressed over and over again by the power of that state
ment. Many of the problems in organizations stem from relation
ship difficulties at the very top—between two partners in a
professional firm, between the owner and the president of a
company, between the president and an executive vice-president.
It truly takes more nobility of character to confront and resolve
those issues than it does to continue to diligently work for the
many projects and people "out there."

When I first came across Hammarskjold's statement, I was
working in an organization where there were unclear expectations
between the individual who was my right-hand man and myself. I
simply did not have the courage to confront our differences
regarding role and goal expectations andvalues, particularly in pur
methods of administration. So I worked for a number of months in
a compromise mode to avoid what might turn out to be an ugly
confrontation. All the while, bad feelings were developing inside
both of us.

After readingthat it is morenoble to give yourself completely to
one individual than to labor diligently for the salvation of the
masses, I was deeply affected by the idea of rebuilding that
relationship.

I had to steelmyself forwhat layahead,because I knewit would
be hard to reallyget the issues out and to achieve a deep, common
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imderstanding and comniitment. I remember actually shaking in
anticipation of the visit. He seemed like such a hard man, so set in
his own ways and so right in his own eyes; yet I needed his
strengths and abilities. I was afraid a confrontation might jeopar
dize the relationship and result in my losing those strengths.

I went through a mental dress rehearsal of the anticipated visit,
and I finally became settled within myself around the principles
rather than the practices ofwhat I was goingto do and say. At last
I felt peace of mind and the courage to have the communication.

When we met together, to my total surprise, I discovered that
this m^ had been going through the very sameprocess and had
been longing for such a conversation. He was anything but hard
and defensive.

Nevertheless, our administrative styleswereconsiderably differ
ent, and the entire organization was responding to these differ
ences. Weboth acknowledged the problems that our disunity had
created. Over several visits, we were able to confront the deeper
issues, to get themallouton the table, and to resolve them,oneby
one, witha spirit ofhigh mutual respect. We were able to develop
a powierful complementary team and a deep personal affection
which added tremendously to our ability to work effectively
together.

Creating the imity necessary to run an effective business or a
family or a marriage requires greatpersonal strength and courage.
No amoimt of technical administrative skill in laboring for the'
masses can make up for lack of nobility of personal character in
developingrelationships. It is at a very essential, one-on-one level,
that we live the primary laws of love and life.

P Problems Are PC OppoRTUNmES

This experience also taught me another powerful paradigm of
intierdependence. It dealswith the wayin whichwe see problems.
I had lived for months trying to avoid the problem, seeing it as a
source of irritation, a stumbling block, and wishing it would
somehow go away. But, as it turned out, the veryproblem created
the opportunity to builda deep relationship that empowered us to
work together as a strong complementary team.

I suggest that in an interdependentsituation, every P problem isa
PC opportunity—a chance to build the Emotional Bank Accounts
that significantly affect interdependent production.
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When parents see their children's problems as opportunities to
bxiild the relationship instead of as negative, burdensome irrita
tions, it totally changes the nature of parent-child interaction.
Parents become more willing, even excited, about deeply under
standing and helping their children. When a child comesto them
with a problem, instead of thinking, "Oh, no! Not another prob
lem!" their paradigm is, "Here is a great opportunity for me to
really help my child and to invest in our relationship." Many
interactions change from transactional to transformational, and
strong bonds of love and trust are created as children sense the
value parents give to their problems and to them as individuals.

This paradigm is powerful in business, as well. One department
store chain that operates from this paradigm has created a great
loyalty among its customers. Any time a customer comes into the
store with a problem, no matter how small, the clerks immediately
see it as an opporturuty to build the relationshipwith the customer.
Theyrespond with a cheerful, positive desire to solve the problem
inawaythat will make thecustomerhappy.Theytreatthecustomer
with such grace and respect, giving such second-mile service, that
many of the customers don't even think of going anywhere else.

By recognizing that the P/PC balance isnecessary toeffectiveness
in an interdependent reality, we can value our problems as
opportunities to increase PC.

The Habits of Interdependence

With the paradigm of the Emotional Bank Account in mind,
we're ready to move into the habits of Public Victory, of success in
working withotherpeople. As wedo, wecanseehowthese habits
work together to create effective interdependence. We canalsosee
how powerfully scripted we are in other patterns of thought and
behavior.

In addition, we can see on an even deeper level that effective
interdependence can only be achieved by truly independent peo
ple. It is impossible to achieve Public Victory with popular "Win/
Winnegotiation" techruques or "reflective listening" techmques or
"creative problem-solving" techniques that focus on personality
and truncate the vital character base.

Let's now focus on each of the Public Victory habits in depth.



Habit 4

Think Win/Win

Interdependence
FirettoU

X \ SyneigizeUruie^tood X

5 VICTORY

Independence

3

Put First
Things First

1 X private
^ VICTORY, „ . ^Be ^ Beginwith

Proactive X / the End in Mind

Dependence



Principles of Interpersonal

Leadership

We have committed the Golden-Rule to memory;
let us now commit it to life.

Edwin Markham

ONE TIME IWAS ASKED TO WORK WITH ACOMPANY whosB president was
very concerned about the lack of cooperation among his

people.
"Our basic problem, Stephen, is that they're selfish," he said.

"They just won't cooperate. I know if they would cooperate, we
could produce so much more. Can you help us develop a human
relations program that will solve the problem?"

"Is your problem the people or the paradigm?" I asked.
"Look for yourself," he repUed.
So I did. And I found that there was a real selfishness, an

unwillingness to cooperate^ a resistance to authority, defensive
commimication. I could see that overdrawn Emotional Bank Ac
counts had created a culture of low trust. But I pressed the
question.

"Let's look at it deeper," I suggested. "Why don't your people
, cooperate? What is the reward for not cooperating?"

"There's no reward for not cooperating," he assured me. "The
rewards are much greater if they do cooperate."

"Are they?" I asked. Behinda curtain on one wall of this man's
office was a chart. On the chart were a number of racehorses all
lined up on a track. Superimposed on the face of each horse was
the face of one of his managers. At the end of the track was a
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beautiful travelposter of Bermuda, an idyllic pictureof blue skies
and fleecy clouds and a romantic couple walking hand in hand
down a white sandy beach.

Once a week, this man would bring all his people into this office
and talk cooperation. "Lefs all work together. We'll all make more
money ifwe do." Then he would pull the curtain and show them the
chart. "Now which of you is going to win the trip to Bermuda?"

It was like tellingone flower to grow and wateringanother, like
saying "firings will continue until morale improves." He wanted
cooperation. He wanted his people to work together, to share
ideas, to allbenefit from the effort. But he was setting them up in
competition witheachother. One manager's success meantfailure
for the other managers.

As with many, many problems between, people in business,
family, and other relationships, the problem in this company was
the resultofa flawed paradigm. Thepresidentwastryingtoget the
fruits, of cooperation from a paradigm of competition. And when it
didn't work, he wanted a technique, a program, a quick fix
antidote to make his people cooperate.

But you can't change the ^t without changing the root.
Working on the attitudes and behaviors wouldhavebeen hacking
at the leaves. So we focused instead on producing personal and
organizational excellence in an entirely different waybydeveloping
information and reward systems which reinforced the value of
cooperation.

Whetheryou are the president of a company or the janitor, the
moment you step fromindependence into interdependencein any
capacity, you step into a leadership role. You are in a position of
influencing other people. And the habit of effective interpersonal
leadership is Think Win/Win.

Sdc.Paradigms of Human Interaction

Win/Win is not a technique; ifs a total philosophy of human
interaction. In fact, it is one of six paradigms of interaction. The
alternative paradigms are Win/Lose, LoseAVin, Lose/Lose, Win,
and Win/Win or No Deal.

• Win/Win • Lose/Lose

• Win/Lose • Win

• LoseA'Vin • Win/Win or No Deal
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Win/Win

WinAVin is a frame of mind and heart that constantly seeks
mutual benefit in all human interactions. WinAVin means that

agreements or solutions are mutually beneficial, mutually satisfy
ing. With a WinAVin solution, all parties feel good aljout the
decision and feel committed to the action plan. WinAVin sees life as
a cooperative, not a competitive arena. Most people tend to think
in t^rms of dichotomies: strong or weak, hardbaU or softbciU, win
or lose. But that kind of thinking is fundamentally flawed. It's
based on power and positionrather than on principle. WinAVin is
based on the paradigm that there is plenty for everybody, that one
person's success is not achieved at the expense or exclusion of the
success of others.

WinAVin is a belief in the Third Alternative. It's not your way or
my way; it's a better way, a higher way.

Win/Lose

One alternative to WinAVin is Win/Lose, the paradigm of the
race to Bermuda. It says "If I win, you lose."

In leadership style, Win/Lose is the authoritarian approach: "I
get my way; you don't get yours." Win/Lose people are prone to
use position, power, credentials, possessioris, or personality to get
their way.

Most people have been deeply scripted in the Win/Lose mental
ity since birth. First and most important of the powerful forces at
work is the family. When one cMd is compared with another—
when patience, imderstanding or love is given or withdrawn on
the basis of such comparisons—^people are into Win/Lose thinking.
Whenever love is given on a conditional basis, when someone has
to earn love, what's being commimicated to them is that they are
not intrinsically valuable or lovable. Value does not lie inside them,
it lies outside. It's in comparison with somebody else or against
some expectation.

And what happens to a young mind and heart, highly vulnera
ble, highly dependent upon the support and emotionalaffirmation
of the parents, in the face of conditional love?The child is iholded,
shaped, and programmed in the Win/Lose mentality.

"If I'm better than my brother, my parents will love me more."
"My parents don't love me as much as they love my sister. I

must not be as valuable."

Another powerful scripting agency is the peer group. A child
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first wants acceptance from his parents and then from his peers,
whether they be siblings or friends. And we all know how cruel
peers sometimes can be. They often accept or reject totally on the
basis of conformity to their expectations and norms, providing
additional scripting toward Win/Lose.

The academic world reinforces Win/Lose scripting. The "normal
distribution curve" basically says that you got an "A" because
someone else got a "C." It interprets an individual's value by
comparing him or her to everyone else. No recognition is given to
intrinsic value; everyone is extrinsically defined.

"Oh, how nice to see you here at our PTA meeting. You ought
to be reaUyproud of your daughter, Caroline. She-'s in the upper 10
percent."

"That makes me feel good."
"But your son, Johimy, is in trouble. He's in the lower quartile."
"ReaUy? Oh, that's terrible! What can we do about it?"
What this kind of comparative information doesn't tell you is

that perhaps Johnny is going on all eight cylinders while Caroline
is coasting on four of her dght. But people are not graded against
their potential or against the full use of their present capacity. They
are graded in relation to other people. And grades are carriers of
social value; they open doors of opportunity or they close them.
Competition, not cooperation, lies at the core of the educational
process. Cooperation, in fact, is usually associated with cheating.

Another powerful programming agent is athletics, particularly
for young men in their high school or college years. Often they
develop the basic paradigm that life is a big game, a zero sum game
where some win and some lose. "Winning" is "beating" in the
athletic arena.

Another agent is law. We live in a litigipus society. The first
thing many people think about when they get into trouble is suing
someone, taking them to court, "winning" at someone else's
expense. But defensive minds are neither creative nor cooperative.

Certainly we need law or else society will deteriorate. It provides
survival, but it doesn't create synergy. At best it results in
compromise. Law is based on an adversarial concept. The recent
trend of encouraging lav\^ers and law schools to focus on peaceable
negotiation, the techniques of WinAA^in, and the use of private
courts, may not provide the ultimate solution, but it does reflect a
growing awareness of the problem. -

Certainly there is a place for Win/Lose thinking in truly compet-
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itive and low-trust situations. But most of life is not a competition.
We don't have to live each day competing with our spouse, our
children, our coworkers, our neighbors, and our friends. "Who's
winning in your marriage?'" is a ridiculous question. If both people
aren't winning, both are losing.

Most of life is an interdependent, not an independent, reality.
Most results you want depend on cooperation between you and
others. And the Win/Lose mentality is dysfunctional to that
cooperation.

LoseAVin

Some people are programmed the other way—^LoseAA^in.
"I lose, you win."
"Go ahead. Have your way with me."
"Step on me again. Everyone does."
"I'm a loser. I've always been a loser."
"I'm a peacemaker. I'll do anything to keep peace."
LoseAVin is worse than Win/Lose because it has no standards-

no demands, no expectations, no vision. People who think Lose/
Win are usually quick to please or appease. They seek strength
from popularity or accept^ce. They have little courage to express
their own feelings and convictions and are easily intimidated by
the ego strength of others.

In negotiation, LoseAVin is seen as capitulation—giving in or
giving up. In leadership style, it's permissiveness or indulgence.
LoseAVin means being a nice guy, even if "nice guys finish last."

Win/Lose people love LoseAVin people because they can feed on
them. They love their weaknesses—^they take advantage of them.
Such weaknesses complement their strengths.

But the problem is that LoseAVin people bury a lot of feelings.
And unexpressed feelings never die: they're buried aliveand come
forth later, in uglierways. Psychosomatic illnesses, particularly of
the respiratory, nervous, and circulatory systems often are the
reincarnation of cumulative resentment, deep disappointment and
disillusionment repressed by the LoseAVin mentality. Dispropor
tionate rage or anger, overreaction to minor provocation, and
cynicism are other embodiments of suppressed emotion.

People who are constantly repressing, not transcending feelings
towards a higher meaning find that it affects the quality of their
self-esteem and eventually the quality of their relationships with
others.
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Both Win/Lose and LoseAVin are weak positions, based in
personal insecurities. In the short run, Win/Losewillproduce more
results because it diraws on the often considerable strengths and
talents of the people at the top. LoseAYin is weeikand chaotic from
the outset.

Many executives, managers, and parents swing back and forth,
as if on a pendulum, from Win/Lose inconsideration to LoseAVin
indulgence. When they can't stand confusion and lack of structure,
direction, expectation, and discipline any longer, they swing back
to Win/Lose—^until guilt imdermines their resolve and drives them
back to LoseAVin—until anger and frustration drive them back to
Win/Lose again.

Lose/Lose

When two Win/Lose people get together—^that is, when two
determined, stubborn, ego-invested individuals interact—the re
sult will be Lose/Lose. Both will lose. Both will become vindictive

and want to "get back" or "get even," blind to the fact that murder
is suicide, that revenge is a two-edged sword.

I know of a divorce in which the husband was directed by the
judge to sell the assets and turn over half the proceeds to his
ex-wife. In compliance, he sold a car worth over $10,000 for $50
and gave $25 to the wife. When the wife protested, the court clerk
checked on the situation and discovered that the husband was

proceeding in the same maimer systematically through all of the
assets.

Some people become so centered on an enemy, so totally
obsessed wift the behavior of another person that they become
blind to ever5^hing except their desire for that person to lose, even
if it means losing themselves. Lose/Lose is the philosophy of
adversarial conflict, the philosophy of war.

Lose/Lose is also the philosophy of the highly dependent person
without iimer direction who is miserable and thii^cs everyone else
should be, too. "If nobody ever wins, perhaps being a loser isn't so
bad."

Win

Another common alternative is simply to think Win. People with
the Win mentality don't necessarily want someone else to lose.
That's irrelevant. What matters is that they get what they want.

When there is no sense of contest or competition. Win is
probably the most common approach in everyday negotiation. A
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person with the Win mentality thinks in terms of securing his own
ends—and leaving it to others to secure theirs.

Which Option Is Best?

Of these five philosophies discussed so far—^WinAVin, Win/
Lose, Lo'seAVin, Lose/Lose, and Win—which is the most effective?
The answer is, "It depends." If you win a football game, that
means the other team loses. If you work in a regional office that is
miles away from another regional office, and you don't have any
functional relationship between the offices, you may want to
compete in a Win/Lose situation to stimulate business. However,
you would not want to set up a Win/Lose situation like the "Race
to Bermuda" contest within a company or in a situation where you
need cooperation among people or groups of people to achieve
maximum success.

If you value a relationship and the issue isn't really that
important, you may want to go for LoseAVin in some circumstances
to genuinely affirm the other person. "What I want isn't as
important to me as my relationship with you. Lefs do it your way
this time." You might also go for LoseAVin if you feel the expense
of time and effort to achieve a win of any kind would violate other
higher values. Maybe it just isn't worth it.

There are circumstances in which you would want to Win, and
you wouldn't be highly concerned with the relationship of that win
to others. If your child's life were in danger, for example, you
might be peripherally concerned about other people and circum
stances. But saving that life would be supremely important.

The best choice, then, depends on reality. TTie challenge is to
read that reality accurately and not to translate Win/Lose or other
scripting into every situation.

Most situations, in fact, are part of an interdependent reality,
and then WinAVin is really the only viable alternative of the five.

Win/Lose is not viable because, although I appear to win in a
confrontation with you, your feelings, your attitudes toward me
and our relationship have been affected. If I am a supplier to your
company, for example, and I win on my terms in a particular
negotiation, I may get what I want now. But will you come to me
again? My short-term Win will really be a long-term Lose if I don't
get your repeat business. So an interdependent Win/Lose is really
Lose/Lose in the long run.

If we come up with a LoseAVin, you may appear to get what you
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want for the moment. But how will that affect my attitude about
working with you, about fulfilling the contract? I may not feel as
anxious to please you. I may carry battle scars with me into any
future negotiations. My attitude about you and your company may
be spread as I associate wiih others in the industry. So we're into
Lose/Lose again. Lose/Lose obviously isn't viable in any context.

And if I focus on my own Win and don't even consider your
point of view, there's no basis for any kind of productive relation
ship.

In the long run, if it isn't a win for both of us, we both lose.
Thafs why WinAVin is the only real alternative in interdependent
realities. "

I worked with a client once, the president of a large chain of
retail stores, who said, "Stephen, this WinAVin idea soimds good,
but it is so idealistic. The tough, realistic business world isn't like
that. There's Win/Lose ever5rwhere, and if you're not out there
playing the game, you just can't make it."

"All right," I said, "tiy going for Win/Losewith your customers.
Is that realistic?"

"Well, no," he replied.
"Why not?"
'Td lose my customers."
"Then, go for LoseAVin—give the store away. Is that realistic?"
"No. No margin, no mission."
As we considered the various alternatives, WinAVin appeared to

be the only truly realistic approach.
"I guess thafs true with customers," he admitted, "but not with

suppliers."
"You are tiie customer of the supplier," I said. "Why doesn't the

same principle apply?"
"Well, we recently renegotiated our lease agreements with the

mall operators and owners," he said. "Wie went in vdth a WinAVin
attitude. We were open, reasonable, conciliatory. But they saw that
position as being soft and weak, and they took us to the cleaners."

"Well, why did you go for LoseAVin?" I asked.
"We didn't. We went for WinAVin."
"I thought you said they took you to the deaneis."
"They did."
"In other words, you lost."
"That's right."
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"And they won."
"Thafs right."
"So whafs that called?"
When he realized that what he had called WinAVin was really

LoseAVin, he was shocked. And as we examined the long-term
impact of that Lose/Win, the suppressed feelings, the trampled
values, the resentment that seethed under the surface of the
relationship, we agreed that it was really a loss for both parties in
the end.

If this man had had a real Win/Win attitude, he would have
stayed longer in the communication process, listened to the mall
owner more, then expressed his point of view with more courage.
He would have continued in the Win/Win spirit xmtil a solution
was reached they both felt good about. And that solution, that
Third Alternative, would have been synergistic—^probably some
thing neither of them had thought of on his own.

Win/Win or No Deal

If these individuals had not come up with a s)niergistic solution-
one that was agreeable to both—^they could have gone for an even
higher expression of Win/Win—^Win/Win or No Deal.

No Deal basically means that if we can't find a solution that
would benefit us both, we agree to disagree agreeably—^No Deal.
No expectations have been created, no performance contracts
established. I don't hire you or we don't take on a particular
assigimxent together because it's obvious that our values or oxu:
goals are going in opposite directions. It is so much better to realize
this up front instead of downstream when expectations haye been
created and both parties have been disillusioned.

When you have No Deal as an option in your mind, you fe^l
liberated because you have no need to manipulate people, to push
your own agenda, to drive for what you want. You can be open.
You can really try to xmderstand the deeper issues underl)dng the
positions.

With No Deal as an option, you can honestly say, "I only want
to go for Win/Win. I want to win, and I want you to win. I wouldn't
want to get my way and have you not feel good about it, because
dowiistream it would eventually surface and create a withdrawal.
On the other hand, I don't think you would feel good if you gt)t
your way and I gave in. So let's work for a WinAVin. Let's recilly
hammer it out. And if we can't find it, then lefs agree that we
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won't make a deal at all. It would be better not to deal than to live

with a dedsion that wasn't right for us both. Then maybe another
time we might be able to get together."

Some time after learning the concept of Win/Win or No Deal, the
president of a small computer software company shared with me
the following experience.

"We had developed new software which we sold on a five-year
contract to a particular bank. The bank president was excited iabout
it, but his people weren't really behind the decision.

"About a month later, that bank changed presidents. The new
president came to me and said, 'I am uncomfortable with these,
software conversions. I have a mess on my hands. My people are
all sa5angthat they can't go through this and I really feel I just can't
push it at this point in time.'

"My own company was in deep financial trouble. I knew I had
every legal right to enforce the contract. But I had become
convinced of the value of the principle of WinAA^in.

"So I told him 'We have a contract. Yoiw bank has secured our
products and our services to convert you to this program. But we
imderstand that you're not happy about it. Sowhat we'd liketo do
is give you back the contract, give you back your deposit, and if
you are ever looking for a software solution in the future, come
back and see us.'

"I literally walked away from an $84,000 contract. It was close to
financial suicide. But I felt that, in the long run, if the principle
were true, it would come back and pay dividends.

"Three months later, the new president called me. 'I'm now
going to make changes in my data processing,' he said, 'and I want
to do business with you.' He signed a contract for $240,000."

Anything less than Win/Win in an interdependent reality is a
poor second best that will have impact in the long-term relation
ship. The cost of that impact needs to be carefully considered. If
you can't reach a true Win/Win, you're very often better off to go
for No Deal.

WinAVin or No Deal provides tremendous emotional freedom in
the family relationship. If family members can't agree on a video
that everyone will enjoy, they can simply decide to do something
else—^No Deal—^rather than having some enjoy the evening at the
expense of others.
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* * *

I have a friend whose family has been involved in singing
together for several years. When they were young, she arranged
the music, made the costumes, accompanied them on the piano
and directed the performances.

As the children grew older, their taste in music began to change
and they wanted to have more say in what they performed and
what they wore. They became less responsive to cMrection.

Because she had years of experience in performing herself and
felt closer to the needs of the older people at the rest homes where
they planned to perform, she didn't feel that many of the ideas
they were suggesting would be appropriate. At the same time,
however, she recognized their need to express themselves and to
be part of the decision-making process.

So she set up a WinAVin or No Deal. She told them she wanted
to arrive at an agreement that everyone felt good about—or they
would simply find other ways to enjoy their talents. As a result,
everyone felt free to express his or her feelings and ideas as they
worked to set up a Win/Win agreement, knowing that whether or
not they could agree, there would be no emotional strings.

The WinAA^in or No Deal approach is most realistic at the
beginning of a business relationship or enterprise. In a continuing
business relationship. No Deal may not be a viable option, which
can create serious problems, especially for family businesses or
businesses that are begun initially on the basis of friendship.

In an effort to preserve the relationship, people sometimes go on
for years making one compromise after another, thinking Win/
Lose or Lose/Win even while talking WinAVin. This creates serious
problems for the people and for the business, particularly if the
competition operates on WinAVin and S5mergy.

Without No Deal, many such businesses simply deteriorate and
either fail or have to be turned over to professional managers.
Experience shows that it is often better in setting up a family
business or a business between friends to acknowledge the possi
bility of No Dear downstream and to establish some kind of
buy/sell agreement so that the business can prosper without
permanently damaging the relationship.

Of course there are some relationships where No Deal is not
viable. I wouldn't abandon my child or my spouse and go for No
Deal (it would be better, if necessary, to go for compromise—a low



216 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

form of WinAVin). But in many cases, it is possible to go into
negotiation with a- full WinAVin or No Deal attitude. And the
freedom in that attitu(ie is incredible.

Five Dimensions of WinAVin

Think WinAVin is the habit of interpersonal leadership. It
involves the exercise of each of the unique human endowments—

Iself-awareness, imagination, conscience, and independent will—in
pur relationships with others. It involves mutual learning, mutual
influence, mutual benefits.

It takes great courage as well as consideration to create these
mutual benefits, particularly if we're interacting with others who
are deeply scripted in Win/Lose.

That is why this habit involves principles of interpersonal
leadership. Effective interpersonal leadership requires the vision,
the proactive initiative and the security, guidance, wisdom, and
power that come from principle-centered personal leadership.

The principle of WiiiAVin is fundamental to success in all bur
interactions, and it embraces five interdependent dimensions of life.
It begins with character and rnoves toward relationships, out of which
flow agreements. It is nurtured in an enviroimient where structureand
systems are based on WinAVin. And it involves process; we cannot
achieve WinAVin ends with Win/Lose or LoseAVin means.

The following diagram shows how these five dimensions relate
to each other.

Wm/Wm\ /Win/Wm\ /Wm/Wm^

Relationships\ / Agreements

$ii|>portive SysteiMis (# and Processes (5)

Now let's consider each of the five dimensions in turn.
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Oiaiacter

Character is the foundation of WinAVin, and everything else
builds on that foundation. There are three character traits essential
to the Win/Win paradigm.

Integrity. We've already defined integrityas the value we placeon
ourselves. Habits 1, 2, and 3 help us develop and maintain
integrity. As we clearly identify oxir values and proactively orga
nize and execute around those values on a daily basis, we develop
self-awareness and independent will by making and keeping
meaningful promises and commitments.

There's no way to go for a Winin our own livesif we don't even
know, in a deep sense, what constitutes a Win—^what is, in fact,
harmonious with our irmermost values. And if we can't make and
keep commitments to ourselves as well as to others, our commit
ments become meaningless. We know it; others know it. They
sense duplicity and become guarded.. There's no foundation of
trust and WinAVin becomes an ineffective superficial technique.
Integrity is the cornerstone in the foundation.

Matuiuty. Maturity is the balance between courage andconsideration. I
first learned this definition of maturity in the fall of 1955 from a
marvelous professor, HrandSaxenian, whoinstructed myControl
classat the Harvard BusinessSchool.He taught the finest, simplest,
most practical, yet profound, definition ofemotional maturity I've
ever come across—"the ability to express one's own feelings and
convictionsbalanced with consideration for the thoughts and feel
ingsofothers."Asa partofhis doctoral research, HrandSaxenian
had developed thiscriterion overyears ofhistorical and direct field
research. He later wrote up his originalresearch format in its com
pleteness withsupportive reasoning andapplication suggestions in
a Harvard Business Review article (January-February 1958). Even
though itiscomplementaryandalso developmental, Hrand's useof
the word "maturity" is different from its use in the 7 Habits "Ma
turity Continuum," which focuses on a growth and development
process from dependency through independency to interdepen-
dency.

Ifyouexamine many of the psychological tests used for hiririg,
promoting, and training purposes, you will find that they are
designed to evaluate this l^d of maturity. Whether ifscalled the
ego strength/empathy balance, the self confidence/respect for
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others balance, the concern for people/concern for tasks,balance,
"I'm okay, you're okay" in transactionalanalysis language, or 9.1,
1.9,5.5, 9.9, in management grid language—the quality sought for
is the balance of what I call courage and consideration.

Respect for this quality is deeply ingrained in the theory of
human interaction, management, and leadership. It is a deep
embodiment of the P/PC balance. While courage may focus on
getting the golden egg, consideration deals with the long-term
welfare of the other stakeholders. Thebasictaskof leadershipis to
increase .the standard of living and the quality of. life for aU
stakeholders.

Many people think in dichotomies, in either/or terms. They
think if you're nice, you're not tough. But Wii)AVin is nice.. . . and
tough. Ifs twiceas tough as Win/Lose. Togo forWinAVin, you not
onlyhave to be nice,you have to be courageous. You not otJy have
to.beempathic, you have to be confident. You not only have to be

I'

I

Lose/Win Win/Win

Lose/Lose Win/Lose

COURAGE

Low- High
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considerate and sensitive, you have to be brave. To do that, to
achieve that balance between courage and consideration, is the
essence of real maturity and is fundamental to WinAVin.

If I'm high on courage and low on consideration, how will I
think? Win/Lose. I'll be strong and ego bound, I'll have the courage
of my convictions, but I won't be very considerate of yours.

To compensate for my lack of internal maturity and emotional
strength, I mightborrow strengthfrom myposition and power, or
from my credentials, my seniority, my affiliations.

If I'm high on consideration and low on courage, I'll think
LoseAVin. I'll be so considerate of your convictions and desires that
I won't have the courage to express and actualize my own.

High courage and consideration are both essential to WinAVin. It
is the balance that is the mark of real maturity. If I have it, I can
listen, I can empathically understand, but I can dso courageously
confront.

Abundance Mentality. The third character trait essential to Win/Win

is the Abundance Mentality, the paradigm that there is plenty out
there for everybody.

Most people are deeply scripted in what I caU the Scarcity
Mentality. They see life as having only so much, as though there
were orUy one pie out there. And if someone were to get a big piece
of the pie, it would mean less for everybody else. The Scardty
Mentality is the zero-sum paradigm of life.

People with a Scarcity Mentality have a very difficult time
sharing recognition and credit, power or profit—even with those
who help in the production. They also have a very hard time being
genuinely happy for the successes of other people—even, and
sometimes especially, members of their own familyor closefriends
and associates. It's almost as if something is being taken from them
when someone else receives special recognition or windfall gain or
has remarkable success or achievement.

Although they might verbally express happiness for others'
success, inwardly they are eating their hearts out. Their sense of
worth comes from being compared, and someone else's success, to
some degree, means their failure. Only so many people can be "A"
students; only one person caribe "nvmiberone." To "win" simply
means to "beat."

Often, people with a Scarcity Mentalityharbor secret hopes that
others might suffer misfortune—not terrible misfortune, but ac-
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ceptablenusfortune that wovdd keep them "in their place." The/re
always comparing, always competing. They give their energies to
possessing things or other people in order to increase their sense of
worth.

They want other people to be the way they want them to be.
They often want to clone them, and they surround themselves
with "yes" people—^people who won't challenge them, people
who are weaker than they.

It's difficult for people with a Scarcity Mentality to be members
of a complementary team. They look on differences as signs of
insubordination and disloyalty.

The Abimdance Mentality, on the other hand, flows out of a
deepiimefsenseofpersonal worthand security. It is the paradigm
that there is plenty out there and enough to spare for everybody.
It results in sharing of prestige, of recognition, of profits, of
decision making. It opens possibilities, options, alternatives, and
creativity.

The Abimdance Mentality takes the personal joy, satisfaction,
and fulfillment of Habits 1, 2, and 3 and turns it outward,
appreciating the uniqueness, the inner direction, the proactive
nature of others. It recognizes the unlimited possibilities for
positive interactive growth and development, creating new Third
Altematiyes.

PublicVictory does not mean victoryover other people. It means
success in effective interaction that brings mutually beneficial
results to everyone involved. Public Victory means working to
gether, communicating together, making things happen together
that even the same people couldn't make happen by working
independently. And Public Victory is an outgrowth of the Abun
dance MentaHty paradigm.

A character rich in integrity, maturity, and the Abundance
Mentality has a genuineness that goes far beyond technique, or
lack of.it, in human interaction.

One thing I have found particularlyhelpful to Win/Lose people
in developing a WinAVin character is to associate with some model
or mentor who really thinks WinAVin. When people are deeply
scripted in Win/Lose or other philosophies and regularly associate
with others who are likewise scripted, they don't have much
opportimity to see and experience the WinAVin philosophy in
action. So I recommend reading literature, such as the inspiring
biographyof Anwar Sadat, In Search ofIdentity, and seeingmovies
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like Chariots ofFire or plays like Les Misirables that expose you to
models of Win/Win.

But remember: If we search deeply enough within ourselves—
beyond thescripting, beyond thelearned attitudes andbehaviors—
the real validation of WinAVin, as well as every other correct
principle, is in our own lives.

Relationships

From the foundation of character, we build and maintain Win/
Win relationships. The trust, the Emotional BarJc Account, is'the
essence of Win/Win. Without trust, the best we can do is compro
mise; without trust, we lack the credibility for open, mutu^
learning and communication and real creativity.

But if our Emotional Bank Accoimt is high, credibility is no
longer an issue. Enough deposits have been made so that you
knowand Iknowthatwe deeply respect eachother.We're focused .
on the issues, not on personifies or positions.

Because we trust each other, we're open. We put our cards on
the table. Even though we see things differently, I know that
you're willing to listen with respect while I describe the young
woman toyou, andyou know thatI'll treat your description ofthe
old woman with thesame respect. We're both committed to tryto
understand each other's pointofview deeply and towork together
for the Third Alternative, the synergistic solution, that will be a
better answer for both of us.

A relationship where bank accounts are high and both parties
are deeply committed to Win/Win is the ideal springboard for
tremendous synergy (Habit 6). That relationship neither makes
the issues any less real or important,, nor eliminates the dif
ferences in perspective. But it does eliminate the negative energy
normally focused on differences in personality and position and
creates a positive, cooperative energy focused on thoroughly
understanding the issues and resolving them in a mutually
beneficial way.

Butwhat if that kind of relationship isn't there?Whatifyou have
towork outan agreement with someone who hasn't even heard of
Win/Win and is deeply scripted in Win/Lose or some other
philosophy?

Dealing with Win/Lose is the real test of Win/Win. Rarely is
Win/Win easily achieved in any circumstance. Deep issues and
^ndamental differences have tobedealt with. But itismuch easier
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when both parties are aware of and committed to it and where
there is a high Emotional Bank Accoimt in the relationship.

When you're dealing with a person who is coming from a
paradigm ofWin/Lose, therelationship is still thekey. The place to
focus is on your Circle of Influence. You make deposits into the
Emotional Bank Account through genuine courtesy, respect, and
appreciation for that person and for the other point of view. You
stay longer in the communication process. You listen more, you
listen in greater depth. You express yourself with greater courage.
You aren't reactive. You go deeper inside yourself for strength of
character to be proactive. You keep hammering it out until the
other person begins to realize that you genuinely want the reso
lution to be a real win for both of you. That very process is a
tremendous deposit in the Emotional Bank Account.

And the stronger youare—the more genuine yourcharacter, the
higher your level ofproactivity, the more committed you really are
to Win/Win—the more powerful your influence will be with that
other person. This is the real test of interpersonal leadership. It
goes beyond transactioml leadership into transformational leader
ship, transforming the individuals involved as well as the relation
ship.

Because Win/Win is a principle peoplecan validate in their own
lives, you will be able tobring most people toarealization that they
will win more ofwhat they want bygoing for what you both want.
But there will be a few who are so deeply embedded in the
Win/Lose mentality that they just won't think WinAVin. Soremem
ber that No Deal is always an option. Or you may occasionally
choose to go for the low form of WinAVin—compromise.

It's important to realize that not all decisions need to be
WinA/Vin, even when the Emotional Bank Accotint ishigh. Again,
the key is the relationship. If you and I worked together, for
example, and youwere to come to meand say, "Stephen, I know
you won't like this decision. I don'thave time to explain it to you,
letalone getyou involved. There's a good possibility you'll think
ifs wrong. But will you support it?"

Ifyou had a positiveEmotional Bank Account with me, ofcourse
I'd support it. I'd hope you were right and I was wrong. I'd work
to make your decision work.

But if the Emotional Barik Account weren't there, and if I were
reactive, I wouldn't really support it. I might say I would to your
face, but behind your back I wouldn't be very enthusiastic. I
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wouldn'.t make the investment necessary to make it succeed. "It
didn't work," I'd say. "So what do you w^t me to do now?"

IfI wereoverreactive, I mighteven torpedoyour decision and do
what I could to make sure others did too. Or I might become
"maliciously obedient" and doexactly andonly whatyoutell meto
do, accepting no responsibility for results.

During the five years I lived in Great Britain, I saw that country
brought twice to its knees because "the train conductors were
maliciously obedient in following all the rules and procedures
written on paper.

An agreement means very little in letter without the character
and relationship base tosustain it in spirit. Soweneedtoapproach
WinAVin from a genuine desire to invest in the relationships that
make it possible.

Agreements

From relationships flow the agreements that give definition and
direction to Win/Win. They are sometimes called performance
agreements or partnership agreements, shifting the paradigm ofpro
ductive interaction from vertical to horizontal, from hovering
supervision toself-supervision, from positioning tobeing partners
in success.

WinAVin agreements cover a wide scope of interdependent
interaction. We discussed one important application when we
talked about delegation in the"Green andClean" story in Habit 3.
The same five elements we listed there provide the structure for
WinAVin agreements between employers andemployees, between
independent people working together onprojects, between groups
ofpeople cooperatively focused on a common objective, between
companies and suppliers—between any people who need to
interact to accomplish. They create an effective way to clarify and
manage expectations between people involved in any interdepen
dent endeavor.

In theWin/Win agreement, the following five elements aremade
very explicit: ,

Desired results (not methods) identify what is to be dpne and when.
Guidelines specify the parameters (principles, policies, etc.) within

which results are to be accomplished.
Resources identify thehuman, financial, technical, or organizational

support available to help accomplish the results.
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Accountability sets up the standardsof performance and the timeof
evaluation.

Consefiences specify—good andbad,natural andlogical—what does
and will happen as a result of the evaluation.

These five elements give Win/Win agreements a life oftheirown.
A clear mutual understanding and agreement up front in these
areas creates a standard against which people can measure their
own success.

Traditional authoritarian supervision is a Win/Lose paradigm.
Ifsalso the result ofanoverdrawn Emotional Bank Account. Ifyou
don'thave trust ora common vision ofdesired results, you tend to
hover over, check up on, and direct. Trust isn't there, so you feel
as though you have to control people.

Butif the trust account is high, what is yourmethod? Getout of
their way. As long as you have an up-front WinAVin agreement
and theyknow exactly whatis expected, yourrole is to bea source
ofhelp and to receive their accountability reports.

Itismuch more ennobling tothe human spirit tolet people judge
themselves than to judge them. And in a high trust culture, ifs
much, more accurate. In many cases people know in their hearts
how things are goingmuch better than the recordsshow. Discem-
irient is often far more accurate than either observation or mea-
sixreiftent.

Win/Win ManagementTraining
Several years ago, I was indirectly involved in a consulting

project with a very large banking institution that had scores of
branches. They wanted us to evaluate and improve their manage
ment training program, which was supported by anannual budget
of$750,000. The program involved selecting college graduates and
putting them through twelve two-week assignments in various
departments over asix-month period of time so that they could get
a general senseof the industry. They spent two weeks in commer
cial loans, two weeks inindustrial loans, two weeks inmarketing,
two weeks in operations, and so forth. At the end of the six-month
period, they were assigned as assistant managers in the various
branch banks.

Our assignment was to evaluate the six-month formal training
period. As we began, we discovered that the most difficult part of
theassignment was to geta clear picture ofthedesired results. We
asked the top executives the key hard question: "What should
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these people be able to do when they finish the program?" And the
answers we got were vague and often contradictory.

The training program dealt with methods, not results; so we
suggested that they set up a pilot training program based on a
different paradigm called "learner-controlled instruction." This
was aWinAVin agreement that involved identif^g specific objec
tives and criteria that would demonstrate thar accomplishment
and identifying the guidelines, resources, accountability, and
consequences that would result when the objectives were met. The
consequences in this case were promotion to assistant manager,
where they would receive the on-the-job part of th^eir training, and
a significant increase in salary.

We had to really press to get the objectives hammered out.
"What isit you want them to understand about accounting? What
about marketing? What about real estate loans?" And we went
down the list. They finally came up with over one hundred
objectives, which we simplified, reduced, and consolidated until
we came down to 39 specific behavioral objectives with criteria
attached to them.

The trainees were highly motivated by both the opportunity arid
theincreased salary to meet the criteria assoon as possible. There
was a big win in it for them, and there was also abig win for the
company because they would have assistant branch managers who
met results-oriented criteria instead of just showing up for twelve
different activity traps.

So we explained the difference between learner-controlled in
struction and system-controlled instruction to the trainees. We
basicaUy said, "Here are the objectives and the criteria. Here are
the resources, including learning from each other. So goto it. As
soon as you meet the criteria, you will be promoted to assistant
managers."

They were finished in three-and-a-half weeks. Shifting the
training paradigm had released uribeUevable motivation and cre
ativity.

As with many paradigm shifts, there was resistance. Ahnost all
of the top executives simply wouldn't believe it. When they were
shown the evidence that the criteria had been met, they basically
said, "These trainees don't have the experience. They lack the
seasoning necessary to give them the kind of judgment we want
them' to have as assistant branch managers."

In talking with them later, we found that what many of them
were really saying was, "We went through goat week; how come
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these guys don't have to?" But of course they couldn't putit that
way. "They lack seasoning" was a much more acceptable expres
sion.

Inaddition, for obvious reasons (including the $750,000 budget
for a six-month program), the personnel department was upset.

So we responded, "Fair enough. Let's develop some more
objectives and attach criteria to them. But let's stay with the
paradigm of learner-controlled instruction." We hammered out
eight more objectives with very tough criteria in order to give the
executives the assurance that the people were adequately prepared
to be assistant branch managers and continue the on-the-job part
ofthe training program. After participating in some ofthesessions
where these criteria were developed, several of the executives
remarked that ifthe trainees could meet these tough criteria, they
would be better prepared than almost any who had gone through
the s^-month program.

We had prepared the trainees to expect resistance. We took the
additional objectives andcriteria back tothem andsaid, "Just aswe
expected, management wants you to accomplish some additional
objectives with even tougher criteria than before. They have
assured us this time that ifyou meet these criteria, they will make
you assistant managers."

They went to work in imbelievable ways. They went to the
executives in departments such as accounting and basically said.
Sir, I am a meijiber of this new pilot program called learner-

controlled instruction, and it is my understanding that you partic
ipated in developing the objectives and the criteria.

"I have sbc criteria to meet in this particular department. I was
able to pass three of them off with skills I gained in college; I was
able to get another one out of a book; I learned the fifth one from
Tom, thefellow youtrained last week. Ionly have onecriterion left
to meet, and I wonder if you or someone else in the department
might be able to spend a few hours with me to show me how." So
they spent half a day in a department instead of two weeks.

These trainees cooperated with each other, brainstormed witb
each other, and they accomplished the additional objectives in a
week and a half. The six-month program was reduced to five
weeks, and the results were significantly increased.

This kind of thinking can similarly affect every area of organiza
tional life if people have the courage to explore their paradigms
andtoconcentrate onWiii/Win. I am always amazed at theresults
that happen, both to individuals and to organizations, when
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responsive, proactive, self-directing individuals are turned loose
on a task.

WinAVin Performance Agreements

Creating Win/Win performance agreements requires vital para
digm shifts. The focus isonresults; notmethods. Most ofus tend
to supervise methods. We use the gofer delegation discussed in
Habit 3, the methods management I used with Sandra when I
asked her to take pictures of our son as he was waterskiing. But
WinAA^in agreements focus on results, releasing tremendous indi
vidual human potential and creating greater synergy, building PC
in the process instead of focusing exclusively on P.

With WinAVin accountability, people evaluate themselves. The
traditional evaluation games people play are awkward and emo
tionally exhausting. In WinAVin, people evaluate themselves,
using the criteria that they themselves helped to create up front.
And ifyou setit up correctly, people can do that. With a WinAViri
delegation agreement, even a seyen-year-old boy can tell for
himselfhow well he's keeping the yard "green and clean."
- My best experiences in teaching imiversity classes have come
when I have created a WinAVin shared imderstanding of the goal
up front. "This is what we're trying to accomplish. Here are the
basic requirements for anA, B, orCgrade. My goal istohelp every
one ofyou get an A. Now you take what we've talked about and
analyze itand come upwith your own understanding of what you
want to accomplish that is unique to you. Then let's get together
and agree on the grade you want and what you plan to do to get
it."

Management philosopher and consultant Peter Drucker recom
mends the use of a "manager's letter" to capture the essence of
performance agreements between managers and their employees.
Following a deep and thorough discussion ofexpectations, guide
lines and resources to make sure they are in harmony with
organizational goals, the employee writes a letter to the manager
that summarizes the discussion and indicates when the next
performance plan or review discussion will take place.

Developing such a WinAVin performarice agreement is the
central activity of management. With an a^eement in pkce,
employees can manage themselves within the framework ofthat
agreement. The manager then can serve like a pace car in a race.
He can get things going and then get out ofthe way. His job from
then on is to remove the oil spills.
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When a boss becomes the first assistant to each of his subordi
nates, he can greatly increase his span of control. Entire levels of
administration and overhead can be eliminated. Instead of super
vising six or eight, such a manager can supervise twenty, thirty,
fifty, or more.

InWin/Win performance agreements, consequences become the
natural or logical result of performance rather than a reward or
punishment arbitrarily handed out by the person in charge.

There are basically four kinds of consequences (rewards and
penalties) that management or parents can" control—financial,
psychic, opportunity, and responsibility. Financial consequences
include such things as income, stock options, allowances, or
penalties. Psychic or psychological consequences include recogni
tion, approval, respect, credibility, or the loss of them. Unless
people areina survival mode, psychic compensation isoften more
motivating than financial compensation. Opportunity includes
training, development, perks, and other benefits. Responsibility has
to do with scope and authority, either of which can be enlarged or
diminished. Win/Win agreements specify consequences in one or
more ofthose areas and the people involved know it upfront. So
you don't play games. Everything is clear from the beginning.

In addition to these lo^cal, personal consequences, it is ^so
important to clearly identify what the natural organizational con
sequences are. Forexample, what will happen if I'm late to work,
if I refuse to cooperate with others, if I don't develop good
Win/Win performance agreements with mysubordinates, ifIdon't
hold them accountable for desired results, or if I don't promote
their profe^^sional growth andcareer development?

When my daughter himed 16, we set upa Win/Win agreement
regarding use of the family car. We agreed that she would obey the
laws of the land and that she would keep the car clean and
properly maintained. We agreed that she would use the car only
for responsible purposes and would serve as a cab driver for her
mother and me within reason. And we also agreed thatshe would
do all her other jobs cheerfully without being reminded. These
were our wins.

W^e also agreed thatIwould provide some resources—the car, gas,
and insurance. And we agreed that she would meetweekly with me,
usually on Sunday afternoon, to evaluate how she was doing based
onouragreement. The consequences were clear. As longas she kept
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.her part of the agreement, she could use the car. Ifshe didn't keep
it, she would lose the privilege until she decided to.

This Win/Win agreement set up dear expectations from the
beginriing on both ourparts. It was a win for her—she got to use
the car—and it was certainly a win for Sandra and me. Now she
could handleher owntransportation needsand.even some ofotu's.
We didn't have to worry about maintaining the car or keeping it
dean. And we had a built-in accountability, which meant I didn't
have to hover over her or manage her methods. Her integrity, her
consdence, her power of discernment and our high Emotional
Bank Account managed her infinitely better. Wedidn't haveto get
emotionally strung out, bying to supervise her every move and
coming up with pxmishments or rewards onthespot ifshe didn't
do things the way we thought she should. We had a Wm/Win
agreement, and it liberated us all.

WinAVin agreements are tremendously liberating. But as the
product of isolated techniques, they won't hold up. Even ifyou set
them up in the begirming, there is no way to maintain them
without personal integrity and a relationship of trust.

Atrue Win/Win agreement is the product of the paradigm, the
character, and the relationships out of which it ^ows. In that
context, it defines and directs the interdependent interaction for
which it was created.

Systems

WinAVin canonly survive in an organization when the systems
support it. Ifyou talk Win/Win butreward Win/Lose, you've got a
losing program on your hands.

You basically get what you reward. Ifyou want to achieve the
goals and reflect the values in your mission statement, then you
need toalign thereward system with these goals and values. Ifit
isn't aligned systemically, you won't be walking your talk. You'll
be in the situation of the manager I mentioned earlier who talked
cooperation but practiced competition by creating a "Race to

, Bermuda" contest.

I worked for several years with a very large real estate org^-
zationin the Middle West. Myfirst experience with this organiza
tion was at a large sales raUy where over 800 sales assodates
gathered for the annual reward program. It was a psych-up
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cheerleading session, complete with high school bands and agreat^
deal of frenzied screaming.

Out of the 800 people there, around forty received awards for
top performance, such as "Most Sales," "Greatest Volume,"
"Highest Earned Commissions," and "Most Listings." There was
a lotofhoopla—excitement, cheering, applause—around the pre
sentation of these awards. There was no doubt that those forty
people had won; but there was also the underl)dng awareness that
760 people had lost.

We immediately began educational and organizational develop
ment work to align thesystems and structures of the organization
toward the WirvWin paradigm. We involved people at a grass
roots level to develop the kinds of systems that would motivate
them. We also encouraged them to cooperate and synergize with
each other so that as many as possible could achieve the desired
results of their individually tailored performance agreements.

At the next rally one year later, there were over 1,000 sales
associates present, and about 800 of them received awards. There
were a few individual winners based on comparisons, but the
program primarily focused on people achieving self-selected per
formance objectives and on groups achieving team objectives.
There was no need to bring in the high school bands to artificially
contrive the faiifare, the cheerleading, and the psych up. There
was tremendous natural interest and excitement because people
could sharein eachother's happiness, and teamsofsales associates
could experience rewards together, including avacation trip for the
entire office.

Theremarkable thing was that almostallof the 800 who received
the awards that year had produced asmuch perperson in terms of
volume and profit as the previous year's forty. The spirit of
Win/Win had significantly increased the number of golden eggs
and had fed the goose as well, releasing enormous human energy
and talent. The resulting synergy was astounding to ahnost
everyone involved.

Competition has its place in the marketplace or against last
year's performance—perhaps even against another office or indi
vidual where there is no particular interdependence, no need to
cooperate. But cooperation in the workplace isas important to free
enterprise as competition in the marketplace. The spirit of Win/
Win carmot survive inanenvironment ofcompetition andcontests.
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For Win/Win to work, the systems have to support it. The
training system, the plaiming system, the communication system,
the budgeting system, the information system, the compensation
system--all have to be based on the principle of WinA/Vin.

I did some consulting for another companythat wanted training
for their people in human relations. The underl5nng assimiption
was that the problem was the people.

The president said, "Go into any store you want and see how
they treat you. They're just order takers. They don't understand
how to get close to the customers. They don't know the product,
and they don't have the knowledge and the skill in the sjiles
process necessary to create a marriage between the product and
the need."

So I went to the various stores. And he was right. But that still
didn't answer the question in mymind: What caused the attitude?

"Look, we're on top of the problem," the president said. "We
have department heads out there setting a great example. We've
toldthemtheirjobistwo-thirds selling andone-third management,
and they're outselling everybody. We just want you to provide
some training for the salespeople."

Those words raised a red flag. "Let's get some more data," I
said.

He didn't like that. He "knew" what the problem was, and he
wanted to get on with training. But I persisted, and within two
days we uncovered the real problem. Because ofthe job definition -
and the compensation system, the managers were "creaming."
They'd stand behind the cash register and cream all thebusiness
dvuing the slow times. Half the time in retail is slow and the'other
half is frantic. So the managers would ^ve all the dirty jobs—
inventory control, stock work, and cleaning—to the salespeople.
And they would stand behind the registers and cream. Thafswhy
the department heads were tops in sales.

Sowechanged onesystem—^the compensation system—arid the
problem was corrected overnight. We set upasystem whereby the
managers only made money when their salespeople made money.
We overlapped the needs and goals of the managers with the
needs and goals of the salespeople. And the need for human
relations training suddenly disappeared. The keywas developing
a true Win/Win reward system.
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Inanother instance, Iworked with a manager in a company that
required formal performance evaluations. He was frustrated over
the evaluation rating he had given a particular manager. "He
deserved a three," he said, "but I had to give him a one" (which
meant superior, promotable).

"What did you give him a one for?" I asked.
"He gets the numbers," was his reply.
"So why do you think he deserves a three?"
"Ifs the way he gets then\. He neglects people; he runs over

them. He's a troublemaker."
"It sounds like he's totally focused on P—on production. And

thafswhat he's being rewarded for. But what would happen ifyou
talked vdth him about theproblem, ifyouhelped himunderstand
the importance of PC?"

He said he had done so, wdth no effect.
"Then what if you set up a WinAA^in contract with him where

youboth agreed that two-thirds ofhis compensation would come
from P—from the niunbers—and the other one-third would come
from PC—how other people perceive him, what kind of leader,
people builder, team builder he is?"

"Now that would get his attention," he replied.

So often the problem is in the system, not in the people. Ifyou
put goodpeople in bad systems, you get bad results. You have to
water the flowers you want to grow.

As people really learn to think Win/Win, they can set up the
systems to create and reinforce it. They can transform urmecessar-
ily competitive situations to cooperative ones and can powerfully
impact their effectiveness by building both P and PC.

Inbusiness, executives canalign theirsystems to create teams of
highly productive people working together to compete against
external standards of performance. In education, teachers can set
up grading systems based on an individual's performance in the
context of agreed upon criteria and can encourage students to
cooperate in productiveways to help eachother learn and achieve.
In families, parents can shift the focus from competition with each
other to cooperation. In activities such as bowling, for example,
they can keep a family score and fay to beat a previous one. They
c^ set up home responsibilities with Win/Win agreements that
eliminate constant nagging and enable parents to do the things
only they can do. • , ,
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A friend once shared with me a cartoon he'd seen of two
children talkmg to each other. "If mommy doesn't get us up soon,"
one was saying, "we're going to be late for school." These wOrds
brought forcibly to his attention the nature of the problems created
when families are not organized on a responsible WinAVin basis.

WinAVin puts the responsibility on the individual for accom
plishing specified results within clear guidelines and available
resources. It makes a person accountable to perform and evaluate
the results and provides consequences as a natural result of
performance.And WinA^^in systemscreate the enviroiunent which
supports and reinforces the Win/Win performance agreements.

Processes

There's no way to achieve Win/Win ends with Win/Lose or
LoseAVin means. You can't say, "You're going to think WinAVin,
whether you like it or not." So the question becomeshow to arrive
at a WinAVin solution.

RogerFisher and William Ury, two Harvard law professors, have
done some outstanding work in what they call the "principled"
approach versus the "positional" approach to bargaining in their
tremendously useful and insightful book. Getting to Yes. Although
the words WinAVin are not used, the spirit and underlying
philosophy of the book are in harmony with the WinAVin ap
proach.

They suggest that the essence of principled negotiation is to
separate the person fromthe problem,to focus on interestsand not
on positions, to invent options for mutual gain, and to insist on
objective criteria—some external standard or principle that both
parties can buy into.

In my own work with various people and organizations seeking
WinAVin solutions, I suggest that they become involved in the
following four-step process:

First, see the problem from the other point of view. Really seek to
understand and to give expression to the needs and concerns of
the other party as well as or better than they can themselves.

Second, identify the key issues and concerns (not positions) in
volved.

Third, determine what results would constitute a fully acceptable
solution.

And fourth, identify possible new options to achieve those results.
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Habits 5 and 6 deal directly with two of the elements of this
process, and we will go into those in depth in the next two
chapters.

But at this juaicture, let me point out the highly interrelated
nature of the process of Win/Win with the essence of WinAVin
itself. You can only achieve WinAVin solutions with WinAVin
processes—^the end and the means are the same.

WinAVin is not a personality technique. Ifs a total paradigm of
human interaction. It comes from a character of integrity, maturity,
and the Abimdance Mentality. It grows out of high-trust relation
ships. It is embodied in agreements that effectively clarify and
manage expectations as well as accomplishment. It thrives in
supportive systems. And it is achieved through the process we are
now prepared to more fully examine in Habits 5 arid 6.

Application Suggestions:

1. Think about an upcoming interaction wherein you will be at
tempting to reach an agreement or negotiate a solution. Commit
to maintain a balance between courage and consideration.

2. Makea list of obstaclesthat keep you from applying the WinAVin
paradigm more frequently. Determine what could be done within
your Circle of Influence to eliminate some of those obstacles.

3. Select a specific relationship where you would like to develop a
WinAVin agreement. Try to put yourself in the other person's
place, and write down explicitly how you think that person sees
the solution. Then list, from your own perspective, what results
would constitute a Win for you. Approach the other person and
ask if he or she would be wiling to communicate imta you reach
a point of agreement and mutually beneficialsolution.

4. Identify three key relationships in yoxu: life. Givesome indication
of what you feel the balance is in each of the Emotional Bank
Accounts. Write down some specific ways you could make
deposits in each account.

5. Deeply consider yoiir own scripting. Is it Win/Lose? How does
that scripting affectyour interactions with other people? Can you
identify the main sotirceof that script? Determine whether or not
those scripts serve well in your current reality.

6. Try to identify a model of WinAVin thinking who, even in hard
situations, really seeks mutual benefit. Determine now to more
closely watch and learn from this person's example.
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Principles of Empathic

Communication

Theheart has its reasons which reason knows not of.

Pascal

Suppose you've been having trouble with your eyes and you decide to
go to an optometrist for help. After briefly listeiung to your

complaint, he takes off his glasses and hands them to you.
"Put these on," he says. 'Tve worn this pair of glasses for ten

years now and they've really helped me. I have an extra pair at
home; you can vvear these."

So you put them on, but it only makes the problem worse.
"This is terriblei" youexclaim. "1 can't seea thing!"
"Well, whafs wrong?" he asks. "They work grejat for me. Try

harder."

"I am trying," you insist. "Eveiything is a blur."
"Well, whafs the patter with you? Think positively."
"Okay. I positively can't see a thing."
"Boy, are you imgrateful!" he chides. "And after all I've done to

help you!"
What are the chances you'd go back to that optometrist the next

time you needed help? Not very good, I would imagine. Youdon't
have much confidencein someone who doesn't diagnosebeforehe
or she prescribes.
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But how often do we diagnose before we prescribe in commu
nication?

"Come on, honey, tell me how you feel. I know it's hard, but I'll
try to understand."

"Oh, I don't know. Mom. You'd think it was stupid."
"Of course I wouldn't! You can tell me. Honey, no one cares for

you as much as I do. I'm only interested in your welfare. What's
making you so unhappy?"

"Oh, I don't know."
"Come on, honey. What is it?"
"Well, to teU you the truth, I just don't like school anymore."
"What?" you respond incredulously. "What do you mean you

don't like school? And after all the sacrifices we've made for your
education! Education is the fovmdation of your future. If you'd
apply yourself like your older sister does, you'd do better and then
you'd like school. Time and time again, we've told you to settle
down. You've got the ability, but you just don't apply yourself. Try
harder. Get a positive attitude about it."

Pause.

"Now go ahead. Tell me how you feel."

We have such a tendency to rush in, to fix things up with good
advice. But we often fail to take the time to diagnose, to really,
deeply understand the problem first.

If I were to summarize in one sentence the single most important
principle I have learned in the field of interpersonal relations, it
would Be this: Seek first to understand, then to be understood. This
principle is the key to effective interpersonal commimication.

Character and Communication

Right now, you're reading a book I've written. Reading and
writing are both forms of communication. So are speaking and
listening. In fact, those are the four basic t5rpes of communication.
And think of all the hours you spend doing at least one of those
four things. The abilityto do them well is absolutelycritical to your
effectiveness.

Communication is the most important skill in life. We spend
most of our waking hours communicating. But consider this:
You've spent years learning how to read and write, years learning
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how to speak. But what about listening?What training or education
have you had that enables you to listen so that you really, deeply
understand ayiother human being from that individual's own
frame of reference?

Comparatively few people have had any training in listening at
all. And, for the most part, their trjiining has been in the Person
ality Ethic of technique, truncated from the character base and the
relationship base absolutely vital to authentic understanding of
another person.

If you want to interact effectively with me, to influence me—
your spouse, your child, your neighbor, your boss, yotir coworker,
your friend—you first need to imderstand me. And you can't do
that with techniquealone. If I sense you're using some technique,
I sense duplicity, manipulation. I wonder why you're doing it,
what your motives are. And I don't feel safe enough to open
myself up to you.

The real key to your influence with me is your example, your
actualconduct.Yourexample flows naturallyout ofyour character,
or the kind ofperson you faody are—^not what others say you are or
what you may want me to think you are. It is evident in how I
actually experieilce you.

Your character is constantly radiating, commimicating. Fromit,
in the long nm, I come to instinctively trust or distrust you and
your efforts with me.

If your life nms hot and cold, if you're both caustic and kind,
and, above all, if your private performance doesn't square with
your public performance> it's very hard for me to open up with
you. Then, as much as I may want and even need to receive your
loveand'influence, I don't feel safeenough to expose my opinions
and experiences and my tender feelings. Who knows what will
happen?

But tmless I open up with you, imless you understand me and
my imique situation and feeltags, you won't know how to advise
or counsel me. Whatyou say is goodand fine, but it doesn't quite
pertain to me.

You may say you care about and appreciate me. I desperately
want to believe that. But how can you appreciate me when you
don't even imderstand me?All I have are your words, and I can't
trust words.

I'm too angry and defensive—perhaps too guilty and afraid—to
be influenced, even though inside I know I need what you could
tell me.
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Unless you're influenced by my uniqueness, I'm not going to be
influenced by your advice. So if you want to be really effective in
the habit of interpersonal communication, you cannot do it with
technique alone. You have to build the skills of empathic listening
on a base of character that inspires openness and trust. And you
have to build the Emotional Bank Accounts that create a commerce
between hearts.

Empathic Listening

"Seek first to imderstand" involves a very deep shift in para
digm. We t5rpically seek first to be understood. Most people do not
listen with-the intent to imderstand; they listen with the intent to
reply. They're either speaking or preparing to speak. The/re
filtering everything through their own paradigms, reading their
autobiography into other people's lives.

"Oh, I know exactly how you feel!"
"I went through the very same thing. Let me tell you about my

experience."
They're constantly projecting their own home movies onto other

people's behavior. They prescribe their own glasses for everyone
with whom they interact.

If they have a problem with someone—a son, a daughter, a
spouse, an employee—^their attitude, is, "That person just doesn't

, vmderstand."

A father once told me, "I can't understand my kid. He just won't
listen to me at all."

"Let me restate what you just said," I replied. "You don't
understand your son because he won't listen to you?"

"Thafs right," he replied.
"Let me try again," I said. "You don't understand your son

because he won't listen to youl"
"Thafs what I said," he impatiently replied.
"I thought that to understand another person, you needed to

listen to him," I suggested.
"Oh!" he said. There was a long pause. "Oh!" he said again, as

the light began to dawn. "Oh, yeah! But I do understand him. I
know what he's going through. I went through the same thing
myself. I guess what I don't understand is why he won't listen to
me."

This man didn't have the vaguest idea of what was really going
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on inside his boy's head. He lookedinto his own head and thought
he saw the world, including his boy.

That's the case with so many of us. We're filled with our own
rightness, our own autobiography. We want to be understood.
Our conversations become collective monologues, and '^e never
really understand what's going on inside another human being.

When another person speaks, we're usually "listening" at one of
four levels. We may be ignoring another person, not really listening
at all. We may practice pretending. "Yeah. Uh-huh. Right." We may
practice selective listening, hearing only certain parts of the con
versation. We often do this when we're listening to the constant
chatter of a preschool child. Or we may even practice attentive
listening, paying attention and focusing energy on the words that
are being said. But very few of us ever practice the fifth level, the
highest form of listening, empathic listening.

When I say empathic listening, I am not referring to the
techniques of "active" listening or "reflective" listening, which
basically involve mimicking what another person says. That kind
of listening is skill-based, truncated from character and relation
ships, and often insults those "listened" to in such a way. It is also
essentially autobiographical. If you practice those techniques, you
may not project your autobiography in the actual interaction, but
your motive in listening is autobiographical. You listen with
reflective skills, but you listen with intent to reply, to control, to
maiupulate.

When I say empathic listening, I mean listening with intent to
understand. Imeanseekingfirst to understand, to really understand.
Ifs an entirely different paradigm.

Empathic (from empathy) listening gets inside another person's
frame of reference. Youlook out through it, you see the world the
way they see the world, you understand their paradigm, you
understand how they feel.

Empathy is not sympathy. S5mipathy is a form of agreement, a
form of judgment. And it is sometimes the more appropriate
emotion and response. But people often feed on S5mipathy. It
makes them dependent. The essence of empathic listening is not
that you agree with someone; it's that you fully, deeply, under
stand that person, emotionally as well as intellectually.

Empathic listening involves much more than registering, reflect
ing, or even understanding the words that are said. Communica-
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tions experts estimate, in fact, that only 10 percent of our
communication is represented by the words we say. Another 30
percent is represented by our sounds, and 60 percent by our body
language. In empathic listening, you listen with you;>ears, but you
also, and more importantly, listen with your eyes and with your
heart. You listen for feeling, for meaning. You Usten for behavior.
You use your right brain as well as your left. You sense, you intuit,
you feel.

Empathic listening is so powerful because it gives you accurate
data to work with. Instead of projecting your own autobiography
and assuming thoughts, feelings, motives and interpretation,
you're dealing with the reality inside another person's head and
heart. You're listerung to understand. You're focused on receiving
the deep communication of another human soul.

In addition, empathic listening is the key to making deposits in
Emotional Bank Accounts, because nothing you do is a deposit
unless the other person perceives it as such. You can work your
fingers to the bone to make a deposit, only to have it turn into a
withdrawal when a person regards your efforts as manipulative,
self-serving, intimidating, or condescending because you don't
xmderstand what really matters to him.

Empathic listening is, in and of itself, a tremendous deposit in
the Emotional Bank Account. It's deeply therapeutic and healing
because it gives a person "psychological air."

Ifall the air were suddenly sucked out of the room you're in right
now, what would happen to your interest in this book? You
wouldn't care about the book; you wouldn't care about anything
except getting air. Survival would be your only motivation.

But now that you have air, it doesn't motivate you. This is one of
the greatest insights in the field of human motivation: Satisfied
needs do not motivate. It's only the Unsatisfied need that motivates.
Next to physical survival, the greatest need of a human being is
psychological survival—to be understood, to be affirmed, to be
validated, to be appreciated.

When you listen with empathy to another person, you give that
person psychological air. And after that vital need is met, you can
then focus on influencing or problem solving.

This need for psychological air impacts communicationin every
area of life.
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I taught this concept at a seminar in Chicago one time, and I
instructed the participants to practice empathic listening during
the evening. The next morning, a man came up to me almost
bursting with news.

"Let me tell you what happened last night," he said. "I was
trying to close a big commerdd realestate deal while I was here in
Chicago. I met with the principals, their attorneys, and another
real estate agent who had just been brought in with an alternative
proposal.

"It looked as if I were going to lose the deal. I had been working
on this deal for over six months and, in a very real sense, all my
eggs were in this one basket. All of them. I panicked. I did
everj^thing I could—^I pulled out all the stops—^I used every sales
technique I could. The final stop was to say, 'Could we delay this
decision just a little longer?' But the momentum was so strong and
they were so disgusted by having this thing go on so long, it was
obvious they were going to dose.

"So I said to myself, 'Well,why not try it?Why not practicewhat
I learned today and seek first to understand, then to be under
stood? I've got nothing to lose.'

"I just said to the man, 'Let me see if I really understand what
your position is and what your concerns about my recommenda
tions really are. When you feel I understand them, then we'll see
whether my proposal has any relevance or not.'

"I really tried to put myself in his shoes. I tried to verbalize his
needs and concerns, and he began to open up.

"The more I sensed ^d expressed the things he was worried
about, the results he antidpated, the more he opened up.

''Finally, in the middleof our conversation, he stood up, walked
over to the phone, and dialed his wife. Putting his hand over the
mouthpiece, he said, 'You've got the deal.'

"I was totally dumbfounded," he told me. "I still am this
morning."

He had made a huge deposit in the Emotional Bank Account by
giving the man psychologicalair. When it comes right down to it,
other things being relatively equal, the human dynamic is more
important than the technical dimensions of the deal.

Seeking first to imderstand, diagnosing before you prescribe, is
hard. Ifs so much easier in the short run to hand someone a pair
of glasses that have fit you so well these many years.
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But in the long run, it severely depletes both P and PC. You can't
achieve maximum interdependent production from an inaccurate
understanding of where other people are coming from. And you
can't have interpersonal PC—high Emotional Bank Accounts—^if
the people you relate with don't really feel understood.

Empathic listening is also risky. It takes a great deal of security to
go into a deep listening experience because you open yourself up
to be influenced. Youbecome vulnerable. It's a paradox, in a sense,
because in order to have influence, you have to be influenced. That
means you have to really understand.

That's why Habits 1, 2, and 3 are so foundational. They give you
the changeless inner core, the principle center, from which you can
handle the more outward vulnerability with peace and strength.

Diagnose Before You Prescribe

Although it's risky and hard, seek first to understand, or
diagnose before you prescribe, is a correct principle manifest in
many areas of life. It's the mark of all true professionals. It's critical
for the optometrist, it's critical for the physician. You wouldn't
have any confidence in a doctor's prescription unless you had
confidence in the diagnosis.

When our daughter Jenny was only two months old, she was
sick one Saturday, the day"of a football game in our community
that dominated the consciousness of almost everyone. It was an
important game—some 60,000 people were there. Sandra and I
would like to have gone, but we didn't want to leave little Jenny.
Her vomiting and diarrhea had us concerned.

The doctor was at that game. He wasn't our personal physician,
but he was the one on call. When Jenny's situation got worse, we
decided we needed some medical advice.

Sandra dialed the stadium an^ had him paged. It was right at a
critical time in the game, and she could sense an officious tone in
his voice. "Yes?" he said briskly. "What is it?"

"This is Mrs. Covey, Doctor, and we're concerned about our
daughter, Jenny."

"What's the situation?" he asked.

Sandra described the symptoms, and he said, "Okay. I'll call in
a prescription. Which is your pharmacy?"

When she hung up,.Sandra felt that in her rush she hadn't really
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given him full data, but that what she had told him was adequate.
"Do you think he realizes that Jenny is just a newborn?" I asked

her.

"I'm sure he does," Sandra replied.
"But he's not our doctor. He's never even treated her."
"Well, I'm pretty sure he knows."
"Are you willing to give her the medidne unless you're abso

lutely sure he knows?"
Sandra was silent. "What are we going to do?" she finally said.
"Call him back," I said.
"You call him back," Sandra replied.
So I did. He was paged out of the game once again. "Doctor," I

said, "when you c^ed in that prescription, did you realize that
Jermy is just two months old?"

"No!" he exclaimed. "I didn't realize that. Ifs good you called
me back. I'll diange the prescription immediately."

If you don't have confidence in the diagnosis, you won't have
confidence in the prescription.

This principle is also true in sales. An effective sales person first
seeks to understand the needs, the concerns, the situation of the
customer. The amateur salesman sells products; the professional
sells solutions to needs and problems. Ifs a totally different
approach. The professionalleams how to diagnose, how to under
stand. He also leams how to relate people's needs to his products
and services. And, he has to have the integrity to say, "My product
or service will not meet that need" if it will not.

Diagnosing before you prescribe is also fundamental to law. The
professional lawyer first gathers the facts to understand the
situation, to understand the laws and precedents, before preparing
a case. A good lawyer almost writes the opposing attorney's case
before he writes his own.

Ifs also true in product design. Can you imagine someone in a
company sajdng, "This consumer research stuff is for the birds.
Lefs design products." In other words, forget understanding the
consvuner's buying habits and motives—just design products. It
would never work.

A good engineer will understand the forces, the stresses at work,
before designing the bridge. A good teacher will assess the class
before teaching. A good student will understand before he applies.
A good parent will understand before evaluating or judging. The
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key to goodjudgment is understanding. By judgingfirst, a person
will never fully understand.

Seek &st to understand is a correct principle evident in all areas
of life. Ifs a generic, common denominator principle, but it has its
greatest power in the area of interpersonal relations.

Four Autobiographical Responses

Becausewe listen autobiographically, we tend to respond in one
of four ways. We evaluate—^we either agree or disagree; we probe—
we ask questions from our own frame of reference; we advise—^we
give counsel based on our own experience; or we interpret—^we try
to figture people out, to explain their motives, their behavior, based
on our own motives ahd behavior.

These responses come naturally to us. We are deeply scripted in
them; we live aroimd models of them all the time. But how do they
affect our ability to really understand?

If I'm trying to communicate with my son, can he feel free to
open himself up to me when I evaluate everything he says before
he really explains it? Am I giving him psychological air?

And how does he feel when I probe? Probing is pla)dng twenty
questions. Ifs autobiographical, it controls, and it invades. Ifs also
logical, and the language of logic is different from the language of
sentiment and emotion. You can play twenty questions all day and
not find out whafs important to someone. Constant probing is one
of the main reasons parents do not get dose to their children.

"How's it going, son?"
"Fine."

"Well, whafs been happening lately?"
"Nothing."
"So whafs exciting in school?"
"Not much."

"And what are your plans for the weekend?"
"I don't know."
You can't get him off the phone talking with his friends, but all

he gives you is one- and two-word answers. Your house is a motel
where he eats and sleeps, but he never shares, never opens up.

And when you think about it, honestly, why should he, if every
time he does open up his soft underbeUy, you elephant stomp it
with autobiographicaladvice and "I told you so's."

We are so deeply scripted in these responses that we don't even
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realize when we use them. I have taught this concept to
thousands of people in seminars across the coimtry, and it never
fails to shock them deeply as we role-play empathic listening
situations and they finally begin to listen to their own t5^ical
responses. But as they begin to see how they normally respond
and leam how to listen with empathy, they can see the dramatic
results in communication. To many, seek first to understand
becomes the most exciting, the most immediately applicable, of all
the Seven Habits.

Lefs take a look at what well might be a typical commimication
between a father and his teenage son. Lookat the father's words in
terms of the four different responses we have just described.

"Boy, Dad, I've had it! School is for the birds!"
"Whafs the matter. Son?" (probing).
"It's totally impractical. I don't get a thing out of it."
"Well, you just can't see the benefits yet. Son. I felt the same

way when I was your age. I remember thinking what a waste some
of the classes were. But those classes turned out to be the most

helpful to me later on. Just hang in there. Give it some time"
(advising).

"I've given it ten years of my life! Can you tell me what good 'x
plus Y is going to be to me as an auto mechanic?"

"An auto mechanic? You've got to be kidding" (evaluating).
"No, I'm not. Look at Joe. He's qviit school. He's working on

cars. And he's making lots of money. Now thafs practical."
"It may look that way now. But several years down the road,

Joe's going to wish he'd stayed in school. You don't want to be an
auto mechanic. You need an education to prepare you for some
thing better than that" (advising).

"I don't Imow. Joe's got a pretty good set up."
"Look, Son, have you really tried?" (probing, eveduating).
"I've been in high school two years now. Sure I've tried. Ifs just

a waste."
"Thafs a highly respected school. Son. Give them a little credif

(advising, evaluating).
"Well, the other guys feel the same way I do."
"Do you realize how many sacrifices your mother and I have

made to get you where you are? You can't quit when you've come
this faj^'(evaluating).

"I know you've sacrificed. Dad. But ifs just not worth it."
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"Look, maybe if you spent more time doing your homework and
less time in front of TV . . (advising, evaluating).

"Look, Dad. Ifs just no good. Oh . . . never mind! I don't want
to talk about this anyway."

Obviously, his father was well intended. Obviously, he wanted
to help. But did he even begin to really understand?

Lefs look more carefully at the son—not just his words, but his
thoughts and feelings (expressed parenthetically below) and the
possible effect of some of his dad's autobiographical responses.

. "Boy, Dad, I've had it! School is for the birds!" (/ want to talkwith
you, to get your attention.)

"What's the matter. Son?" {You're interested! Good!)
"It's totally impractical. I don't get a thing out of it." (I'vegot a

problem with school, and I feel just terrible.)
"Well, you just can't see the benefits yet. Son. I felt the same

way when I was your age." (Oh, no!Herecomes Chapter three ofDad's
autobiography. Thisisn't what I want to talkabout. I don't reallycarehow
manymiles hehad to trudgethrough thesnow toschool without any boots.
I want to get to the problem.) "I remember thinking what a-waste
some of the classes were. But those classes turned out to be the

most helpful to me later on. Just hang in there. Give it some time."
(Time won't solvemy problem. I wish I could tell you. I wish I couldjust
spit it out.)

."I've given it ten years of my life! Can you tell me what good 'x
plus y is going to do me as an auto mecharuc?"

"An auto mechanic? You've got to be kidding." (Hewouldn't like
meifI were an auto mechanic. Hewouldn't like meifI didn't finish school.
I have to justify what I said.)

"No, I'm not. Look at joe. He's qUit school. He's working on
cars. And he's making lots of money. Now that's practical."

"It may look that way now. But several years down the road,
Joe's going to wish he'd stayed in school." (Oh, boy! Here comes
lecturenumber sixteen on the valueofan education.) "You don't want
to be an auto mechanic." (Howdo you know that. Dad? Do you really
haveany ideawhat I want?) "You need an education to prepare you
for somesthing better than that."

"I don't know. Joe's got a pretty good set up." (He's not a failure.
He didn't finish school and he's not a failure.)

"Look, Son, have you really tried?" (We'rebeatingaround the bush.
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Dad. If you'd just listen, I really need to talk to you about something
important.)

"I've been in high school twoyearsnow. SureI've tried. It's just
a waste."

"That's a highlyrespectedschool, Son. Give them a littlecredit."
(Oh, great. Now we're talking credibility. I wish I could talk about what
I xbant to talk about.)

"Well, the other guys feel the same way I do." (/ have some
credibility, too. I'm not a moron.)

"Do you realize how many sacrifices your mother and I have
made to get you where you are?" (Uh-oh, here comes the guilt trip.
Maybe lama moron. The school's great. Mom andDad aregreat, andI'm
a moron.) "You can't quit when you've come this far."

"I know you've sacrificed. Dad. But ifs just not worth it." {You
just don't understand.)

"Look, maybeif you spent more time doing your homework and
less time in front of TV. . . ." (That's not theproblem. Dad!That's not
it at all! I'll never be able to tell you. I was dumb to try.)

"Look, Dad. It's just no good. Oh . . . never mind! I don't want
to talk about this anyway."

Can you see how limited we are when we try to understand
another person on the basis of words alone, especially when
we're looking at that person through our own glasses? Can you
see how limiting our autobiographical responses are to a person
who is genuinely trying to get us to understand his auto
biography?

You wO never be able to truly step inside another person, to see
the world as he sees it, until you develop the pure desire, the
strength of personal character, and the positive Emotional Bank
Account, as well as the empathic listerung skills to do it.

The skills, the tip of the iceberg of empathic listening, involve
four developmental stages.

The' first and least effective is to mimic content. This is the skill
taught in "active" or f'reflective" listening. Without the character
and relationship base, it is often insulting to people and causes
them to closeup. It is, however, a first stage skillbecause it at least
causes you to listen to what's being said.

Mimickingcontent is easy. Youjust listen to the words that come
out of someone's mouth and you repeat them. You're hardly even
using your brain at all.
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"Boy, Dad, I've had it! School is for the birds!"
"You've had it. You think school is for the birds."
You have esservtially repeated back the content of what was

being said. You haven't evaluated or probed or advised or inter
preted. You've at least showed you're paying attention to his
words. But to understand, you want to do more.

Thesecond stageof emphatic listening is to rephrase the content.
It's a little more effective, but it's still limited to the verbal
communication.

"Boy, Dad, I've had it! School is for the birds!"
"You don't want to go to school anymore."
This time, you've put his meaning into your own words. Now

you're thinking about what he said, mostly with the left side, the
reasoning, logical side of the brain.

The third stage bringsyour right brain into operation. Youreflect
feeling.
. "Boy, Dad, I've had it! School is for the birds!"

"You're feeling really frustrated."
Now you're not paying as much attention to what he's sa)dngas

you are to the way he feels about what he's saying. The fourth
Stage includes both the second and the third. You rephrase the
contentand reflect thefeeling.

"Boy, Dad, I've had it! School is for the birds!"
"You're really frustrated about school."
Frustration is the feeling; school is the content. You're using

both sides of your brain to understand both sides of his conunu-
nication.

Now, what happens when you use fourth stage empathic
listening skills is really incredible. As you authenticaUy seek to
understand, as yourephrase content and reflect fueling, you give
him psychological air. You also help him work through his own
thoughts and feelings. As he grows in his confidence of your
sincere desire to really listen and understand, the barrier between
what's going on inside him and what's a^ctually being communi
cated to you disappears. It opens a soul to soul flow. He's not
thinking and feeling one thing and communicating another. He
begins to trust you with his innermost tender feelings and
thoughts.

"Boy, Dad, I've had it! School is for the birds!" (7 want to talkwith
you, to get your attention.)
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"You're really frustrated aboutschool." (That's right! That's haw I
feel)

"I sure am. Ifs totally impractical. I'm not getting a thing out of
it."

"You feel like school's not doing you any good." (Let me think—is
that what I mean?)

"WeU, yeah. I'm just not learning an)rthing thafs going to help
me. I mean, look at Joe. He's dropped out of school and he's
working on cars. He's making money. Now thafs practical."

"You feel that Joe really has the right idea." (Well. . . .)
"Well, I guess he does in a way. He's really making money

now. But in a few years, I bet he'll probablybe ticked offat him
self."

"You think Joe's going to feel he made the wrong decision."
"He's got to. Just look at what he's giving up. I mean, if you

don't have an education, you just can't make it in this world."
"Education is really important."
"Oh, yeah! I mean, if you don't havea diploma, if you can't get

jobsor go to college, what are you goingto do?You've just got to
get an education."

"Ifs important to your future."
"It is. And . . . you know what? I'm really worried. Listen, you

won't tell Mom, will you?"
"You don't want your mother to find out."
"Well, not reaUy. Oh, I guess you can tell her. She'll probably

find out an5way. Look, I took this test today, this reading test.
And, Dad, they said I'm reading on a fourth-grade level. Fourth
grade! And I'm a junior in high school!"

What a difference real understanding can make! AU the well-
meaning advice in the world won't amount to a hiU of beans if
we're not even addressing the real problem. And we'll never get to
the problemif we're so caught up in our own autobiography, our
own paradigms, that we don't take offour glasses long enough to
see the world from another point of view.

'Tm going to flimk. Dad. I guess I figure if I'm going to flunk, I
might as well quit. But I don't want to quit."

"You feel torn. You're in the middle of a dilemma."
"What do you think I should do. Dad?"
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By seeking first to understand, this father has just turned a
transactional opportunity into a transformational opportimity.
Instead of interacting on a surface, get-the-job-done level of
communication, he has created a situation in which he can now
have transforming impact, not only on his son but also on the
relationship. By setting aside his own autobiography and really
seeking to understand, he has made a tremendous deposit in the
Emotional Bank Account and has empowered his son to open,
layer upon layer, and to get to the real issue.

Now father and son are on the same side of the table looking at
the problem, instead of on opposite sides looking across at each
other. The son is operung his father's autobiography and asking for
advice.

Even as the father begins to counsel, however, he needs to be
sensitive to his son's communication. As long as the response is
logical, the father can effectively ask questions and giye counsel.
But the moment the response becomes emotional, he needs to go.
back to empathic listening.

"Well, I can see some things you might want to consider."
"Like what. Dad?" .
"Like getting some special help with your reading. Maybe they

have some kind of tutoring program over at the tech school."
"I've already checked into that. It takes two nights and all day

Satvirday. That would take so much time!"
Sensing emotion in that reply, the father moves back to empathy.
"That's too much of a price to pay."
"Besides, Dad, I told the sixth graders I'd be their coach."
"You don't want to let them down."

"But I'll tell you this. Dad. If I really thought that storing course
would help, I'd be down there every night. I'd get someone else to
coach those kids."

"You really want the help, but you doubt if the course will make
a difference." •

"Do you think it would. Dad?"

The son is once more open and logical. He's operung his father's
autobiography again. Now the father has another opportunity to
influence and transform.

There are times when transformation requires no outside coun
sel. Often when people are really given the chance to open up.
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they unravel their own problems and the solutions become dear to
them in the process.

At other times, they really iieed additional perspective and help.
The key istogenuinely seek the welfare ofthe in^vidual, tolisten
with empathy, to let the person get to the problem and the solution
at his own pace and time. Layer upon layer—^ifs like peeling an
onion until you get to the soft iimer core,

When peopliB are really hurting and you really listen with a pure
desire to imderstand, you'll be amazed how fast they wiUopen up.
They want to open up. Children desperately want to open up,
even more to their parents than to their peers. And they will, if
they feel their parents will love them unconditionally and wiU be
faitihful to them afterwards and riot judge or ridicule them.

If you really seek to imderstand, without hypocrisy and without
guile, there willbe times when yovi willbe literally stimned with
the pxire knowledge and imderstanding that will flow to you from
another himian being. It isn't even always necessary to talk in
order to empathize. In fact, sorhetimes words may just get in your
way. Thafs one very important reason why technique alone will
not work. That kind of imderstanding transcends technique.
Isolated technique only gets in the way.

I have gone through the skills of empathic listening because skill
is an important part of any habit. We need to have the skills. But
letme reiterate that the skills wUl not beeffective unless they come
from a sincere desire to understand. People resent any attempt to
manipulate them. In fact, if you're dealing with people you're close
to, ifs helpful to tell them what you're doing.

"I read this book about listening and empathy and I thought
about my relationship with you. I realized I haven't listened to you
like I should. But I want to. Ifs hard for me. I may blow it at times,
but I'm going to work at it. I really care about you and I want to
understand. I hope you'll help me." Affirming your motive is a
huge deposit.

But if you're not sincere, I wouldn't even try it. It may create an
opermess and a vulnerability that wiD later turn to your harm whe;n
a person discovers that you really didn't care, you really didn't
want to listen, and he's, left open, exposed, and hurt. The tech
nique, the tip of the iceberg, has to come out of the massiye base
of character underneath.

Now there are people who protest that empathic listening takes
too much time. It may take a little more time initially but it saves so
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much time downstream. The most efficient thing you can do if
you're a doctor and want to prescribe a wise treatment is to make
an accurate diagnosis. You can't say, "I'm in too much of a hurry.
I don't have time to make a diagnosis. Just take this treatment."

I remember writing one time in a room on the north shore of
Oahu, Hawaii. There was a soft breeze blowing, and so I had
opened two windows—one at the front and one at the side—^to
keep the room cool. I had a number of papers laid out, chapter by
chapter, on a large .table.

Suddenly, the breeze started picking up and blowing my papers
about. I remember the frantic sense of loss I felt because things
were no longer in order, including imnumbered pages, and I
began rushing aroimd the room trying desperately to put them
back. Finally, I realized it would be better to take ten seconds and
close one of the windows.

Empathic listening takes time, but it doesn't take an5^here near
. as much time as it t£ikes to back up and correct misunderstandings
when you're already miles down the road, to redo, to live with
imexpressed and unsolved problems, to deal with the results of
not giving people psychological air.

A discerning empathic listener can read whafs happening down
deep fast, and can show such acceptance, such imderstanding,
that other people feel safe to open up layer after layer xmtilthey get
to that soft inner core where the problem really lies.

People want to be understood. And whatever investment of time
it takes to do that will bring much greater returns of time as you
work from an accurate understanding of the problems and iissues
and from the high Emotional Bank Accovmt that results when a
person feels deeply understood.

Understanding and Perception

As you learn to listen deeply to other people, you will discover
tremendous differences in perception. You will also begin to
appreciate the impact that these differences can have as people try
to work together in interdependent situations.

You see the young woman; I see the old lady. And both of us can
be right.

You may look at the world through spouse-centered glasses; I
see it through the money-centered lens of economic concern.
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You may be scripted in the abundance mentality; I may be
scripted in the scarcity mentality.

You may approach problems from a highly visual, intuitive,
holistic right brain paradigm; I may be very left brain, very
sequential, analytical, and verbal in my approach.

Our perceptions can be vastly different. And yet we both have
lived with our paradigms for years, thinking they are "facts," and
questioning the characteror the mental competenceof anyone who
can't "see the facts."

Now, with all our differences, we're trying to work together—in
a marriage, in a job, in a community service project—to manage
resources and accomplish results. So how do we do it? How do we
transcend the limits of our individual perceptions so that we can
deeply commvmicate, so that we can cooperatively deal with the
issues and come up with WinAA^in solutions?

The answer is Habit 5. Ifs the first step in the process of
WinAVin. Even if (and espedaUy when) the other person is not
coming from that paradigm> seek first to understand.

This principle worked powerfully for one executive who shared
with me the following experience:

"I wasworking witha small company that wasin the process of
negotiating a contract with a large natiorial banking institution.
This institution flew in their lawyers from San Francisco, their
negotiator from Ohio, and presidents of two of their large banks to
create an eight-person negotiating team. The company I worked
with had decided to go for Win/Win or No Deal. They wanted to
significantly increase the level of serviceand the cost, but they had
been almost overwhelmed with the demands of this large financial
institution.

"The president of our company sat across the negotiating table
and told them, 'We would like for you to write the contract the way
you want it so that we can make sure we xmderstandyour needs
and your concerns. We will respond to those needs and concerns.
Then we can talk about pricing.'

"The members of the negotiating team were overwhelmed. They
were astounded that they were going to have the opportunity to
write the contract. They took three days to come up with the deal.

"When they presented it, the president said, 'Now lefs make
sure we imderstand what you want.' And he went down the
contract, rephrasing the content, reflecting the feeling, until he
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was sure and they were sure he understood what was important to
them. 'Yes. That's right. No, thafs not exactly what we meant
here . . . yes, you've got it now.'

"When he thoroughly understood their perspective, he pro
ceeded to explain some concerns from his perspective . . . and
they listened. They were ready to listen. They weren't fighting for
air. What had started out as a very formal, low-trust, almost hostile
atmosphere had turned into a fertile environment for synergy.

"At the conclusion of the discussions, the members of the
negotiating team basically said, 'We want to work with you. We
want to do this deal. Just let us know what the price is and we'll
sign.' "

Then Seek to Be Understood

Seek first to understand . . . then to be understood. Knowing how
to be understood is the other half of Habit 5, and is equally critical
in reaching Win/Win solutions.

Earlier we defined maturity as the balance between courage and
consideration. Seeking to understand requires consideration; seek
ing to be understood takes courage. WinAVin requires a high
degree of both. So it becomes important in interdependent situa
tions for us to be understood.

The earlyGreekshad a magnificent philosophywhich is embod
ied in three sequentially arranged words: ethos, pathos, and logos. I
suggest these three words contain the essence of seeking first to
understand and making effective presentations.

Ethos is your personal credibility, the faith people have in your
integrity and competency. It's the trust that you inspire, your
Emotional Bank Accoimt. Pathos is the empathic side—it's the
feeling. It means that you âre in alignment with the emotional
thrust of another person's communication. Logos is the logic, the
reasoning part of the presentation.

Notice the sequence: ethos; pathos, logos—^your character, and
your relationships, and then the logic of your presentation. This
represents another major paradigm shift. Most people, in making
presentations, go straight to the logos, the left brain logic, of their
ideas. They try to convince other people of the validity of that logic
without first taking ethos and pathos into consideration.

I had an acquaintance who was very frustrated because his boss
was locked into what he felt was an unproductive leadership style.



256 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

"Why doesn't he do anything?" he asked me. "I've talked to him
about it, he's aware of it, but he does nothing."

"Well, why don't you make an effective presentation?" I asked.
"I did," was the reply.
"How do you define 'effective'? Who do they send back to school

when the salesman doesn't sell—^the buyer? Effective means it
works; it means P/PC. Did you create the change you wanted? Did
you build the relationship in the procesis? What were the results of
your presentation?"

"I told you, he didn't do an)rthing. He wouldn't listen."
"Then make an effective presentation. You've got to empathize

with his head. You've got to get into his frame of mind. You've got
to make your point simply and visually and describe the alternative
he is in favor of better than he can himself. That will take some
homework. Are you willing to do that?"

"Why do I have to go through all that?" he asked.
"In other words, you want him to change his whole leadership

style and you're not vyilling to change your method of presenta
tion?"

'"I guess so," he replied.
"Well, then," I said, "just smile about it and learn to live with

it."

"I can't live with-it," he said. "It compromises my integrity."
"Okay, then get to work on an effective presentation. Thafs in

your Circle of Influence." , ,
In the end, he wouldn't do it. The investment seemed too great.

Another acquaintance,a university professor, was willingto pay
the price. He approached me one day and said, "Stephen, I can't
get to first base in getting the funding I need for my research
because my research is really not in the mainstream of this
department's interests."

After discussing his situation at some length, I suggested that he
develop an effective presentation using ethos, pathos, and logos.
"I know you're sincere and the research you want to do would
bring great benefits. Describe the alternative they are in favor of
better than they can themselves. Show that you understand them
in depth. Then carefully explain the logic behind your request."

"Well, I'U try," he said.
'•'Do you want to practicewith me?" I asked. He was willing,and

so we dress rehearsed his approach.
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When he went in to make his presentation, he started by saying,
"Now let me see if I first understand what your objectives are, and
what your concerns are about this presentation and my rec
ommendation."

He took the time to do it slowly, gradually. In the middle of his
presentation, demonstrating his depth of understanding and re
spect for their point of view, a senior professor turned to another
professor, nodded, turned back to him, and said, "You'Vegot your
money."

> I /

When you can present your own ideas clearly, specifically,
visually, and most important, contextually—^in the context of a
deep understanding of their paradigms and concerns—^you signif
icantly increase the credibility of your ideas.

You're not wrapped up in your "own thing," delivering gran
diose rhetoric from a soapbox. You reaUyunderstand. What you're
presenting may even be different from what you had originally
thought because in your effort to understand, you learned.

Habit 5 lifts you to greater Accuracy, greater integrity, in your
presentations. And people know that. They know you're present
ing the ideas which you genuinely believe, taking all knowri facts
and perceptions into consideration, that will benefit everyone.

One on One

Habit 5 is powerful because it is right in the middle of your Circle
of Influencie. Many factors in interdependent situations are in your
Circle of Concern—^problems,- disagreements, circumstances, other
people's behavior. And if you focus your energies out there, you
deplete them with little positive results.

But you can always seek first to understand. That's something
that's within your control. And as you do that, as you focus on
your Circle of Influence, you really, deeply understand other
people. Youhave accurate information to work with, you get to the
heart of matters quickly, you build Emotional Bank Accounts, and
you give people the psychological air they need so you can work
together effectively.

It's the inside-out approach. And as you do it, watch what
happens to your Circle of Influence. Because you really listen, you
become influenceable. And being infiuenceable is the key to
influencing others. Your circlebegins to expand. You increase your
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ability to influence many of the things in your Grde of Concern.
And watch what happens to you. The more deeply you under

stand other people, the more you will appreciate them, the more
reverent you will feel about them. To touch the soul of another
human being is to walk on holy ground.

Habit 5 is something you can practice right now. The next time
you communicate with anyone, you can put aside your own
autobiography and genuinely seek to understand. Even when
people don't want to open up about their problems, you can be
empathic. You can sense their hearts, you can sense the hurt, and
you can respond, "You seem down today." They may say nothing.
Thafs all right. You've shown understanding and respect.

Don't push; be patient; be respectful. People don't have to open
up verbally before you can empathize. You can empathize all the
time with their behavior. You can be discerning, sensitive, and
aware and you can live outside your autobiography when that is
needed.

And if you're highly proactive, you can create opportunities to
do preventive work. You don't have to wmt unffl your son or
daughter has a problem with school or you have your next
biisiness negotiation to seek first to understand.

Spend time with your children now, one on one. Listen to them;
understand them. Look at your home, at school life, at the
challenges and the problems they're facing, through their eyes.
Build the Emotional Bank Account; Give them air.

Go out with your spouse on a regular basis. Have dirmer or do
something together you both enjoy. Listen to each other; seek to
understand. See life through each other's eyes.

My daily time with Sandra is something I wouldn't trade for
anything. As well as seeking to understand each other, we often
take time to actually practice empathic listening skills to help us in
communicating with our children.

We often share our different perceptions of the situation, and we
role-playmore effective approaches to difficult interpersonal family
problems.

I may act as if I am a son or daughter requesting a special
privilege even though I haven't fulfilled a basic family responsibil
ity, and Sandra plays herself.

We interact back and forth and try to visualize the situation in a
very real way so that we can train ourselves to be consistent in
modeling and teaching correct prindples to our children. Some of



HABIT 5 SEEK FIRST TO UNDERSTAND, THEN TO BE UNDERSTOOD 259

our most helpful role-plays come from redomg a past difficult or
stressful scene in which one of us "blew it."

The time you invest to deeply understand the people you love
brings tremendous dividends in open communication. Many of the
problems that plague families and marriages sirnply don't have
time to fester and develop. The communication becomes so open
that potential problems can be nipped in the bud. And there are
great reservesof trust in the Emotional BankAccount to handle the
problems that do arise.

In business, you can set up one-on-one time with your employ
ees. Listen to them, understand them. Set up human resource
accounting or stakeholder information systems in your business to
get honest, accurate feedback at every level: from customers,
suppliers, and employees. Make the human element as important
as the financial or the technical element. You save fremendous
amounts of time, energy, and money when you tap into the
human resources of a business at every level. When you listen, you
learn. And you also give the people who work for you and with
you psychological air. You inspire loyalty that goes well beyond
the eight-to-five physical demands of the job.

Seek first to understand. Before the problems come up, before
you try to evaluate and prescribe, before you try to present your
own ideas—seek to imderstand. It's a powerful habit of effective
interdependence.

When we really, deeply understand each other, we open the
door to creative solutions and third alternatives. Our differences
are no longer stumbling blocks to communication and progress.
Instead, they become the stepping stones to S5mergy.

Appucation Suggestions:

1. Select a relationship in which you sense the Emotional Bank
Account is in the red. Try to understand and write down the
situation from the other person's point of view. In your next
interaction, listen for understanding, comparing what you are
hearing with what you wrote down. How valid were your
assumptions? Did you really understand that individual's per
spective?

2. Share the concept of empathy with someone close to you. Tell
him or her you want to work on reallylistening to others and ask
for feedback in a week. How did you do? How did it make that
person feel?
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3. The next time you have an opportunity to watch people commu
nicate, cover your ears for a few minutes and just watch. What
emotions are being communicated that may not come across in
words alone?

4. Next time you catch yourself inappropriately using one of the
autobipgraphical responses—^probing, evaluating, advising, or
interpreting—^try to turn ttie situation into a deposit by acknowl
edgment and apology. ('Tm sorry, I just realized I'm not really
trying to understand. Could we start again!")

5. Base your next presentation on empathy. Describe the other
point of view as weU as or better than its proponents; then seek
to have your point imderstood from their frame of reference.
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Principles of Creative
Cooperation

I takeas myguide the hope ofa saint:
in crucial things, unity—
in important things, diversity—
in all things, generosity.

Inaugural address of President

George Bush

WHEN Sir Winston Churchill was called to head up the war effort
for Great Britain, he remarked that all his life had prepared

him for this hour. In a similar sense, the exercise of all of the other
habits prepares us for the habit of S5niergy.

When properly tmderstood, synergy is the highest activity in all
life—the true test and manifestation of all of the other habits put
together.

The highest forms of synergy focus the four unique human
endowments, the motive of WinAVin, "and the skills of empathic
communication on the toughest challenges we face in life. What
results is almost miraculous. We create new alternatives-
something that wasn't there before.

S3n:iergy is the essence of principle-centered leadership. It is the
essence of principle-centered parenting. It catalyzes, unifies, and
imleashes the .greatest powers within people. All the habits we
have covered prepare us to create the miracle of synergy.

What is S5mergy? Simply defined, it meaps that the whole is
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greater than the sum of its parts. It means that the relationship
which the parts have to each other is a part in and of itself. It is not
only a part, but the most catalytic, the most empowering, the most
unifjdng, and the most exciting part.

The creative process is also the most terrif)dng part because you
don't know exactly whafs going to happen or where it is going to
lead. You don't know what new dangers and challenges you'll
^find. It takes an enormous amount of internal security to begin
with the spirit of adventure, the spirit of discovery, the spirit of
creativity. Without doubt, you have to leave the comfort zone of
base camp and confront an entirely new and unknown
wilderness. You become a trailblazer, a pathfinder. You open new
possibilities, new territories, new continents, so that others can
follow.

Synergy is everywhere in nature. If you plant two plants close
together, the roots comingle and improve the quality of the soil so
that both plants will grow better than if they were separated. If you
put two pieces of wood together, they wiU hold much more than
the total of the weight held by each separately. The whole is
greater than the sum of its parts. One plus one equals three or
more.

The challenge is to apply the principles of creative cooperation,
which we leam from nature, in our social interactions. Family life
provides many opportunities to observe synergy and to practice it.

The very way that a man and a woman bring a child into the
world is sjmergistic. The essence of synergy is to value
differences—^to respect them, to build on strengths, to compensate
for weaknesses.

We obviously value the physical differences between men and
women, husbands and wives. But what about the sociial, mental,
and emotioned differences? Could these differences not also be
sources of creating new, exciting forms of life—creating an envi
ronment that is tr^y fulfiUpg for each person, that nurtures the
self-esteem and self-worth of each, that creates opportimities for
each to mature into, independence and then gradually into inter
dependence? Gould S5mergy not create a new script for the next
generation—one that is more geared to service and contribution,
and is less protective, less adversarial, less selfish; one that is more
open, more trusting, more giving, and is less defensive, protective,
and political; one that is more loving, more caring, and is less
possessive and judgmental?
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Synergistic Communication

Whenyou communicate synergistically, you are simplyopening
your mind and heart and expressions to new possibilities, new
alternatives,,new options. It may seem as if you are casting aside
Habit 2 (to begin with the end in mind); but, in fact, you're doing
the opposite—you'refulfilling it. You'renot sure when you engage
in s3mergistic communication how thingswillworkout or what the
end will look like, but you do have an inward sense of excitement
and secvuity and adventure, believing that it will be significantly
better than it was before. And that is the end that you have in
mind.

You begin with the belief that parties involved will gain more
insight, and that the excitement of that mutual learningand insight
will create a momentum toward more and more insights, learnings,
and growth.

Many people have not really experienced even a moderate
degree of synergy in their family Ufe or in other interactions.
They've been trained and scripted into defensive and protective
communications or into believing that life or other people can't be
trusted. As a result, they are never really open to Habit 6 and to
these principles.

This represents one of the great tragedies and wastes in life,
because so much potential remains untapped—completely unde
veloped and unused. Ineffective people live day after day with
tmused potential. They experiencesynergy only in small, periph
eral ways in their lives.

They may have memories of some unusual creative experiences,
perhaps in athletics, where they were involved in a real team spirit
for a period of time. Or perhaps they were in an emergency
situation where people cooperated to an unusually high degree
and submergedego and pride in an effortto savesomeone's lifeor
to produce a solution to a crisis.

To many, such events may seem unusual, almost out of character
with life, even miraculous. But this is not so. These things can be
produced regularly, consistently, almost daily in people's lives.
But it requires enormous personal security and openness and a
spirit of adventure.

Most all creative endeavors are somewhat unpredictable. They
often seem ambiguous, hit-or-miss, trial and error. And imless
people have a high tolerance for ambiguity and get their security
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fromintegrity to prindples and inner valuesthey findit unnerving
and unpleasant to be involvedin highlycreative enterprises. Their
need for structure, certainty, and predictability is too high.

Synergy in the Classroom

As a teacher, I have come to believe that many truly great classes
teeter on the very edge of chaos. Synergy tests whether teachers
and students are really open to the principle of the whole being
greater than the sum of its parts.

There are times when neither the teacher nor the student knows
for sure whafs going to happen. In the beginning, there's a safe
environment that enables people to be reallyopen and to leam and
to listen to each other's ideas. Then comes brainstorming, where
the spirit of evaluation is subordinated to the spirit of creativity,
imagining, and intellectual networkmg. Then an absolutely um
usual phenomenon begins to take place. The entire class is
transformed- with the excitement of a new thrust, a new idea, a
new direction that's hard to define, yet ifs almost palpable to the
people involved.

Synergy is almostas if a group collectively agreesto subordinate
old scripts and to write a new one. '

I'll never forget a imiversity class I taught in leadership philos
ophy and style. Wewere about three weeks into a semester when,
in the middle of a presentation, one person started to relate some
very powerful personal experiences which were both emotional
and insightful. A spirit of humility apd reverence fell upon the
class—^reverence toward this individual and appreciation for his
courage.

This spirit became fertile soil for a synergistic and creative
endeavor. Others began to pick up on it, sharing some of their
experiences and insights and even some of their self-doubts. The
spirit of trust and safety prompted many to become extremely
open. Rather than present what they prepared, they fed on each
other's insights and ideas and started to create a whole new
scenario as to what that class could mean.

I was deeply involved in the process. In fact, I was almost
mesmerizedby it because it seemed so magical and creative. And
I fbund myself gradually loosening up my commitinent to the
structure of the class and sensing entirely new possibilities. It
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wasn't just a flight of f^cy; there was a sense of maturity and
stability and substance whidi transcended by far the old structure

, and plan.
We abandoned the old syllabus, the purchased textbooks and all

the presentation plans, and we set up new piirposes and. projects
and assignments. We became so exdted about what was ^ppen-
ing that in about three more weeks, we all sensed an overwhelming
desire to share what wias happening with others.

We decided to write a book containing our learnings and insights
on the subject of our study—^principles of leadership. Assigrunents
were changed, new projects imdertaken, new teams formed.
People worked much harder than they ever would have in the
original dass structure, and for an entirely different set of reasons.

Out of this experience emerged an extremely unique, cohesive,
and s5mergistic culture that did not end with the semester. For
years, alimini meetings were held among members of that dass.
Even today, many years later, when we see each other, we talk
about it and often attempt to describe what happened and why.

One of the interesting things to me was how little time had
transpired before there was suffident trust to create such s)niergy.
I think it was largely becaiise the people were relatively mature.
They were in the final semester of their senior year, and I think
they wanted more than just another good dassroom experience.
They were himgry for something new and exdting, something that
they could create that was truly meaningful. It was "an idea whose
time had come" for them.

In addition, the chemistry was right. I felt that experiencing
synergy was more powerful than talking about it, that producing
something new was more meaningful than simply reading some
thing old.

I've also experienced, as I believe most people have, times that
were almost synergistic, times that hung on the edge of chaos £tnd
for some reason descended into it. Sadly, people who are burned
by such experiences often begin their next new experience with
that failure in mind. They defend themselves against it and cut
themselves off from synergy.

Ifs like administrators who set up new rules and regulations
based on the abuses of a few people inside an organization, thus
limiting the freedom and creative possibilities for many—or bius-
iness partners who imagine the worst scenarios possible and write
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them up in legal language, killing the whole spirit of creativity,
enterprise, and s5mergistic possibility.

As I think back on many consulting and executive education
experiences, I can say that the highlights were almost always
synergistic. There was usually an early moment that required
considerable courage, perhaps in becoming extremely authentic, in
confronting some inside truth about the individual or the organi
zation or the family which really needed to be said, but took a
combination of considerable courage and genuine loveito say it.
Then others became more authentic, open, and honest, and the
synergistic communication processbegan. It usuallybecamemore
and more creative, and ended up in insights and plans that no one
had anticipated initially.

As Carl Rogers taught, "That which is most personal is most
general." The more authentic you become, the more genuine in
your expression, particularly regarding personal experiences and
even self-doubts, the more people can relate to your expression
and the safer it makes them feel to express themselves. That
expression in turn feeds back on the other person's spirit, and
genuine creative empathy takesplace, producingnew insightsand
learnings and a sense of excitement and adventure that keeps the
process going.

People then begin to interact with each other almost in half
sentences, sometimes incoherent^ but they get each other's mean
ings very rapidly. Then whole new worlds of insights, new
perspectives, new paradigms that insure options, new alternatives
are opened up and thought about. Though occasionally these new
ideas are left up in the air, they usually come to some kind of
closure that is practical and useful.

Synergy in Business

I enjoyed one particularly meaningful synergistic experience as I
worked with my associates to create the corporate mission state
ment for our business. Almost all members of the company went
high up into the mountains where, surrounded by the magnifi
cence of nature, we began with a first draft of what some of us
considered to be an exceUent mission statement.

At first the communication was respectful, careful and predict
able. But as we began to talk about the various alternatives,
possibilities and opportunities ahead, people became very open
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and authentic and simply started to think out loud. The mission
statement agenda gave way to a collective free association, a
spontaneous piggybacking of ideas. People were genuinely em-
pathic as well as courageous, and we moved from mutual respect
and understanding to creative synergistic communication.

Everyone could sense it. It was exciting. As it matured, we
returned to the task of putting the evolved collective vision into
words, each of which contains specificand committed-to meaiung
for each participant.

The resulting corporate mission statement reads:

Oiir mission is to empower people and organizations to signifi
cantly increase their performance capability in orjier to achieve
worthwhile purposes through understanding and living principle-
centered leadership.

The synergistic process that led to the creation of our mission
statement engraved it in the hearts and minds of everyone there,
and it has served us well as a frame of reference of what we are
about, as well as what we are not about.

Another high level synergy experience took place when I ac
cepted an invitation to serveas the resourceand discussioncatalyst
at the armual planning meeting of a large insurance company.
Several months ahead, I met with the committee responsible to
prepare for and stage the two-day meeting which was to involve aU
the top executives. They informed me that the traditional pattern
was to identify four or five major issues through questionnaires
and interviews, and to have alternative proposals presented by the
executives. Past meetings had been generally respectful exchanges,
occasionally deteriorating into defensive Win/Lose ego battles.
They were usually predictable, imcreative, and boring.

As I talked with the committee members about the power of
S5mergy, they could sense its potential. With considerable trepida
tion, they agreed to change the pattern. They requested various
executives to prepare anonymous "white papers" on each of the
high priority issues, and then asked all the executives to immerse
themselves in these papers ahead of time in order to understand
the issues and the differing points of view. They were to come to
the meeting prepared to listen rather than to present, prepared to
create and synergize rather than to defend and protect.
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Wespent the firsthalf-day in the meetingteachingthe principles
and practicing the skills of Habits 4, 5, and 6. The rest of the time
was spent in creative synergy.

The release of creative energy was incredible. Excitement re
placed boredom; People became very open to each other's influ
ence and generated new insights and options. By the end of the
meeting an entirely new understanding of the nature of the central
company challenge evolved. The white paper proposals became
obsolete. Differences were valued and transcended. A new com
mon vision began to form.

Once people have experiencedreal synergy, they are never quite
the same again. They know the possibility of having other such
mind-expanding adventures in the future.

Ofteri attempts are made to recreate a particular s)mergistic
experience, but this seldom can be done. However, the essential
purpose behind creative work can be recaptured. Like the Far
Easternphilosophy, "We seeknot to imitatethe masters, rather we
seek what they sought," we seek not to imitate past creative
s3aiergistic experiences, rather we seek new ones around new and
(Merent and sometimes higher purposes.

Synergy and Communication

Synergyis exciting. Creativity is exciting. Ifs phenomenal what
openness and commimication can produce. The possibilities of
truly significant gain, of significant improvement are so real that
it's worth the risk such openness entails.

After World War II, the United States commissioned David
Lilienthal to head the new Atomic Energy Commission. Lilienthed
brought together a group of people who were highly influential—
celebrities in their own right—disciples, as it were, of theh' own
frames of reference.

This very diverse group of individuals had an extremely heavy
agenda, and they were impatient to get at it. In addition, the press
was pushing them.

But Lilienthal took several weeks to create a high Emotional
Bank Accovmt. He had these peo^e get to know each other—their
interests, their hopes, their goals, their concerns, their back
grounds, their frames of reference, their paradigms. He facilitated
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the kind of human interaction that creates a great bonding between
people, and he was heavily criticized for taking the time to do it
because it wasn't "efficient,"

But the net result was that this group becaine closely knit
together, very open with each other, very creatiye, and s5mergistic.
The respect among the members of the commission was so high
that if there was disagreement, instead of opposition and defense,
there was a genuine effort to understand. The attitude was "If a
person of your intelligence and competence and commitment
disagrees with me, then there must be something to your disagree
ment that I don't understand, and I need to understand it. You
have a perspective, a frame of reference I need to look at."
Nonprotective interaction developed, and an unusual culture was
bom.

The fc^owing diagram illustrates how closely trust is related to
different levels of commvmication.

LEVELS OF COMMUNICATION

High
Synergistic (V\^/Win)

TRUST Respectful (Compromise)

Defensive (Wto/Lose or Lose/\A^)
Low

Low High
COOPERATION ®

The lowest level of communication coming out of low-trust
situations would be characterized by defensiveness, protective-
ness, and often legalistic language, which covers all the bases and
spells out qualifiersand the escape clauses in the event things go
sour. Such communication produces only Win/Lose or Lose/Lose.
It isn't, effective—^there's no P/PC balance—and it creates further
reasons to defend and protect.
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The tniddle position is respectful communication. This is the
level where fairly mature people interact. They have respect for
each other, but they want to avoid the possibility of ugly confron
tations, so they communicate politely but not empathically. They
might imderstand each other intellectually, but they reaUy don't
deeply look at the paradigms and assumptions underlying their
own positions and become open to new possibilities.

Respectful communication works in independent situations and
even in interdependent situations, but the creative possibilities
are not opened up. In interdependent situations compromise is
the position usually taken. Compromise means that 1 + 1 = IV2.
Both give and take. The communication isn't defensive or
protective or angry or manipulative; it is honest and genuine and
respectful. But it isn't creative or synergistic. It produces a low
form of WinAVin.

Synergy means that 1 + 1 may equal 8, 16, or even 1,600. The
synergistic position of high trust produces solutions better than
any originally proposed, and all parties know it. Furthermore, they
genuinely enjoy the creative enterprise. A miniculture is formed to
satisfy in and of itself. Even if it is short lived, the P/PC balance is
there.

There are some circumstances in which synergy may not be-
achievable and No Deal isn't viable. But even in these circum

stances, the spirit of sincere trjdng will usually result in a more
effective compromise.

Fishing for the Third ALtteRNATivE

To get a better idea of how our level of communication affects
our interdependent effectiveness, envision the following scenario:

It's vacation time, and a husband wants to take his family out to
the lake country to enjoy camping and fishing. This is important to
him; he's been planning it all year. He's made reservations at a
cottage on the lake and arranged to rent a boat, and his sons are
really excited about going.

His wife, however, wants to use the vacation time to visit her
ailing mother some 250 miles away. She doesn't have the oppor
tunity to see her very often, and this is important to her.

Their differences could be the cause of a major negative experi
ence.

"The plans are set. The boys are excited. We should go on the
fishing trip," he says.
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"But we don't know how much longer my mother will be
around, and I want to be by her," she replies. "This is our only
opportunity to have enough time to do that."

"All year long we've looked forward to this one-week vacation.
The boys would be miserable sitting around grandmother's house
for a week. The/d drive everybody crazy. Besides, your mother's
not that sick. And she has yoiw sister less than a mile away to take
care of her."

"She's my mother, too. I want to be with her."
"You could phone her every night. And we're planning to spend

time with her at the Christmas family reunion. Remember?"
"Thafs not for five more months. We don't even know if she'll

still be here by then. Besides, she needs me, and she wants me."
"She's being well taken care of. Besides, the boys and I need

you, too."
"My mother is more important than fishing."
"Your husband and sons are more important than your mother."
As they disagree, back and forth, they finallymay come up with

some kind of compromise. They may decide to split up—^he takes
the boys fishing at the lake while she visits her mother. And they
both feel guilty and unhappy. The boys sense it, and it affects their
enjoyment of the vacation.

The husband may give in to his wife, but he does it grudgingly.
And consciously or unconsciously, he produces evidence to fulM
his prophecy of how miserable the week will be for everyone.

The wife may give in to her husband, but she's withdrawn and
overreactiye to any new developments in her mother's health
situation. If her mother were to become seriously ill and die, the
husband could never forgive himself, and she couldn't forgive him
either.

Whatever compronuse they finally agree on, it could be .re
hearsed over the years as evidence of insensitivity, neglect, or a
bad priority decision on either part. It could be a source of
contention for years and could even polarize the family. Many
marriages that once were beautiful and soft and spontaneous and
loving have deteriorated to the level of a hostility through .a series
of incidents just like this.

The husband and wife see the situation differently. And that
difference can polarize them, separate them, create wedges in the
rdationship. Or it can bring them closer together on a higher level.
If they have cultivated the habits of effective interdependence, they
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approach their differences from an entirely different paradigm.
Their communication is on a higher level.

Because they have a high Emotional Bank Account, they have
trust and open communication in their marriage. Because they
think WirvWin, they believe in a third alternative, a solution that is
mutually beneficial and is better than what either of them originally
proposed. Because they listen empathically and seek first to
understand, they create within themselves and between them a
comprehensive picture of the values and the concerns that need to
be taken into account in making a decision.

And the combination of those ingredients—the high Emotional
BankAccount, thinking Win/Win, and seeking first to understand—
creates the ideal environment for S)niergy. . >

Buddhism calls this "the middle way." Middle in this sensedoes
not mean compromise; it means higher, like the apex of the
triangle.

In searching for the "middle" or higher way, this husband and
wife realize that their love, their relationship, is part of their
synergy.

As they commimicate, the husband really, deeply feels his wife's
desire, her need to be with her mother. He understands how she
wants to relieve her sister, who has had the primary responsibility
for their mother's care. He understands that they really don't know
how long she will be with them, and that she certairUy is more
important than fishing.

And the wife deeply understands her husband's desire to have.
the family together and to provide a great experience for the boys.
She realizes the investment that has been made in lessons and
equipment to prepare for this fishing vacation, and she feels the
importance of creating good memories with them.

So they pool those desires. And the/re not on opposite sides of
the problem. They're together on one side> looking at the problem,
understanding the needs, and working to create a third alternative
that will meet them.

"Maybe we could arrange another time within the month for you
to'visit with your mother," he suggests. "I could take over the
home responsibilities for the weekend and arrange for some help
at the first of the week so that you could go. I know it's important
to you to have that time.

"Or maybe we could locate a place to camp and fish that would
be close to your mother. The area wouldn't be as nice, but we could
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still be outdoors and meet other needs as well, And the boys
wouldn't be climbing the walls. We could even plan some recre
ational activities with the cousins, aunts, and imdes, which would
be an added benefit."

They synergize. They commurucate back and forth imtU they
come up with a solution they both feel good about. Ifs better than
the solutions either of them origirially proposed. Ifs better than
compromise. Ifs a synergistic solution that builds P and PC.

Instead of a transaction, ifs a transformation. They get what
they both really want and build their relationship in the process.

Negative Synergy

Seeking the third alternative is a major paradigm shift from the
dichotomous, either/or mentality. But look at the difference in
results!

How much negative energy is tj^ically expended when people
try to solve problems or make decisions in an interdependent
reality? How much time is spent in confessing .other people's sins,
politicking, rivalry, interpersonal conflict, protecting one's back
side, masterminding, and second guessing? Ifs like trying to drive
down the road with one foot on the gas and the other foot on the
brake!

And instead of getting a foot off the brake, most people give it
moregas. Theytry to apply morepressure, moreeloquence, more
logical information to strengthen their position.

The problem is that highly dependent people are tr5ing to
succeed in an interdependent reality. They're either dependent on
borrowing strength from position power and they go for Win/Lose,
or they're dependent on being popular with others and they go for
Lose/Win. They may talk WinAVin technique, but they don't really
want to listen; they want to manipulate. And s)niergy can't thrive
in that environment. ,

Insecure people think that all reality should be amenable to their
paradigms. They have a high need to clone others, to mold them
over into their own thinking. They don't realize that the very
strength of the relationship is in having another point of view.
Sameness is not oneness; uniformity is not unity. Unity, or oneness,
is complementariness, not sameness. Sameness is uncreative
. . . and boring. Theessence of s}mergy is to valuethe difterences.

I've come to believe that the key to interpersonal synergy is
intrapersonal synergy, that is synergy within ourselves. The heart



HABIT 6 SYNERGIZE 275

of intrapersonal synergy is embodied in the principles in the first
three habits, which give the internal security sufficient to handle
the risks of being open and vulnerable. By internalizing those
principles, we develop the abundance mentality of Win/Win and
the authenticity of Habit 5.

One of the very practical results of being principle-centered is
that it makes us whole—^truly integrated. People who are scripted
deeply in logical, verbal, left-brain thinking will discover how
totally inadequate that thinking is in solving problems which
require a great deal of creativity. They become aware and begin to
open up a new script inside their right brain. It's not that the right
brain wasn't there; it just lay dormant. The muscles had not been
developed, or perhaps they had atrophied after early childhood
because of the heavy left-brain emphasis of formal education or
social scripting.

When a person has access to both the intuitive, creative; and
visual right brain, and the analytical, logical, verbal left brain, then
the whole brain is working. In other words, there is psychic synergy
taking place in our own head. And this tool is best suited to the real
ity of what life is, because life is not just logical—^it is also emotional.

One day I was presenting a seminar which I titled, "Manage
from the Left, Lead from the Right" to a company in Orlando,
Florida. During the break, the president of the company came up
to me and said, "Stephen, this is intriguing. But I have been
thinking about this material more in terms of its application to my
marriage than to my business. My wife and I have a real commu
nication problem. I wonder if you would have lunch with the two
of us and just kind of watch how we talk to each other?"

"Let's do it," I replied.
As we sat down together, we exchanged a few pleasantries.

Then this man turned to his wife and said, "Now, honey, I've
invited Stephen to have limch with us to see if he could help us in
our communication with each other. I know you feel I should be a
more'sensitive, considerate husband. Could you give me someT
thing specific you think I ought to do?" His dominant left brain
wanted facts, figures, specifics, parts.

."Well, as I've told you before, ifs nothing specific. It's more of
a general sense I have about priorities." Her dominant right brain
was dealing with sensing and with the gestalt, the whole, the
relationship between the parts.

"What do you mean, 'a general feeling about priorities'? What is
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it you want me to do? Give me something spediic I can get a
handle on."

"Well, ifs just a feeling." Her right brain was dealing in images,
intuitive feelings. "I just don't think our marriage is as important to
you as you tell me it is."

"Well, what can I do to make it more important? Give me
something concrete and specific to go on."

"Ifs hard to put into words."
At that point, he just roUed his eyesand looked at me as if to say,

"Stephen, could you endure this kind of diunbness in your
marriage?"

"Ifs just a feeling," she said, "a very strong feeling."
"Honey," he said to her, "thafs your problem. And thafs the

problem with your mother. In fact, ifs the problem with every
woman I know."

Then he began to interrogate her as though it were some kind of
legal deposition.

"Do you live where you want to live?"
"Thafs not it," she sighed. "Thafs not it at aU."
"I know," he replied with a forced patience. "But sinceyou won't

tell me exactlywhat it is, I figure the best way to find out what it is
is to find out what it is not. Do you live where you want to live?"

"I guess."
"Honey, Stephen's here for just a few minutes to try to help us.

Just give aqui^ 'yes' or 'no' answer. Do you live where you want
to live?"

"Yes."

"Okay. Thafs settled. Do you have the things you want to
have?"

"Yes."

"All right. Do you do the things you want to do?"
This went on for a little while, and I could see I wasn't helping

at all. So I intervened and said, "Is this kind of how it goes in your
relationship?"

"Everyday, Stephen," he replied.
"Ifs the story of our marriage," she sighed.
I looked at the two of them and the thought crossed my mind

that they were two half-brained people living together. "Do you
have any children?" I asked.

"Yes, two."
"Really?" I asked incredulously. "How did you do it?"
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"What do you mean how did we do it?"
"You were synergistic!" I said. "One plus one usually equals

two. But you made one plus one equal four. Now that's S5niergy.
The whole is greater than the siun of the parts. So how did you do
it?"

"You know how we did it/' he replied.
"You must have valued the differences!" I exclaimed.

Valuing the Differences

Valuing the differences is the essence of synergy—^the mental,
the emotional, the psychological differences between people. And
the key to valuing those differences is to realize that all people See
the world, not as it is, but as they are.

If I thiitk I see the world as it is, why would I want to value the
differences? Why would I even want to bother with someone who's
"off track"? My paradigm is that I am objective; I see the world as
it is. Everyone else is buried by the minutia, but I see the larger
picture. That's why they callme a supervisor—^1 have super vision.

If that's my paradigm, then I will never be effectively interde
pendent, or even effectively independent, for that matter. I will be
limited by ttie paradigms of my own conditioning.

The person who is truly effectivehas the humility and reverence
to recognize his own perceptual limitations and to appreciate the
rich resources available through interaction with the hearts and
minds of other himian beings. That person values the differences
because those differences add to his knowledge, to his understand
ing of reality. When we're left to our own experiences, we
constantiy stiiEfer from a shortage ofdata.

Is it logical that two people can disagree and that both can be
right? It's not logical: ifs psychological. And it's very real. You see
the young lady; I see the old woman. We're both looking at the
same picture, and both of us are right. We see the same black lines,
the same white spaces. But we interpret them differently because
we've been conditioned to interpret them differenfly.

And unless we value the differences in our perceptions, unless
we value each other and give credence to the possibility that we're
both right, that life is not always a dichotomous either/or, that
there are almost always third alternatives, we will never be able to
transcend the limits of that conditioning.

All I may see is the old woman. But I realize that you see
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something else. And I value you. I value yoxur perception. I want to
understand.

So when I become aware of the difference in our perceptions, I
say, "Good! You see it differently! Help me see what you see."

If two people have the same opinion, one is urmecessary. Ifs not
going to do me any good at all to communicate with someone else
who sees only the old woman also. I don't want to tJilk, to
communicate, with someone who agrees with me; I want to

.communicate with you because you see it differently. I value that
difference.

. By doing that, I not only increase my own awareness; I also
affirm you. I give you psychological air. I take my foot off the brake
and release the negative energy you may have invested in defend
ing a particular position. I create an envirormient for synergy.

The importance of valuing the difference is captured in an often
quoted fable called "The Animal School," written by educator Dr.
R. H. Reeves:

Once upon a time, the animals decided they must do something
heroic to meet the problems of a "New World," so they organized a
school. They adopted an activity curriculum consisting of running,
climbing, swimming and flying. To make it easier to administer, all
animals took all the subjects.

The duck was excellent in" swimming, better in fact than his
instructor, and made excellent grades in flying, but he was very
poor in running. Since he was low in running he had to stay after
school and ialso drop swimming to practice running. This was kept
up xmtilhis web feet were badly worn and he was only average in
swimming. But average was acceptable in school, so nobody worried
about that except the duck.

The rabbit started at the top of the class in nmning, but had a
nervous breakdown because of so much makeup in swimming.

The squirrel was excellent in climbing until he developed frustra
tions in the flying class where his teacher made him start from the
ground up instead of from the tree-top down. He also developed
Charleyhorses from over-exertion and he got a C in climbing and a
D in running.

The eagle was a problem child and had to be disciplined severely.
In climbing class he beat all the others to the top of the tree, but
insisted on using his own way of getting there.

At the end of the year, an abnormal eel that could swim
exceedingly well and also could run, dimb and fly a litfle had the
highest average and was valedictorian.
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The prairie dogs stayed out of school iand fought the tax levy
because the administration would not add digging aild burrowing to
the curriculum. They apprenticed their children to the badger and
later joined the groundhogs and gophers to start a successful private
school.

Force Field Analysis

In an interdependent situation, synergy is particularlypowerful
in dealing with negative forces that work against growth and
change.

Sociologist Kurt Lewin developed a "Force Field Analysis"
model in which he deiscribed any current level of performance or
being as a state of equilibriurn between the driving forces that
encourage upward movement and the restraining forces that
discourage it.

Driving forces generally are positive, reasonable, logical, con
scious, and economic. In juxtaposition, resteaining fdrcies are
often negative, emotional, illogical, imconscious, and sodal/
psychological. Both sets of forces are very real and must be taken
into account in dealing with change.

Restraining Forces

Driving Forces

In a family, for example, you have a certain "climate" in the
home—acertain level ofpositive or negative interaction, of feeling
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safe or unsafe in expressing feeKngs or talking about concerns, of
respect or disrespect in communication among family members.

You may really want to change that level. You may want to
create a cltaate tiiat is more positive, more respectful, more open
and trusting. Your logical reasons for doing that are the driving
forces that act to raise the level.

But increasing those driving forces is not enough. Your efforts
are opposed by restraining forces—by the competitive spirit be
tween children in the family, by the different scripting of home life
you and your spouse have brought to the relationship, by habits
that have developed in the family, by work or other demands on
your time and energies.

Increasing the driving forces may bring results—^for a while. But
as long as the restraining forces are there, it becomes increasingly
harder, It's like pushing against a spring: the harder you push, the
harder it is to push until the force of the spring suddenly thrusts
the level back down.

The resulting up and down, yo-yo effectcauses you to feel, after
several attempts, that people are "just the way they are" and that
"it's too difficult to change."

But when you introduce synergy, you use the motive of Habit 4,
the skill of Habit 5, and the interaction of Habit 6 to work directly
on the restriaining forces. You create an atmosphere in which it is
safeto talkabout these forces. You imfreezethem, loosenthem up,
and create new insights that actually transform those restraining
forces into driving ones. You involve people in the problem,
immerse them in it, so that they soak it in and feel it is their
problem and they tend to become an important part of the
solution.

As a result, new goals, shared goals, are created, and the whole
enterprise moves upward, often in ways that no one could have
anticipated. And the excitement contained within that movement
creates a new culture. The people involved in it are enmeshed in
each other's hxunanity and empowered by new, fresh thinking, by
new creative alternatives and opportunities. .

I've been involved several times in negotiations between people
who were angry at each other and hired lavyryers to defend their
positions. And all that did was to exacerbate the problem because
the interpersonal communication deteriorated as it went through
the legal process. But the trust levelwas so low that the parties felt
they had no other alternative than to take the issues to court.
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"Would you be,interested in going for a WinAVin solution that
both parties feel really good about?" I would ask.

The response was usually affirmative, but most people didn't
really thirik it was possible.

"If I can get the other party to agree, would you be willing to
start the process of really communicating with each other?"

Again, the answer was usually "yes."
The results in almost every case have been astounding. Problems

that had been legally and psychologically wrangled about for
months have been settled in a matter of a few hours or days. Most
of the solutions weren't the courthouse compromise solutions,
either; they were s)mergistic, better than the solutions proposed
independently by either party. And, in most cases, the relation
ships continued even though it had appeared in the beginning that
the trust level was so low and the rupture in the relationship so
large as to be almost irreparable.

At one of our development programs, jan executive reported a
situation where a manufacturer was being sued by a longtime
industrial customer for lack of performance. Both parties felt totally
justified in the tightness of their position and perceived each other
as unethical and completely imtrustworthy.

As they began to practice Habit 5, two things became clear. First,
early communication problems resulted in a misunderstanding
which was later exacerbated by accusations and counteraccusa-
tions. Second, both were initially acting in good faith and didn't
like the cost and hassle of a legal fight, but saw no other way out.

> Once these two things became clear, the spirit of Habits 4, 5, and
6 took over, the problem was rapidly resolved, and the relationship
continues to prosper.

In another circumstance, I received an early morning phone call
from a land developer desperately searching for help. The bank
wanted to foreclose because he was not compljang with the
principal and interest pa5anent schedule, and he was suing the
bank to avoid the foreclosure. He needed additional funding to
finish and market the land so that he could repay the bank, but the
bank refused to provide additional funds until scheduled pajnnents
were met. It was a chicken and egg problem with undercapitaliza
tion.

In the meantime, the project was languishing. The streets were



282 ^ THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE
beginning to look like weed fields, and the owners of the few
homes that had been built were up in arms as they saw their
property values drop. The dty was also upset over the "prime
land" project falling behind schedule and becoming an eyesore.
Tens of thousands of dollars in legal costs had already been spent
by the bank and the developer and the case wasn't scheduled to
come to court for several months.

In desperation, this developer reluctantly agreed to try the
principles of Habits 4, 5, and 6. He arranged a meeting with even
more reluctant bank officials.

The meeting started at 8 a.m. in one of the bank conference
rooms. The tension and imstrust were palpable. The attorney for
the bank had committed the bank officials to say nothing. They
were only to listen and he alone would speak. He wanted nothing
to happen that would compromise the bank's position in court.

For the first hour and a half, I taught Habits 4, 5, and 6. At 9:30
I went to the blackboard and wrote down the bank's concerns
based on our prior understanding. Initially the baiik officials said
nothing, but the more,we commvmicated Win/Win intentions and
sought first to understand, the more they opened up to explain
and clarify.

As they began to feel imderstood, the whole atmosphere
changed and a sense of momentum, of excitement over the
prospect of peacefully settling the problem was clearly evident.
Over the attome/s objections the bank officials opened up even
more, even about personal concerns. "When we walk out of here
the first thing the bank president will say is, 'Did we get our
money?' What are we going to say?"

By 11:00, 'the bank officers were still convinced oftheir tightness,
but they felt understood and were no longer defensive and
officious. At that point, they were suffidentiy open to listen to the
developer's concerns, whidi we wrote down ori the other side of
the blackboard. This resulted in deeper mutual xmderstanding and
a collective awareness of how poor early communication had
resulted in misunderstanding and uiwealistic expectations, and
how continuous commimication in a WinAVin spirit could have
prevented the subsequent major problems from developing.

The shared sense of both chronic and acute pain combined with
a sense of genuine progress kept everyone commurucating. By
noon, when the meeting was scheduled to end, the people were
positive, creative, and sjmergistic and wanted to keep taUdng.
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The very first recommendation made bythedeveloper was seen
as a begirmingWinAVin approach by all. It was synergized on and
improved, and at 12:45 p.m. the developerand the twobank officers
left with a plan to present together to the Home Owners Associa
tion and the city. Despite subsequent complicating developments,
the legalfight was aborted and the building projectcontinued to a
successful conclusion.

I am not suggesting that people should not use legal processes.
Some situations absolutely require it. But I see it as a court of last,
not first, resort. If it is used too early, even in a preventive sense,
sometimes fear and the legal paradigm create subsequent thought
and action processes that are not sjmergistic.

All Nature Is Synergistic

Ecology is a word which basically describes the s)mergism in
nature—everything is related to everything else. It's in the rela
tionship that creative powersare maximized, just as the real power
in these Seven Habits is in their relationship to each other, not just
in the individual habits themselves.

The relationship of the parts is also the power in creating a
synergistic culture inside a family or an organization. The more
genuine the involvement, the more sincere and sustained the
participation in analyzing and solving problems, the greater the
release of everyone's creativity, and of their commitment to what
they create. This, I'm convinced, is the essenceof the power in the
Japanese approach to business, which has changed the world
marketplace.

Synergy works; it's a correct principle. It is the crowning
achievement of all the previous habits. It is effectiveness in an
interdependent reality—^it is tearhwork, team buUding, the devel
opment of unity and creativity with other human beings.

Although you carmot control the paradigms of others in an
interdependent interaction or the synergisticprocess itself, a great
deal of synergy is within your Circle of Influence.

Your own internal synergy is completely within the circle. You
can respect both sides of your own nature—the analytical side and
the creative side. You can value the difference between them and
use that difference to catalyze creativity.

Youcanbe synergisticwithin yourselfeven in the midst of a very
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adversarial environment. You don't have to take insults personally.
You can sidestep negative energy; you can look for the good in
others and utilize that good, as different as it may be, to improve
your point of view and to enlarge your perspective.

You can exercise the courage in interdependent situations to be
open, to express your ideas, your feelings, and your experiences in
a way that will encourage other people to be open also.

You can value the difference in other people. When someone
disagrees with you, you can say, "Good! You see it differently."
You don't have to agree with them; you can simply affirm them.
And you can seek to understand.

When you see only two altemative^yours and the "wrong"
one—^you can look for a synergistic third alternative. There's
almost always a third alternative, and if you work with a WinAVin
philosophy and really seek to understarid, you usually can find a
solution that will be better for everyone concerned.

Application Suggestions:

1. Think about a person who typically sees things differently than
. you do. Consider ways in which those differences might be used

as stepping-stones to third alternative solutions. Perhaps you
could seek out his or her views on a current project or problem,
valuing thedifferent views you are likely to hear.

2. Make a list of people who irritate you. Do they represent different
views that could lead to sjmergy if you had greater intrinsic
security and valued the difference?

3. Identify a situation in which you desire greater teamwork and
synergy. What conditions would need to exist to support syn
ergy? What can you do to create those conditions?

4. The next time you have a disagreement or confrontation with
someone, attempt to understand the concerns underlying that
person's position. Address those concerns in a creative and
mutually beneficial way.
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Habit 7

Sharpen the Saw

Principles of Balanced
Self-Renewal

Sometimes when I amsider what tremendous

consequences come from little things . . .
Lam tempted to think ...
thereare no little things.

Bruce Barton

Suppose you were to come upon someone in the woods working
feverishly to saw down a tree.

"What are you doing?" you ask.
"Can't you see?" comes the impatient reply. "I'm sawing down

this tree."

'̂You look exhausted!" you exclaim. "How long have you been
atit?"

"Over five hours," he returns, "and I'm beat! This is hard
work,"

"Well, wiiy don't you take a break for a few minutes and
sharpen thatsaw?" youinquire. "I'msureitwould goa lotfaster."

"I don't have time to sharpen the saw," the man says emphat
ically. 'Tm too busy sawing!"

Habit7 is takingtimeto sharpen the saw. It surroimdsttieother
habits on the Seven Habits paradigm because it is the habit tiiat
makes all the others possible. >

287
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Four Dimensions OF Renewal

Habit 7 is personal PC. Ifs preserving and enhancing the
greatestasset you have—^you. It's renewingthe four dimensionsof
your nature—physical, spiritual, mental, and sodal/emotional.

PHYSICAL

Exercise, Nutrition,
StressManagement

MENTAL
Reading, Visualizing,

Planning, Writing

SOCL^L/EMOTIONAL
Service, Empathy,

Synergy, Intrinsic Security

SPIRITUAL
Value Clarification

& Commitment, Study
& Meditation

Although different words are used, most philosophies of life
deal either explicitly or implicitly vdth these four dimensions.
Philosopher Herb Shepherd describes the healthy balanced life
around four values: perspective (spiritual), autonomy (mental),
connectedness (social), and tone (physical). George Sheehan, the
running gimi, describes four roles: being a good animal (physical),
a good craftsman (mental), a good friend (social), and a saint
(spiritual). Sound motivation and organization^ theory embrace
these four dimensions or motivations—^the economic (physical);
how people are treated (social); how people are developed and
used (mental); and the service, the job, the contribution the
organization gives (spiritual).

"Sharpen the saw" basically means expressing all four motiva-
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tions. It means exerdsing all foxir dimensions of our nature,
regularly and consistently in wise and balanced ways.

To do this, we must be proactive. Taking time to sharpen the
saw is a definite Quadrant II activity, and Quadrant 11 must be
acted on. Quadrant I, because of its urgency, acts on us; it presses
upon us constantly. Personal P/C must be pressed upon until it
becomes second nature, until it becomes a kind of healthy addic
tion. Because it's at the center of our Circle of Influence, no one
else can do it for us. We must do it for ourselves.

This is thesingle most powerful investment wecan ever make in
life—investment in ourselves, in the only instrument we have with
which to deal with life and to contribute. We are the instruments of
ourown performance, andtobeeffective, we need torecognize the
importance oftaking time regularly to sharpen the saw in all four
ways.

The Physical Dimension
The physical dimension involves caring effectively for ourphys

ical body—eating the right kinds of foods, getting sufficient rest
and relaxation, and exercising on a regular basis.

Exercise is one of those Quadrant II, high-leverage activities that
most of us don't do consistently because it isn't urgent. And
because we don't do it, sooner or later we find ourselves in
Quadrant I, dealing with the health problems aiidcrises that come
as a natural result of our neglect.

Most of us think we don't have enough time to exercise. What a
distorted paradigm! We don'thave time notto. We're talking about
three to sbc hours a week—or a minimum of thirty minutes a day,
every other day. That hardly seems an inordinate amount oftime
considering the tremendous benefits in terms ofthe impact onthe
other 162-165 hours of the week.

And you don'tneed anyspecial equipment todoit. Ifyou want
to go to a gym ora spa to use the equipment orenjoy some skill
sports such as termis or racquetball, that's an added opportunity.
But it isn't necessary to sharpen the saw.

A good exercise program is one that you can do in your own
home and one that willbuild your body in three areas:endurance,
flexibility, and strength.

Endurance comes from aerobic exercise, from cardiovascular
efficiency—the ability ofyour heart to pump blood through your
body.



2$0 THE SEVEN HABnS OF HIGHLY EFFECTIVE PEOPLE

Although theheart isa muscle, it camiot beexercised directly. It
can only beexercised through thelarge muscle groups, particularly
thelegmuscles. Thafs whyexercises like rapid walking, running,
biking, swimming, cross-coxmtry skiing, and jogging are so bene
ficial.

You are considered minimally fit if you can increase your heart
rate to at least one himdred beats per minute and keep it at that
level for thirty minutes.

Ideally you should tiy to raise your heart rate to at least sbcty
percentof your maximum pulse rate, the top speed your heart can
beat and still pump blood through your body. Your maximum
heartrate is generally accepted to be 220 less your age. So, if you
are 40, you should aim for an exerciseheart rate of 108(220 - 40 =
180 X.6 = 108). The "trainingeffect" is generally considered to be
between 72and 87 percent of your personal maximiun rate.

Flexibility comes through stretching. Most experts recommend
warming up before and cooling down/stretching after aerobic
exercise. Before, it helps loosen and warm the muscles to prepare
for more vigorous exercise. After, it helps to dissipate the lactic
add so that you don't feel sore and stiff.

Strength comes from muscle resistance exercises—^Uke simple cal
isthenics, push-ups, pull-ups, and sit-ups, and from working with
weights. How much emphasis you put on developing strength
depends on your situation. If you're involved in physical laboror
athletic activities, increased strength will improve yourskill. Ifyou
have a basically sedentary job and success in your life-style does
not require a lot of strenj^h, a little toning through calisthenics in
addition to your aerobic and stretching exercises might be suffix
dent.

I was in a gym one time with a friend of mine who has a Ph.D.
in exerdse physiology. He was focusing on building strength. He
askedme to "spot" him while he did some benchpressesand told
me at a certain point he'd ask me to take the weight. "But don't
take it imtil I tell you," he said firmly.

SoI watched and waited and prepared to take the weight. The
weight wentup and down, up and down. AndI could seeit begin
to getharder. But he keptgoing. Hewould start to push it up and
I'd think, "There's no way he's going to make it." But he'd make
it. Then he'd slowly bring itback dovm andstartback up again. Up
and down, up and down.
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Finally, asI looked at his face, straining with the effort, his blood
vessels practically jvimping out of his skin, I thought, "This is
going to fall and collapse his chest. Maybe I should take the
weight. Maybe he's lost control and he doesn't even know what
he's doing." But he'd get it safely down. Then he'd start back up
again. I couldn't believe it.

Whenhe finally toldmeto takethe weight, I said,"Whydid you
wait so long?"

"Almost all the benefit of the exercise comes at the very end,
Stephen," he replied. "I'm trjring to build strength. And that
doesn'thappen until the muscle fiber ruptures and the nerve fiber
registers the pain; Then nature overcompensates and within 48
hours, the fiber is made stronger."

I could see his point. It's the same principle that w6rks with
emotional muscles as well, such as patience. When you exercise
your patience beyond your past limits, the emotional fiber is bro
ken, nature overcompensates, and next time the fiber is stronger.

Now my friend wanted to build muscular strength. And he
knew how to do it. But not all of us need to develop that kind of
strength to be effective. "No pain, no gain" has validity in some
circumstances, but it is not the essence of an effective exercise
program.

The essence of renewing the physical dimension is to sharpen
the saw, to exercise our bodies on a regular basis in a way that will
preserve and enhance ourcapacity to work and adapt and enjoy.

And we need to be wise in developing an exercise program.
There's a tend(ency, especially if youhaven't beenexercising at all,
to overdo. And that can create unnecessary pain, injury, and even
permanent diamage. It'sbestto startslowly. Any exercise program
should be in harmonywith the latest research findings, with your
doctor's recommendations and with your own self-awareness.

If you haven't been exercising, your body will undoubtedly
protest this change in its comfortable downhill direction. You
won't like it at first. You may even hate it. But be proactive. Do it
anyway. Even if it's raining on the morning you've scheduled to
jog, do it an)rway. "Oh good! It's raining! I get to develop my
willpower as well as my body!"

You're not dealing withquick fix; you'redealing witha Quadrant
n activity that will bring phenomenal long-term results. Ask
anyone who has done it consistently. Little by littie, your resting
pulse rate will go down as your heart and oxygen processing
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systembecomes more efficient. Asyou increase your body's ability
to do more demanding things, you'll find your normal activities
much more comfortable and pleasant. You'll have more afternoon
energy, and the fatigue you've felt that's made you "too tired" to
exerdse in the past will be replaced by an energy that will
invigorate everything you do.

Probably the greatestbenefityou wrill experience from exercising
willbe the developmentof your Habit1 muscles of proactivity. As
you act based on the value of physical well-being instead of
reacting to all the forces that keep you from exercising, yovtr
paradigm of yourself, your self-esteem, your self-confidence, and
your integrity will be profoundly affected.

The Spiritual Dimension

•Renewing the spiritual dimension provides leadership to your
life. Ifs highly related to Habit 2. .

The spiritualdimension is your core, your center, your commit
ment to your value system. Ifs a very private area of life and a
supremely important one. It draws upon the sources that inspire
and uplift you and tie you to the timeless truths of all humanity.
And people do it very, very differently.

I find renewal in daily prayerful meditation on the scriptures
because they represent my value system. As I read and meditate,
I feel renewed, strengthened, centered and recommitted to serve.

Immersion in greatliterature orgreat music canprovide a similar
renewal of the spirit for some. There are others who find it in the
way they communicate with nature. Nature bequeiaths its own
blessirig on thosewho immerse themselves in it. Whenyou're able
to leave the noise and the discord of the cityand give yourself up
to the harmony and rhythm of nature, you come back renewed.
For a time, you're undisturbable, almost unflappable, until grad
ually the noise and the discord from outside start to invade that
sense of inner peace.

Arthur Gordon shares a wonderful, intimate story of his own
spiritual renewal in a little story called "The Turn of the Tide." It
tells ofa timein his life when he beganto feel that everything was
stale and flat. His enthusiasm waned; his writing efforts were
fruitless. And the situation was growing worse day by day.

Finally, he determined to get help from a mescal doctor.
Observing nothing physically wrong, the doctor asked him if he
would be able to foUow his instructions for one day.
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When Gordon replied that he covild, the doctor told him to
spend the following day in the place where he was happiest as a
child. He could take food, but he was not to talk to anyone or to
read or write or listen to the radio. He then wrote out fovir
prescriptions and told himtoopenoneat nine, twelve, three, and
six o'clock.

"Are you serious?" Gordon asked him.
"You won't think I'm joking when you get my bill!" was the

reply.
So the next morning, Gordon went to the beach. As he opened

the first prescription, he read "Listen carefully." He thought the
doctor was insane. How could he listen for three hours? But he had
agreed to follow the doctor's orders, so he listened. He heard the
usual sounds of the sea and the birds*. After a while, he could hear
the other sounds that weren't so apparent at first. As he listened,
he began to think of lessons the sea had taught him as a
child—^patience, respect, an awareness of the interdependence of
things. He began to listen to the sounds—and the sUence—and to
feel a growing peace.

At noon, he opened the second slip of paper and read "Try
reaching back." "Reaching back to what?" he wondered. Perhaps
to childhood, perhaps to memories of happy times. He thought
about his past, about the many little moments of joy. He tried to
remember them with exactness. And in remembering, he foimd a
growing warmth inside.

At three o'clock, he opened the third pieceof paper. Untilnow,
the prescriptions had beeneasy to take. But thisonewasdifferent;
it said "Examine your motives." At first he was defensive. He
thought about what he wanted—success, recognition, security—
and he justified them all. But then the thought occurrred to him
that those motivesweren't good enough, and that perhaps therein
was the answer to his stagnant situation.

He considered his motives deeply. He thought about past
happiness. And at last, the answer came to him.

"In a flash of certainty," he wrote, "I saw that if one's motives
are wrong, nothing can be right. It makes no difference whether
you are a mailman, a hairdresser, an insurance salesman, a
housewife—whatever. As long as you feel you are serving others,
you do the job well. When you are concerned only with helping
yourself, you do it less well—a law as inexorable as gravity."

When six o'clock came, the final prescription didn't take long
to fill. "Write your worries on the sand," it said. He knelt and
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wrote several words with a piece of broken shell; then he turned
and walked away. He didn't look back; he knew thfe tide would
come in.

Spiritualrenewaltakesan investmentoftime.Butit's a Quadrant
n activity we don't really have time to neglect.

The great reformer Martin Luther isquoted assaying, "Ihave so
much to do today, I'll need to spend another hour onmy knees."
To him, prayer was not a mechanical duty but rather a source of
power in releasing and multiplying his energies.

Someone once inquired of a Far Eastern Zen master, who had a
great serenity and peace about him no matter what pressures he
faced, "How do you maintain that serenity and peace?" He
replied, "I never leave my place of meditation." He meditated
early in the morning and for the rest of the day, he carried the
peace of those moments with him in his mind and heart.

The idea is thatwhen we take time to draw on the leadership
center ofourlives, what life is ultimately all about, it spreads like
an umbrella over everything else. It renews us, it refreshes us,
particularly if we recommit to it.

This is why I beUeve a personal mission statement is soimpor
tant. If we have a deep understanding of our center and our
purpose,we canreview and recommit to it frequently. In ourdaily
spiritual renewal, we can visualize and "live oiit" the events of the
day in harmony with those values.

Religious leader David O.McKay taught, "The greatest battles of
life are fought outdaily in the silent chambers ofthe soul." Ifyou
win thebattles there, ifyou settle theissues thatinwardly conflict,
youfeel a sense of peace, a sense ofknowing what you're about.
And you'll find that the public victories—^where youtend to think
cooperatively, to promote the welfare and good of other people,
and to be genuinely happy for other people's successes—will
follow naturally.

The Mental Dimension

Most of our mental development and study discipline comes
through formal education. But as soon as we leave the external
discipline of school, many ofus letourminds atrophy. We don't'
do any more serious reading, wedon't explore new subjects inany
real depth outside our action fields, we don't think analytically, we
don't write—at least not critically orina way that tests our ability
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to express ourselves in distilled, clear, and concise language.
Instead, we spend our time watching TV.

Continuing surveys indicate that televisionis on ini most homes
some thirty-five to forty-five hours a week. That's as much time as
many people put into their jobs, more than most put into school.
It's the most powerful socializing influence there is. And when we
watch, we're subjectto all the values that are being taught through
it. That can powerfully influence us in very subtle and impercep
tible ways.

Wisdom in watching television requires the effective self-
management of Habit3, which enablesyou to discriminate and to
select the informing, inspiring, and entertaining programs which
best serve and express your purpose and values.

In our family, we limit television watching to around seven
hours a week, an average of about an hour a day. We had a family
council at which we talked about it and looked at some of the data
regarding what's happening in homes because of television. We
found that by discussing it as a family when no one was defensive
or argumentative, people started to realize the dependent sickness
of becoming addicted to soap operas or to a steady diet of a
particular program.

I'm grateful for television and for the many high quality educa
tional and entertainment programs. They can enrich our lives and
contribute meaningfully to our purposes and goals. But there are
many programs that simply waste our time and minds and many

^that influence us in negative ways if we let them. Like the body,
televisionis a good servant but a poor master. We need to practice
Habit 3 and manage ourselves effectively to maximize the use of
any resource in accomplishing our missions.

Education—continuing education, continually honing and ex
panding the mind—^is vital mental renewal. Sometimes that in
volves the external discipline of the classroom or systematized
study programs; more often it does not. Proactive people can
figure out many, many ways to educate themselves.

It is extremely valuable to train the mind to stand apart and
examine its own program. That, to me, is the definition of a liberal
education—the ability to examine the programsoflifeagainstlarger
questions and purposes and other paradigms. Training, without
such education, narrows and closes the mind so that the assump
tionsunderling the trainingare neverexamined. That'swhyit is so
valuable to read broadly and to expose yourself to great minds.



296 THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE

There's no better way to inform and expand your mind on a
regular basis than to get into the habitof reading goodliteratxu-e.
That's another high leverage Quadrant Uactivity. You can getinto
the best minds that are now or that have ever been in the world. I
highlyrecommend startingwith a goalof a booka month, then a
book eveiy two weeks, then a book a week. "The person who
doesn't read is no better off than the person who can't read."

Quality literature, such as the Great Books, the Harvard Classics,
autobiographies. National Geographic and other publications that
expand our cultural awareness, and current literature in various
fields can expand our paradigms and sharpen our mental saw,
particularly if we practice Habit 5 as we read and seek first to
imderstand. If we use our own autobiography to make early
judgments before we really understand what anauthor has tosay,
we limit the benefits of the reading experience.

Writing is another powerful way to sharpen the mental saw.
Keeping a journal of our thoughts, experiences, insights, and
learnings promotes mental clarity, exactness, andcontext. Writing
good letters—communicating on the deeper level of thoughts,
feelings, and ideas rather than on the shallow, superficial level of
events—also affects our ability to think clearly, to reason accu
rately, and to be understood effectively.

Organizing and planning represent other forms of mental re
newal associated withHabits 2 and 3. It's beginning with the end
in mind and being able mentally to organize to accomplish that
end. It's exercising the visualizing, imagining power ofyour mind
to see the end from the beginning and to seetheentire journey, at
least in principles, if not in steps.

It is saidthat wars arewonin the general's tent. Sharpening the
sawin the first three dimensions—^the physical, the spiritual, and
the mental—^is a practice I call the "Daily Private Victory." And I
commend to you the simple practice of spending one hour a day
every day doing it—one hour a day for the rest of your life.

There's noother way youcould spend an hourthatwould begin
to compare with the Daily Private Victory in terms of v^ue and
results. It will affect every decision, every relationship. It will
greatly improve the quality, the effectiveness, of every otherhour
oftheday, including thedepthandrestfulness ofyour sleep. Itwill
build the long-term physical, spiritual, and mental strength to
enable you to handle difficult challenges in life.

In the words of Phillips Brooks:
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Some day, in the years to come, you will be wrestling with the
great temptation, or trembling under the great sorrowof your life.
But the real struggle is here, now . . . Now it is being decided
whether, in the day of your supreme sorrow or temptation, you
shallmiserably failor gloriously conquer. Charactercarmotbe made
except by a steady, long continued process.

The Social/Emotional Dimension

While the physical, spiritual, and mental dimensionsare dosely
related to Habits 1,2, and 3—centered on the principles of persoital
vision, leadership, and management—thesocial/emotional dimen
sion focuses on Habits 4, 5, and 6—centered on the principles of
interpersonal Readership, empathic communication, and creative
cooperation.

The! social and the emotional dimensions of our lives are tied to
gether because our emotional lifeis primarily, but not exclusively,
developed out of and manifested in our relationships with others.
. Renewing our social/emotional dimension does not take time in
the same sense that renewing the other dimensions does. We can
do it in our normal everyday interactions with other people. But it
definitely requires exercise. We may have to push ourselves
because many of us have not achieved the level of Private Victory
and the skills of Public Victory necessary for Habits 4, 5, and 6 to
come naturaUy to us in all our interactions.

Suppose that you are a key person in my Ufe. You might be my
boss, my subordinate, my coworker, my friend, my neighbor, my
spouse, my child, a member of my extendedfamily—anyone with
whom I want or need to interact. Suppose we need to communicate
together, to work together, to discussa jugularissue, to accomplish
a purpose or solve a problem. Butwe see things differently; we're
looking through different glasses. You see the young lady, and I
see the old woman.

So I practice Habit 4. I come to you and I say, "I can see that
we're approachingthis situationdifferently. Whydon't we agreeto
communicate until we can find a solution we both feel good about.
Wouldyou be willing to do that?" Mostpeople would be willing to
say "yes" to that.

Then I move to Habit 5. "Let me listen to you first." Instead of
listening with intent to reply, I listen empathically in order to
deeply, thoroughly understandyourparadigm. WhenIcanexplain
your point of view as well as you can, then I focus on com-
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municating my point of view to you so that you can imderstand it
as well.

Based on the commitment to search for a solution that we both

feel good about and a deep understanding of each other's points of
view, we move to Habit 6. We work together to produce third
alternative solutions to our differences that we both recognize are
better than the ones either you or I proposed initially.

Success in Habits 4, 5, and 6 is not primarily a matter of intellect;
ifs primarily a matter of emotion. Ifs highly related to our sense of
personal security.

If our personal security comes from sources within ourselves,
then we have the strength to practice the habits of Public Victory.
If we are emotionally insecure, even though we may be intellectu
ally very advanced, practicing Habits 4, 5, and 6 with people who
think differently onjugular issues oflife can beterribly threatening.

Where does intrinsic security come from? It doesn't come from
what other people think of us or how they treat us. It doesn't come
from the scripts the/ve handed us. It doesn't come from ovir
^rcumstancesor our position.

It comes from within. It comes from accurate paradigms and
correct principles deep in our own mind and heart. It comes from
inside-out congruence, from living a life of integrity in which our
daily habits reflect our deepest values.

I believe that a life of integrity is the most fundamental source of
personal worth. I do not agree with the popular success literature
that says that self-esteem is primarily a matter of mind set, of
attitude—^thatyou can psych yourself into peace of mind.

Peace of mind comes when your life is in harmony with true
principles and values and in no other way.

There is also the intrinsic security that comes as a result of
effective interdependent living. There is security in knowing that
WinAVin solutions do exist, that life is not always "either/or," that
there are almost always mutually beneficial Third Alternatives.
There is security in knowing that you can step out of your own
frame of reference without giving it up, that you can really, deeply
understand another human being. There is security that comes
when you authentically, creatively and cooperatively interact with
other people and really experience these interdependent habits.

There is intrinsic security that comes from service, from helping
other people in a meariingful way. One important source is your
work, when you see yourself in a contributive and creative mode.
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reallymaking a difference. Another source is anonymous service—
no one knows it and no one necessarily ever will. And that's not
the concern; the concern is blessing the lives of other people.
Influence, not recognition, becomes the motive.

Viktor FrarJid focused oii the need for meaning and purpose in
ouj- lives, something that transcends our own lives and taps the
best energies within us. The late Dr. Hans Selye, in his
monument^ research on stress, basically says that a long,
healthy, and happy life is the result of making contributions, of
having meaningful projects that are personally exciting and
contribute to and bless the lives of others. His ethic was "earn thy
neighbor's love."

In the words of George Bernard Shaw,

This is the true joy in life—^that being used for a purpose
recognized byyourself as a mighty one.Thatbeinga force ofnature,
instead of a feverish, selfish little clod of ailments and grievances
complaining that the world will not devote itself to making you
happy. I am of the opinion that my life belongs to the whole
commvmity and as long as I live it is my privilege to do for it
whatever I can. I want to be thoroughly used up when I die. For the
harder I work the more I live. I rejoice in life for its own sake. Life
is no brief candle to me. Ifs a sort of splendid torch which I've got
to hold up for the momentand I want to makeit bum as brightlyas
possible before handing it on to future generations.

N. Eldon Taimer has said, "Service is the rent we pay for the
privilege of living on this earth." And there are so many ways to
serve. Whether or not we belong to a chiurchor service organization
or have a job that provides meaningful serviceopportunities, not a
day goes by that we can't at leastserve one other human beingby
making deposits of imconditional.love.

Scripting Others

Mostpeople are a function of the social mirror, scripted by the
opinions, the perceptions, the paradigms of the people around
them. As interdependent people, you and I comefroma paradigm
which includes the realization that we are a part of that social
mirror.

We can choose to reflect back to others a clear, uridistorted vision
of themselves. Wecan affirm their proactive nature and treat them
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as responsible people. We can help script them as principle-
centered, value-based, independent, worthwhile individuals, ^d,
with the Abundance Mentality, we realize that giving a positive
reflection to others in no way diminishes us. It increases us
because it increases the opportunities for effective interaction with
other proactive people.

At some time ^ your life, you probably had someone believe in
you when you ^dn't believe in yourself. They scripted you. Did
that make a difference in your life?

What ifyou were a positivescripter, an affirmer, of other people?
When the/re being directed by the social mirror to take the lower
path, you inspire them toward a higher path because you believe
in them. You listen to them and empathize with them. You don't
absolve them of responsibility; you encourage them to be proac
tive.

Perhaps you are familiar with the musical, Man ofhi Mancha. Ifs
a beautiful story about a medieval krught who meets a woman of
the street, a prostitute. She's being validated in her life-style by all
of the people in her life.

But this poet knight sees something else in her, something
beautiful and lovely. He also sees her virtue, and he affirms it, over
and over again. He gives her a new name—^Duldnea—a new name
associated with a new paradigm.

At first, she utterly denies it; her old scripts are overpowering.
She writes him off as a wild-eyed fantasizer. But he is persistent.
He makes continual deposits of unconditional love and gradually it
penetrates her scripting. It goes down into her true nature, her
potential, and she starts to respond. Little by little, she begins to
change'her life-style. She believes it and she acts from her new
paradigm, to the initial dismay of everyone else in her life. .

Later, when she begins to revert to her old paradigm, he calls her
to his deathbed and sings that beautiful song, "The Impossible
Dream," looks her in the eyes, and whispers, "Never forget,
you're Duldnea."

One of the dassie stories in the field of self-fulfillingprophecies
is of a computer in England that was acddently programmed
incorrectly. In academic terms, it labeled a dass of "bright" kids
"dumb" kids and a class of supposedly, "dimib" kids "bright."
And that computer report was the primary criterion that created
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the teachers' paradigms about their students at the beginning of
the year.

When the administration finally discovered the mistake five and
a half months later, they decided to test the kids again without
tellinganyone what had happened. And the results were amazing.
The "bright" kids had gone down significantly in IQ test points.
They had been seen and treated as mentally limited, imcoopera-
tive, and difficult to teach. The teachers' paradigms had become a
self-fulfilling prophecy.

But scores in the supposedly "dumb" group had gone up. The
teiachers had treated them as though they were bright, and their
energy, their hope, their optimism, their excitement had reflected
high individual expectations and worth for those kids.

These teachers were asked what it was like during the first few
weeks of the term. "For some reason, our methods weren't
working," they replied. "So we had to changeour methods." The
information showed that the kids were bright. If things weren't
workingwell, they figured it had to be the teaching methods. So
they worked on methods. They were proactive; they worked in
their Circle of Influence. Apparent learner disability was nothing
more or less than teacher inflexibility.

What do we reflect to others about themselves? And how much
does that reflection influence their lives?. We have so much we can
invest in the Emotional Bank Accounts of other people. The more
we can see peoplein terms of their unseen potential, the morewe
can use our imagination rather than our memory, with our spouse,
our children, our coWorkersor employees. We can refuse to label
them—we can "see" them in new fresh ways each time we're with
them. We can help them become independent, fulfilled people
capable of deeply satisfying, enriching, and productive relation
ships with others.

Goethe taught, "Treat aman ashe isand he will remain ashe is.
Treat a man as he can and should be and he will become as he c^
and should be."

Balance in Renewal

The self-renewal process must include balanced renewal in all
four dimensions of our nature: the physical, the spiritual, the
mental, and the sodal/emotional.
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Although renewal in each dimension is important, it oiUy
becomes optimally effectiveas we deal with all fovir dimensions in
a wise and balanced way. To neglect any one area negatively
impacts the rest..

I have found this to be true in organizations as well as in
individual lives. In an organization, the physical dimension is
expressed in economicterms. The mental or psychological dimen
sion deals with the recognition, development, and use of talent'.
The social/emotional dimension has to do with human relations,
with how people are treated. And the spiritual dimension deals
with finding meaning through purpose or contribution and
through organizational integrity.

When an organization neglects any one or more of these areas,
it negatively impacts the entire organization. The creativeenergies
that could residt intremendous, positive synergy are instead used
to fight against the organization and become restraining forces to
growth and productivity.

I have found organizations whose only thrust is economic—to
make money. They usually don't publicize that purpose. They
sometimeseven publicize something else. Butin their hearts, their
only desire is to make money.

WheneverI find this, I alsofind a great deal of negativesjmergy
in the culture, generating such things as interdepartmental rival
ries, defensive and protective communication, politicking, and
masterminding. Wecan't effectively thrivewithout makingmoney,
but that's not sufficient reason for organizational existence. We
can't live without eating, but we don't live to eat.

At the other end of the spectrum, I've seen organizations that
focused almost exclusively on the sodal/emotional dimension.
Theyare, in a sense, somekind of social experimentand they have
no economic criteria to their value system. They have no measure
or gauge of their effectiveness, and as a result, they lose all kinds
of efficiencies and eventually their viability in the marketplace.

I have found many organizations that develop as many as three
of the dimensions—^they may have good service criteria, good
economic criteria, and good human relations criteria, but they are
not really committed to identif5dng, developing, utilizing, and
recognizing the talent of people. And if these psychologicalforces
are missing, the style will be a benevolent autocracy and the
resulting culture will reflect different forms of collective resistance,
adversarialism, excessive turnover, and other deep, chronic, cul
tural problems.



HABIT 7 SHARPEN THE SAW 303

Organizational as well as individual effectiveness requires devel
opment and renewal of all four dimensions in a wise and balanced
way. Any dimension that is neglected will create negative force
field resistance that pushes against effectiveness and growth.
Organizations and individuals that give recognition to each of
these four dimensions in their mission statement provide a pow
erful framework for balainced renewal.

This process of continuous improvement is the hallmark of the
Total Quality Movement and a key to Japan's economic ascen
dency.

Synergy in Renewal

Balanced renewal is optimally synergetic. The things you do to
sharpen the saw in any one dimension have positive impact in
other dimensions because they are so highly interrelated. Your
physical health affects your mental health; your spiritual strength
affects your social/emotional strength. As you improve in one
dimension, you increase your ability in other dimensions as well.

The Seven Habits of Highly Effective People create optimum
sjmergy among these dimensions. Renewal in any dimension
increases your ability to live at least one of the Seven Habits. And
although the habits are sequential, improvement in one habit
synergetically increases your ability to live the rest.

The more proactive you are (Habit 1), the more effectively you
can exercise personal leadership (Habit 2) and management (Habit
3) in your life. The more effectivelyyou manage yoixr life (Habit 3),
the more Quadrant II renewing activities you can do (Habit 7). The
more you seek first to understand (Habit 5), the more effectively
you can go for sytiergetic WinAVin solutions (Habits 4 and 6). The
more you improve in any of the habits that lead to independence
(Habits 1, 2, and 3), the more effective you will be in interdepen
dent situations (Habits 4, 5, and 6). And renewal (Habit 7) is the
process of renewing £ill the habits.

As you renew yovir physical dimension, you reii\force your
personal vision (Habit 1), the paradigm of your own self-awareness
and free will, of proactivity, of knowing that you are free to act
instead of being acted upon, to choose your own response to any
stimulus. This is probably the greatest benefit of physical exercise.
Each Daily Private Victory makes a deposit in your personal
intrinsic security account.

As you renew your spiritual dimension, you reinforce your
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personal leadership (Habit 2). You increase your ability to live out
of your imagination and conscience instead of only your memory,
to deeply understand your irmermost paradigms and values, to
create within yourself a center of correct principles, to define yoiu:
own imique mission in life, to rescript yourself to live your life in

.harmony with correctprinciples and to draw upon your personal
sources of strength. The rich private life you create in spiritual
renewal makes tremendous deposits in your personal security
account.

As you renew your mental dimension, you reinforce your
personal management (Habit 3). As you plan,-you force your mind
to recognize high leverage Quadrant II activities, priority goals,
and activities to maximize the use of your time and energy, and
you organize and execute your activities around your priorities. As
you become involved in continuing education, you increase your
knowledge base and you increase your options. Your economic
security does not lie in your job; it lies in your own power to
produce—^to think, to leam, to create, to adapt. That's true
financial independence. Ifs not having wealth; ifs having the
power to produce wealth. It's intrinsic;

The Daily Private Victory—a minimum of one hour a day in
renewal of the physical, spiritual, and mental dimensions—^is the
key to the development of the Seven Habits and it's completely
within your Circle of Influence. It is the Quadrant II focus time
necessary to integrate these habits into your life, to become
principle-centered.

It's also the foimdation for the Daily Public Victory. It's the
source of intrinsic security you need to sharpen the saw in the
social/emotional dimension. It gives you the personal strength to
focus on your Circle of Influence in interdependent situations—^to
look at others through the Abundance Mentality paradigm, to
genuinely value their differences and to be happy for their success.
Itgives you the foundation to workforgenuineunderstandingand
for synergetic Wir\/Win solutions, to practice Habits 4, 5, and 6 in
an interdependent reality.

The Upward Spiral

Renewal is the principle—and the process—that empowers us to
move on an upward spiral of growth and change, of continuous
improvement.
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To make meaningful and consistent progress along that spiral,
we need to consider one other aspect of renewal as it applies to the
unique hiunan endowment that directs this upward movement—
our conscience. In the words of Madame de Stael, "The voice of
cpnscience is so delicate that it is easy to stifle it: but it is also so
clear that it is impossible to mistake it."

Conscience is the endowment that senses our congruence or
disparity with correct principles and lifts us toward them—^when
it's in shape.

Just as the education of nerve and sinew is vital to the excellent
athlete and education of the mind is vital to the scholar, education
of the conscience is vital to the truly proactive, highly effective
person. Training and educating the conscience, however, requires
even greater concentration, more balanced discipline, more con
sistently honest living. It requires regular feasting on inspiring
literature, thiriking noble thoughts and, above all, living in har
mony with its still small voice.

Just as junk food and lack of exercise can ruin an athlete's
condition, those things that are obscene, crude, or pornographic
can breed an inner darkness that numbs our higher sensibilities
and substitutes the social conscience of "Will I be found out?" for

the natural or divine conscience of "What is right and wrong?"
In the words of Dag Hammarskjold,

You cannot play with the animal in.you without becoming wholly
animal, play with falsehood without forfeiting your right to truth,
play with crueltywithout losing your sensitivity of mind. He who
wants to keep his garden tidy doesn't reserve a plot for weeds.

Once we are self-aware, we must choose purposes and principles
tolive by; otherwise thevacuum will befilled, andwewill lose our
self-awareness and become like groveling animals who live prima
rily for survival and propagation. People who exist on that level
aren't living; they are "being lived:" They are reacting, unaware of
the unique endowments that lie dormant and undeveloped within.

And there is no shortcut in developing them. The law of the
harvest governs; we will always reap what we sow—nomore, no
less. The law of justice is immutable, and the closer we align
ourselves with correct principles, the better our judgment will be
about how the world operates and the more accurate our
paradigms—our maps of the territory—will be.
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I believe that as we grow and develop on this upward spiral, we
miist show diligence in the process of renewal by educating and
obeying our conscience. An increasingly educated conscience will
propel us along the path of personal freedom, security, wisdom,
and power.

Moving along the upward spiral requires us to learn, commit, and
doon increasingly higher planes. We deceive ourselves if we think
that any one of these is sufficient. To keep progressing, we must
leam, commit, and do—^leam, commit, and do—and leam,. com
mit, and do again.

Commit
Leam

Commit

earn

Commit

Leam
Commit

THE UPWARD SPIRAL

Application Suggestions:

1. Make a list of activities that would help you keep in good physical
shape, that would fit your life-style and that you could enjoy over
time.

2. Select one of the activities and list it as a goal in your personal role ^
area for the coming week. At the end of the week evaluate your
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performance. If you didn't make your goal, was it because you
subordinated it to a genuinely higher value? Or did you fail to act
with integrity to your values?

3. Make a similar list of renewing activities in your spiritual and
mental dimensions. In your social-emotional area, list relation
ships you would like to improve or specific circimistances in
which Public Victory would bring greater effectiveness. Select
one item in each area to list as a god for the week. Implement and
evaluate.

4. Commit to write down specific "sharpen the saw" activities in all
four dimensions every week, to do them, and to evaluate your
performance and results.





Inside-Out Again

The Lord works from the inside out. The
world works from the outside in. The world
would take people out of theslums. Christ
takes the slums out of people, and then they
take themselves out of the slums. The world
wouldmold men by changing their'
environment. Christ changes men, who then
change their environment. The world would
shape human behavior, hut Christ canchange
human nature.

Ezra Taft Benson

I WOULD UKE TO SHARE wTTH YOU 3pCTSonal story which Ifeel contains
the essence of this book. In doing so, it is my hope that you will

relate to the underlying principles it contains.
Some years ago, our family took a sabbatical leave from the

university where I taught so that I could write.We lived for a full
year in Laie on the north shore of Oahu, Hawaii.

Shortlyafter getting settled, we developed a livingand working
routine which was not ,only very productive but extremely pleas
ant.

Afteran earlymorning run on the beach, we would send two of
our children, barefoot and in shorts, to school. I went to an isolated
building next to the canefields where I had an ofifice to do my
writing. It was veiy quiet, very beautiful, very serene—^no phone,
no meetings, no pressing engagements.

My office was on the outside.edge of a college, and one day as I
was wandering between stacks of books in the back of the college
library, I came across a book thatdrew myinterest. As I opened it.
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my eyes fell upon a single paragraph that powerfully influenced
the rest of my life.

I read the paragraph over and over again. It basically contained
the simple idea that there is a gap or a space between stimulus and
response, and that the key to both our growth and happiness is
how we use that space.

I can hardly describe the effect that idea had on my mind.
Though I had been nurtured in the philosophy of self-determinism,
the way the idea was phrased—"a gap between stimulus and
response"—hit me with fresh, almost unbelievable force. It was
almost like "knowing it for the first time," like an inward revolu
tion, "an idea whose time had come."

I reflected on it again and again, and it began to have a powerful
effecton my paradigm of life. It was as if I had become an observer
of my own participation. I began to stand in that gap and to look
outside at the stimuli. I reveled in the inward sense of freedom to

choose my response—even to become the stimulus, or at least to
irifluence it—even to reverse it.

Shortly thereafter, and partly as a result of this "revolutionary'
idea, Sandra and I began a practice of deep commurucation. I
would pick her up a little before noon on an old red Honda 90 trail
cycle, and we would take our two preschool children with us—one
between us and the other on my left knee—^as we rode out in the
canefields by my office. We rode slowly along for about an hour,
just talking.

Thd children looked forward to the ride and hardly ever made
any ^oise. We seldom saw another vehicle, and' the cycle was so
quiet we could easily hear each other. We usually ended up on an
isolated beach where we parked the Honda and walked about 200
yards to a secluded spot where we ate a picnic lunch.

The sandy beach and a freshwater river coming off the island
totally absorbed the interest of the children, so Sandra and I were
able to continue our talks uninterrupted. Perhaps it doesn't take
too much imagination to envision the level of understanding and
trust we were able to reach by spending at least two hours a day,
every day, for a full year in deep communication.

At the very first of the year, we talked about all kinds of
interesting topics—^people, ideas, events, the children, my writing,
our family at home, future plans, and so forth. But little by little,
our communication deepened and we began to talk more and more
about our internal worlds—about our upbrirtging, our scripting.
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our feelings and self-doubts. As we were deeply immersed in these
communications, we also observed them and observed ourselves
in them. We began to use that space between stimulus and
response in some new and interesting ways which caused us to
think about how we were programrned and how those programs
shaped how we saw the world.

We began an exciting adventure into our interior worlds and
found it to be more exciting, more fascinating, more absorbing,
more compelling, more filled with discovery and insight than
anything we'd ever known in the outside world.

It wasn't all "sweetness and light." We occasionally hit some
raw nerves and had some paittful experiences, embarrassing
experiences, self-revealing experiences—experiences that made us
extremely open and vulnerable to each other. And yet we found
we had been wanting to go into those things for years. When we
did go into the deeper, more tender issues and then came out of
them, we felt in some way healed.

We were so initially supportive and helpful, so encouraging and
empathic to each other, that we nurtured and facilitated these
internal discoveries in each other.

We gradually evolved two unspoken ground rules. The first was
"no probing." As soon as we unfolded the inner layers of vulner
ability, we were not to question each other, only to empathize.
Probing was simply too invasive. It was also too controUing and
too logical. We were covering new, difficult terrain that was scary
and uncertain, and it stirred up fears and doubts. We wanted to
cover more and more of it, but we grew to respect the need to let
each other open up in our own time.

The second ground rule was that when it hurt too much, when it
was painful, we would simply quit for the day. Then we would
either begin the next day where we left off or wait until the person
who was sharing felt ready to continue. We carried around the loose
ends, knowing that we wanted to deal with them. But because we
had the time and the enviroiunent conducive to it, and because we
were so excited to observe our own involvement and to grow within
our marriage, we simply knew that sooner or later we would deal
with all those loose ends and bring them to some kind of closure.

The most difficult, and eventually the most fruitful part of this
kind of communication came when my vulnerability and Sandra's
vulnerability touched. Then, because of our subjective involve
ment, we found that the space between stimulus and response was
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no longer there. A few bad feelings stirfaced. But our deep desire
and our implicit agreement was to prepare ourselves to start where
we left off and deal with those feelings imtil we resolved them.

One of those difficult times had to do with a basic tendency in
my personality. My father was a very private individual—^very
controlled and very careful. My mother was and is very pubUc,
very open, very spontaneous. I find both sets of tendencies in me,
and when I feel inseciire, I tend to become private, like my father.
I live inside myself and safely observe.

Sandra is more like my mother—social, authentic, and sponta
neous. We had gone through many experiences over the years in
which I felt her opermess was inappropriate, and she felt my
constraint was dysfunctional, both socially and to me as an
individual because I would biecome insensitive to the feelings of
others. All of this and much more came out during those deep
visits. I came to value Sandra's insight and wisdom and the way
jhe helped me to be a more open, giving, sensitive, socialperson.

Another of those difficult times had to do with what I perceived
to be a "hang up" Sandra had which had bothered me for years.
She seemed to have an obsession about Frigidaire appliances
which I was at an absolute loss to imd'erstand. She would not even
consider bu5dng another brand of appliance. Even when we were
just starting out and on a very tight budget, she insisted that we
drive the fifty miles to the "big dt/' where Frigidaire appliances
were sold, simply because no dealer in our small university town
c^ed them at that time.

This was a matter of considerable agitation to me. Fortunately,
the situation came up only when we purchased an appliance. But
when it did come up, it was like a stimulus that triggered offa hot
button response. ITiis single issue seemed to be S5mtibolic of all
irrational thinking,. and it generated a whole range of negative
feelings within me.

I usually resorted to my dysfunctional private behavior. I sup
pose I figured that the only way I could deal with it was not to deal
with it; otherwise, I felt I would lose control and say things I
shouldn't say. There were times when I did slip and say something
negative, and I had to go back and apologize.

Whatbothered me the most was not that she likedFrigidaire, but
that she persisted in making what I considered utterly illogical
and indefensible statements to defend Frigidaire which had no,
basis in fact whatsoever. If she had only agreed that her response
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was irrationaland purely emotional, I think I could have handled
it. But her justification was upsetting.

It was sometime m early spring when the Frigidaire issue came
up. All our prior communication had prepared us. The ground
rules had been deeply established—^not to probe and to leave it
alone if it got to be too painful for either or both.

I will never forget the day we talked it through. We dWn't end
up on the beach that day; we just continued to ride through the
canefields, perhaps because we didn't want to lookeach other in
the eye.There had beenso muchpsychic history and somanybad
feelings associated with the issue, and it had been submerged for
so long. It had neverbeen so critical as to rupture the relationship,
but when you're tryingto cultivate a beautiful unified relationship,
any divisive issue is important.

Sandra and I were amazed at what we learned through the
interaction. It was truly synergistic. It was as if Sandra were
leanung, almost for the first time herself, the reason for her
so-called hang-up She started to talkabout her father, about how
he had worked as a high school history teacher and coach for
years, and how, to help make ends meet, he had gone into the
appliance business. During an economic downturn, he had expe
rienced serious finandal difficulties, and the only thing that
enabledhim to stay in business during that timewas the fact that
Frigidairewould finance his inventory.

Sandra had an unusually deep and sweet relationship with her
father. When he returned home at the end of a very tiring day, he
would lie on the couch, and Sandra would rub his feet and sing to
hun. It was a beautiful time they enjoyed together almost daily for
years. He would also open up and talk through his worries and
concerns about the business, and he shared ^vith Sandra his deep
appreciation forFrigidaire financing his inventory so that he could
make it through the difficult times.

This communication between father and daughter had taken
place in a spontaneous way during very natural times, when the
mostpowerful kindof scripting takes place. During those relaxed
times guards are down and allkinds of images and thoughts are
planted deep in the subconscious mind. Perhaps Sandra had
forgotten about all of this until the safety of that year of commu-
lucation when it could come out also in very natural and sponta
neous ways.

Sandra gained tremendous insight into herself and into the
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emotional rootofher feelings aboutFrigidaire. I alsogainedinsight
and a whole new level of respect. I came to realize that Sandra
wasn't talking about appliances; she was talking about her father,
and about loyalty—about loyalty to his needs.

I remember both of us becoming tearful on that day, not so much
because of the insights, but because of the increased sense of
reverence we had for each other. We discovered that even seem
inglytrivial things often have roots in deep emotional experiences.
To deal only with the superficial trivia without seeingthe deeper,
more tender issues is to trample on the sacred ground of another's
heart.

There were many rich fruits of those months. Our communica
tion became so powerful that we could almost instantly cormect
with each other*s thoughts. When we left Hawaii, we resolved to
continue the practice. During the many years since, we have
continued to go regularly on our Honda trail cycle, or in the car if
the vveather's bad, just to talk. Wefeel the keyto staying in loveis
to talk, particularly about feelings. We try to commimicate with
each other several times everyday, even when I'm travelling. It's
like touching in to home base, which accesses all the happiness,
security, and values it represents.

Thomas Wolfe was wrong. You can go home again—^if your
home is a treasured relationship, a precious companionship.

Intergenerational Living

As Sandra and I discovered that wonderful year, the ability to
use wisely the gap between stimulus and response, to exercise the
four uruque endowments of our human nature, empowered us
from the inside out.

We had tried the outside-in approach. We loved each other, and
we had attempted to work through our differences by controlling
our attitudes and oiw behaviors, by practicing useful techniquesof
human interaction. But our band-aids and aspirin only lasted so
long. Until we worked and communicated on the level of our
essential paradigms, the chronic imderljdng problems were still
there.

When we began to work from the inside out, we were able to
builda relationship of trust and opermess and to resolve dysfunc
tional differences in a deep and lastingway that never could have
come by working from the outside in. The delicious fruits—a rich
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WinAVin relationship, a deep understanding of eachother, and a .
marvellous synergy—grew out of the roots we nurtured as we
examined our programs, rescripted ourselves, and managed our
lives so that we could create time for the important Quadrant n
activity of communicating deeply witheach other.

And there were other fruits. We were able to see on a much
deeper level that, just as powerfully as our own lives had been
affected by our parents, the lives of our children were being
influenced and shaped by us, often in ways we didn't even begin
to realize. Understanding the power of scripting in our own lives,
we felt a renewed desire to do everything we could to make certain
thatwhatwepassed on to future generations, byboth precept and
example, was based on correct principles.

I havedrawnparticular attention in thisbookto thosescripts we
have been given which we proactively want to change. Butas we
examine our scripting carefully, many of us will also begin to see
beautiful scripts, positive scripts thathave beenpassed down tous
which we have blindly taken for granted. Real self-awareness
helps us to appreciate those scripts and to appreciate those who
have gone before us and nurtured us in principle-based living,
mirroring back to us not only what we ate, but what we can
become.

There is transcendant power ina strong intergenerational family.
An effectively interdependent family of children, parents, grand
parents, aunts, uncles, and cousins can be a powerful force in
helping people have a sense ofwho they aieandwhere they came
from and what they stand for.

It'sgreat for children tobeable to identify themselves with the
"tribe," to feel that manypeopleknowthem and careabout them,
even though they're spread allover the country. And that canbe
a tremendous benefit as you nvirture your fanidly. If one of yoiw
children is having difficulty and doesn't really relate withyouat a
particular time in his life, maybe he can relate to your brother or
sister who can become a surrogate father or mother, a mentor or a
hero for a period of time.

Grandparents who show a great interest in their grandchildren
are among the most precious people on this earth. What a
marvellous positive social mirror they can be! My mother is like
that. Even now, in her late BO'S, she takes a deep personal interest
in every one ofher descendants. She writes us love letters. I was
reading one theother day on a plane with tears streaming down
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my cheeks. I could call her up tonight and I know she'd say,
"Stephen, I want you to know how much I love you and how
wonderful I thiiik you are." She's constantly reaffirming.

A strong intergenerational family is potentially one of the most
fruitful, rewarding, and satisfying interdependent relationships.
And many people feel the importance of that relationship. Lookat
the fascination we all had with Roots some years ago. Each of us
has roots and the ability to trace those roots, to identify our
ancestors.

The highest and most powerful motivation in doing that is not
for ourselves only, but for our posterity, for the posterity of all
mankind. Assomeone once observed, "Thereare onlytwolasting
bequests we cangiveour children—one is roots, the otherwings."

Becoming a Transition Person

Among other things, I believe that giving "wings" to our
children and toothers means empowering them with the freedom
to rise above negative scriptingthat had been passed down to us.
I believe it means becoming what my friend and associate. Dr.
Terry Warner, calls a "transition" person. Instead of transferring
those scripts to the next generation,we can change them. And we
can do it in a way that will build relationships in the process.

If yoxu- parents abused you as a child, that does hot mean that
you have to abuse your own children. Yet there's plenty of
evidence to indicate that you will tend to live out that script. But
because you're proactive, you can rewrite the script. You can
choose not only not to abuse your children, but to affirm them, to
script them in positive ways.

You can write it in your personal mission statement and into
yoxir mind and heart. You canvisualize yoiu:self living in harmony
with that mission statementin yoiu Daily Private Victory. You can
takesteps to love and forgive yourownparents,and iftheyarestill
living, to build a positive relationship with them by seeking to
imderstand.

A tendency thafs run through your family for generations can
stopwithyou. You're a transition person—a linkbetween the past
and the future. And yourovmchange canaffect many, manylives
downstream.

One powerful transition person ofthe twentiethcentury, Anwar
Sadat,leftus as part ofhis legacy a profoundunderstandingof the
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nature of change. Sadat stood between a past that had created a
"huge wall of suspicion, fear, hate and misunderstanding" be
tween Arabs and Israelis, and a future in .which increased conflict
and isolation seemed inevitable. Efforts at negotiation had been
met with objections on every scale—even to. formalities and
procedural points, to an insigiiificant comma or period in the text
of proposed agreements.

While others attempted to resolve the; tense situation by hacking
at the leaves, Sadat drew upon his earlier centering experience in
a lonely prison celland werit to work on the root. And in doing so,
he changed the course of history for millions of people.

He records in his autobiography:

It was then that I drew, almost unconsciously, on the inner
strength I had developed m Cell 54 of Cairo Central Prison—a
strength, call it a talent or capacity, for change. I found that I faced
a highly complex situation, and that I couldn't hope to change it
until I had armed myself with the necessary psychological and
intellectual capacity. My contemplation of life and human nature in
that secluded place had taught me that he who carmot change the
very fabric of his thought will never be able to change reality, and
will never, therefore, make any progress.

Change—^real change—comes from the inside out. It doesn't
come from hacking at the leaves of attitude and behavior with
quickfix personalityethic techniques. It comesfromstrikingat the
root—^the fabric of our thought, the fundamental, essential para
digms, which give definition to our character and create the lens
through which we see the world. In the words of Amiel,

Moral truth can be conceived in thought. One can have feelings
about it. One can will to live it. But moral truth may have been
penetrated and possessed in all these ways, and escape us still.
Deeper even than consciousness there is our being itself—our very
substance, our nature. Only those truths which have entered into
this last region, which have become ourselves, become spontaneous
and involuntary as well as voluntary, unconscious as well as
conscious, are really our life—that is to say, something more than
property. So long as we are able to distinguishany space whatever
between Truth and us we remain outside it. The thought, the
feeling, the desire or the consciousness of lifemaynot be quite life.
To become divine is then the aim of life. Then only can truth be said
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to be ours beyond the possibility of loss. It is no longer outside us,
nor in a sense even in us, but we are it, and it is we.

Achievingunity—oneness—with ourselves, with our loved ones,
with our friends, and working associates, is the highest and best
and most delicious fruit of the Seven Habits. Most of us have tasted
this fruit of true unity from time to time in the past, as we have also
tasted the bitter, lonely fruit of disimity—and we know how
precious and fragile unity is.

Obviously building a character of total integrity and living the
life of love and service that creates such imity isn't easy. It isn't
quick fix.

But ifs possible. It begins with the desire to center our Kves on
correct principles, to break out of the paradigms created by other
centers and the comfort zones of imworthy habits.

Sometimes we make mistakes, we feel awkward. But if we start
with the Daily Private Victory and work from the inside out, the
results will surely come. As we plant the seed and patieritly weed
and nourish-it, we begin to feel the excitement of real growth and
eventually taste the incomparably delicious fruits of a congruent,
effective life.

Again, I quote Emerson: "That which we persist in doing
becomes easier—^not that the nature of the task has changed, but
our ability to do has increased."

By centering oiu: lives on correct principles and creating a
balanced focus between doing and increasing our ability to do, we
become empowered in the task of creating effective, useful, and
peaceful lives ... for ourselves, and for our posterity.
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A Personal Note

As I conclude this book, I would like to share my own personal
conviction concerning what I believe to be the source of correct
principles. I believe that correct principles are natural laws, and
that God, the Creator and Father of us all, is the source of them,
and also the source of our conscience. I believe that to the degree
people live by this inspired conscience, they will grow to fulfill
their natures; to the degree that they do not, they will not rise
above the animal plane.

I believe that there are parts to human nature that cannot be
reached by either legislation or education, but require the power of
God to deal with. I believe that as human beings, we cannot perfect
ourselves. To the degree to which we align ourselves with correct
principles, divine endowments will be released within our nature
in enabling us to fulfill the measiire of our creation. In the words of
Teilhard de Chardin, "We are not human beings having a spiritual
experience. We are spiritual beings having a human experience."

I personally struggle with much of what I have shared in this
book. But the struggle is worthwhile and fulfilling. It gives
meaning to my life and enables me to love, to serve, and to try
again. ^

Again, T. S. Eliot expresses so beautifully my ovm personal
discovery and conviction: "We must not cease from exploration.
And the end of all our exploring will be to arrive where we began
and to know the fdace for the first time."
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Appendix,
B

A Quadrant ii day
at the OFFICE



HE FOLLOWING EXERCISE AND ANALYSIS is designed to help you see the
1 impact of a Quadrant II paradigm in a business setting on a
very practical level.
; Suppose that you are the director of marketing for a major
pharmaceutical firm. You are about tobegin anaverage day at the
office, and as you look over the items to attend to that day, you
estimate the amount of time each one will take.

Your, unprioritized list includes the following:

1. You'd like to have lunch with the general manager (1-1Va
hours).

2. You were instructed the day before to prepare your media
budget for the following year (2or 3 days).

3. Your 'TN" basket is overflowing into your "OUT" basket (1-1Vi
hours).

4. You need to talk to the sales manager about last month's sales;
his office is down the hall ( 4 hours).

5. You have several items of correspondence that your secretary
says are urgent (1 hour).

6. You'd like to catch up on the medical journalspiled upon your
desk {Vz hour).

7. You need toprepare a presentation for a sales meeting slated for
next month (2 hours).

8. There's a rumor that the last batch of product X didn't pass
quality control.

9. Someone from the FDA wants you to return his call about
product "X" (V2 hour).

iO. There is a meeting at twop.m. for the executiveTioard, but you
don't know what it is about (1 hour).

Take a few minutes now and use what you have learned from
Habits 1, 2, and 3 that mighthelp you to effectively schedule your
day.
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8-to-5 Schedule

8

9

10

11

12

1

2

3

4

5

By asking you to plan only one day, I have automatically
eliininated the wider context of the week so fundamental to fourth '
generation time management. Butyouwill beable toseethepower
of a Quadrant II, principle-centered paradigm even in the context
of one nine-hour period of time.

It is fairlyobvious that most of the items on the list are Quadrant
Iactivities. With theexception ofitem number six—catching up on
medical journals—everything elseisseemingly bothimportant and
urgent.

If you were a third generation time manager, using prioritized
values and goals, you would haye a framework for making such
scheduling decisions and would perhaps assign a lettersuch as A,
B,or C next to each item and then number 1, 2, 3 under each A, B,
and C. You would also consider the circumstances, such as the
availability of other people involved, and the logical amount of
time required to eat lunch. Finally, based on all of these factors,
you would schedule the day.

Many third generation time managers who have done this
exercise do exacfly what I have described. They schedule when
they will do what, and based on various assumptions which are
made and explidtiy identified, they would accomplish or at least
begin most of the items in that day and push the remainder onto
the next day or to someother time.

Forinstance, most people indicate that they would use the time
between eightand nine a.m. to find out exactiy what was on the
agenda for theexecutive board meeting so that theycould prepare
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for it, to set up lunch with the generalmanageraround noon, and
to return the call from the FDA. They usually plan to spend the
next hour or two talking to the sales manager, handling those
correspondence items which are most important and virgent, and
checking out the rumor regarding the last batch of product "X"
which apparently didn't pass quality control. Thie rest of that
morning is spent in preparing for the luncheon visit with the
general manager and/or for the two p.m. executive boardmeeting,
or dealing with whatever problems were uncovered regarding
product "X" and last month's sales.

After lunch, the afternoon is usually spent attending to the
imfinished matters just mentioned and/or attempting to finish the
other most important and urgent correspondence, making some
headway into the overflowing "IN" basket, and handling other
important and urgent items that may have come up during the
course of the day.

Most people feel themedia budgetpreparations for thefollowing
year and the preparation for the next month's sales meeting could
probably beput off untilanother day,which may nothave asmany
Quadrant I items in it. Both of those are obviouslymore Quadrant
II activities, having to do with long-term thirJdng and plarming.
The medical journals continue to be set aside because they are
clearly Quadrant IIand are probably less important than the other
two Quadrant II matters just mentioned.

This is the kind of thinldng which third generation time manag
ers generally go through, even though they may vary as to when
they will do what.

What approach didyou take as youscheduled those items? Was
it similar to the third generation approach? Or did you take a
Quadrant II, fourth generation approach? (Refer to the Time
Management Matrix on page 151.)

The Quadrant II Approach
Lefs go through the items on the list using a Quadrant II

approach. This is orUy one possible scenario; others could be
created, which may also be consistent with the Quadrant II
paradigm, but thisisillustrative ofthekindofthinking itembodies.

As a Quadrant II manager, you would recognize that most P
activities are in Quadrant I and most PC activities are in Quadrant
II. You would know that the only way to make Quadrant I
manageable is to give considerable attention to Quadrant H,
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primarily by working on prevention and opportunity and by
having the courage to say "no" to Quadrants III and IV.

The two p.m. Board Meeting. We will assume the two p.m. executive
board meeting didnothave anagenda for theattending executives,
or perhaps you would not see the agenda xmtil you arrivedat the
meeting. This is not uncommon. As a result, people tend to come
unprepared and to "shoot from the hip." Such meetings are
usually disorganized and focus primarily on Quadrant I issues,
which are both important and urgent, dnd around which there is
often agreat deal ofsharing ofignorance. These meetings generally
result in wasted time and inferior results and are often little more
than an ego trip for the executive in charge.

In most meetings. Quadrant II items are usually categorized as
"other business." Because "work expands to fill the time allotted
for its completion" in accordance with Parkinson's Law, there
usually isn't time to discuss them. If there is, people have beenso
beaten and smashed by Quadrant I, they have little or no energy
left to address them.

So you might move into Quadrant II by first attempting to get
yourself on the agenda so that you can make a presentation
regarding how tooptimize the value ofexecutive board meetings.
You might also spend anhour ortwo inthe morning preparing for
that presentation, even if you are only allowed a few minutes to
stimulate everyone's interest in hearing a more extended prepara
tion at the next board meeting. This presentation would focus on
the importance of always having a clearly specified purpose for
each meeting anda well thought out agenda towhich each person
at the meeting has had the opportunity to contribute. The final
agenda would be developed by the chairman of the executive
board and would focus first on Quadrant n issues that usually
require more creative thinking rather than Quadrant I issues that
generally involve more mechanical thinking.

The presentation would also stress the importance of having
minutes sent out immediately following the meeting, specifjdng
assigiiments givenand dates of accountability. Theseitemswould
thenbe placed on appropriate futmeagendas which would besent
out in plenty of time for others to prepare to discuss them.

Now this is what might be done by looking at one item on the
schedule—the two p.m. executive board meeting—through aQuad
rant II frame ofreference. This requires a high level ofproactivity.
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including the courage to challenge the assumption that you even
need to schedule the items in the first place. It also requires
consideration in order to avoid the of crisis atmosphere that
often surrounds a board meeting.

Almost every other item onthe list can beapproached with the
same Quadrant II thinking, with perhaps theexception ofthe FDA
call.

Returning the FDA Call. Based on the background of the qualityof
therelationship with theFDA, you make thatcall in the morrung
so that whatever it reveals can be dealt with appropriately. This
might be difficult to delegate, since another organization is in
volved that may have a Quadrant I culture and anindividual who
wants you, and not some delegatee, to respond.

While you may attempt to directly influence the culture of your
own organization as a member of the executive board, your Circle-
of Influence is probably not large enough to really influence the
culture ofthe FDA, soyou simply comply with the request. Ifyou
find the nature of the problem uncovered in the phone call is
persistent or chronic, then you may approach it from aQuadrant II
mentality inaneffort to prevent such problems in the future. This
again would require considerable proactivity to seize the opportu
nity to transform the quality of the relationship with the FDA or to
work on the problems in a preventive way.

Lunch with the General Manager. You mightsee having lunch with
the general manager as a rare opportunity to discuss some longer-
range, Quadrant II matters in a fairly informal atmosphere. This
may also take thirty to sbcty minutes in the morning to adequately
prepare for, or you may simply decide to have a good social
interaction and listen carefully, perhaps without any plan at all.
Either possibility may present a good opporturuty to build your
relationship with the general manager.

Preparing the Media Budget. Regarding item number two, youmight
call in two or three of your associates most directly connected to
media budget preparation andask them tobring their recommen
dations in the form of "completed staff work" (which may only
require your iiutials to finally approve) or perhaps to outline two or
three weU-thought-out options you can choose from and identify
the consequences of each option. This may take a full hour
sometime during the day—to go over desired results, guidelines.
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resources, accountability, and consequences. But by investing this
one hour, you tap thebest thiiiking ofconcerned people who may
have different points ofview. Ifyou haven't taken this approach
before, you may need to spend more time to train them in what
this approachinvolves, what "completed staff work" means, how
to S5mergize aroimd differences and what identifying alternative
options and consequences involves.

The "IN" Basket and Correspondence. Instead ofdiving intothe "IN"
basket, you wotild spend some time, perhaps thirty to sbcty
minutes, beginning a training process with your secretary so that
he or she could gradually become empowered to handle the "IN"
basketas wellas the correspondence under item number five. This
training program might go on for several weeks, even months,
until your secretary or assistant is really capable of being results-
minded rather than methods-minded.

Yoiu- secretary could betrained togothrough all correspondence
itemsand all "IN" basketitems, to analyze them and to handle as
many as possible. Items that could not be handled with confidence
could becarefuUy organized, prioritized, andbrought toyou with
a recommendation or a note for yoitt own action. In this way,
within a few months your secretary or executive assistant could
handle 80 to 90 percent of all of the "IN" basket items and
correspondence, often much better than you could handle them
yourself, simply because your mind is so focused on Quadrant 11
opportunities instead of buried in Quadrant I problems.

The Sales Manager and Last Month's Sales. A possible Quadrant n
approach toitem number four would betothink through theentire
relationship and performance agreement with that sales manager
to see if the Quadrant II approach is being used. The exercise
doesn't indicate what you need to talk tothesales manager about,
but assuming ifs a Quadrant I item, you could take the Quadrant
n approach and work on the chronic nature ofthe problem as well
as the Quadrant I approach to solve the immediate need.

Possibly you could train your secretary to handle the matter
without your involvement and bring to your attention only that
which you need to be aware of. This mayinvolve some Quadrant
n activity with your sales manager andothers reporting toyou so
they imderstand that yoxu- primary function is leadership rather
than management. They can begin to understand that they can
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actually solve the problem better with your secretary than with
you, and free you for Quadrant II leadership activity.

Ifyou feel that the sales manager might beoffended by having
your secretary make the contact, then you could begin the process
of building that relationship so that you can eventually win the
confidence of the sales manager toward your both taking a more
beneficial Quadrant II approach.

Catching Up on Medical Journals. Reading medical journals is a
Quadrant II item you may want to procrastinate. But your own
long-term professional competence and confidence may largely be
a function ofstaying abreast ofthis literature. So, you may decide
toputthe subject onthe agenda for your own staff meeting, where
you could suggest that a systematic approach to reading the
medical journals be set up among your staff. Members ofthe staff
could study different journals aijd teach the rest the essence of
what they leam at future staff meetings. In addition, they could
supply others with key articles orexcerpts which everyone really
needs, to read and understand.

Preparing for Next Month's Sales Meeting. Regarding item number
seven, a possible Quadrant II approach might betocall together a
small group of the people who report to you and charge them to
make a thorough analyisis of the needs of the salespeople. You
could assign them tobring acompleted staff work recommendation
to you bya specified date within a week or ten days, giving you,
enough time to adapt itand have itimplemented. This may involve
their interviewing each of the salespeople to discover their real
concernsand needs, or it might involve sampling the sales group
so that the sales meeting agenda is relevant and is sent out in
plenty of time so that the salespeople can prepare and get mvolved
in it in appropriate ways.

Rather than prepare the sales meeting yourself, you could
delegate that task to a small group of people who represent
different points ofview anddifferent kinds ofsales problems. Let
them interact constructively and creatively and bring to you a
finished recommendation. If they are not used to this kind of
assigiunent, you may spend some of that meeting challenging and
training them, teaching them why you are using this approach and
how it will benefit them as well. In doing so, you are beginning to
train your people to think long-term, to be responsible for com-
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pleting staff work or other desired results, to cxeativyy interact
with each other in interdependent ways, and to do a quaHty job
within specified deadlines.

Product "X" and Quality Control. Now let's look at item number
eight regarding product "X/' which didn't pass quality control.
TheQuadrant Uapproach wouldbe to study that problem to see if
it has a chronic or persistent dimension to it. If so, you could
delegate to others the careful analysis of that chronic problem with
instructions to bring to you a recommendation, or perhaps simply
to implement what they come up with and inform you of the
restilts.

The net effect of this Quadrant II day at the office is that you are
spendingmostofyour timedelegating, training, preparinga board
presentation, maldng one phone call, and having a productive
Ivmch. By takinga long-term PCapproach, hopefully in a matterof
a few weeks, perhaps months, you won't face such a Quadrant I
scheduling problem again.

As you go through this analysis, you may be thinking this
approach seems idealistic. You may be wondering if Quadrant 11
managers ever work in Quadrant I.

I admitit is idealistic. This bookis not about the habits ofhighly
ineffective people; it's about habitsofhighlyeffective people. And to
be highly effective is an ideal to work toward.

Of course you'll need to spend time in Quadrant I. Even the best
laid plans in Quadrant n sometimes aren't realized. But Quadrant
I canbe significantly reducedinto moremanageable proportions so
that you're riot always into the stressful crisis atmosphere that
negatively affects your judgment as well as your health.

Undoubtedlyit will take considerable patience and persistence,
and you may not be able to take a Quadrant II approach to all or
even most of these itemsat this time. Butif you can begin to make
some headway on a few of them and help create more of a
Quadrant II mind-set in other people as well as yourself, then
downstream there will bequantvim improvements in performance.

Again, I acknowledge that in a familysetting or a smallbusiness
setting, such delegation may not be possible. But this does not
preclude a QuadrantIImind-set which wouldproduce interesting
and creative ways within your Circleof Influence to reduce the size
of Quadrant I crises through the exerciseof Quadrant n initiative.



Problem/Opportunity Index

This index should not be interpreted as an attempt to provide "quick fix"
solutions todeep concerns. It is, rather, a reference to material in this book that
spedflcally deals with these concerns and, hopefully, will provide insight and
help inworking onthem. These references reflect parts ofthe holistic, integrated
approach of the Seven Habits and are most effective when understood and used
in context.

PERSONAL EFFECTIVENESS

Growth and Change

Can you really create change in your life?
If you can change seeing, you can

change being, 15-45
Gravity to puU to you, 46-48
From "you" to "I" to "we," 48-52
Your companion in change, 59-60
Opening your "gate of change,"

60-62

Beingin charge of change, 65-94
Becomingyour own first creator,

103-106

Using your head, 132-135
Onward and upward, 304-306

When change is unsettling
Creating a changeless core, 108

When you've been handed a.bad script
Changing it, 103-106, 132-145
Passinga new script on to others,

,316-318

"But it's too hard to changer
The power of independent will,

147-149

When to say "yes!" and what it
takes to say "no!," 150-158

Trying to be something you're not
You can't get the fruits without the

roots, 21-23, 217
S)nnbol without substance, 35-38

When you're bumed-out onsetting goals
Puttingyourselfin control immedi

ately, 91-92

Goals that grow out of mission and
roles, 135-137

Making it happen each week, 163

Personal Leadership

When you don't know ifyou're being
effective or not

What is "effectiveness" anyway?,
52-59

You're "really busy"—so what?,
98-99

Ifyou're "successful"—and miserable
Primary and secondary greatness,

21-23

Symbol without substance, 35-36
Outside-in, 43-44
When your "ladder of success" is

leaning against the wrong wall,
98-99

When what you'red.oing doesn't work
Inside-Out, 15-45

Living a facade
You can only pretend for so long,

36-38

When youdon't have a solid core
You can't make a lighthouse move,

32-35

Creating a "principle center," 122-
128

When you can't find purpose or meaning
in your life

Transcending adversity, 74-75
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Habit 2: Begin With the End in
Mind, 95-144

Moving beyond self, 299
Roots and wings, 314-318

When youfeel controlled by
circumstances or otherpeople

Your companion in change, 61
Habit 1: Be Proactive, 65-94
Habit 2: Begin with the End in

Mind, 95-144 v
Habit 3: Put First Things First, 142-

182

Understanding yourscripting
^e power of a ten-second experi

ence, 24-29
Habit 1: Be Proactive, 65-94
Habit 2: Begin with the End in

Mind, 95-144
Inside-Out Again, 314-318
Appendix A - Possible Perceptions

Rowing out of Various Centers

Personal Management

Planning systems that don't work
"Efficiency" may not be the an

swer, 41
Four generations of time manage

ment, 149-150
Quadrant n—^the new generation,

158-171

Losing sightof jvhat really matters
Habit 2: Begin with the End in ,

Mind, 95-144
Habit 3: Put First Things First, 145-,

182

When you can't say ''nor
What it takes to say "no!," 156-158

When you want to run away
The pleasure-centered life, 114-115
Escape from the poundine surf,

152-153

Maintaining Balance and Peace

Being greatat something—at the sacrifice
ofeverything else

Having a solid center for balanced
success, 109-128

Identifying roles and goals, 135-
137

The fourth generation makes it
, possible, 161, 170-171

When family and work demands conflict
Creating a personal constitution,

106-109
Keeping priorities straight, 113-114
Identif]^g roles and goals, 135-

137

Ifyou suffer from feelings ofinsecurity
Where do you get your seciuity?,

109-128
Like yourself before you can like

others, 186-187
Sources of intrinsic security, 298-

299

Handlingmoods
You are greater than your moods,

66-67
When your honor becomes greater

than your moods, 92
Handling tough problems

Turning adversity into opportu
nity, 74-75

Acting instead of being acted
upon, 76-77

Defining your problem: direct, indi
rect or no control, 85-86

Making decisions
The value of a Personal Mission

Statement, 108-109

When "PMA" doesn't work ^
Facing reality, 77

Achieving success ... andkilling your
self in the process

Effectiveness lies in the balance,
52-59

Habit 7: Sharpen the Saw, 287-307
When you're unhappy

What is happiness?, 47-48
The have's and the be's, 8^90
Beingresponsible for your own

happiness, 93
When you make a mistake

The other end of the stick, 90-91
Askingforgiveness when you

"blow it," 197-199

INTERPERSONAL EFFECTIVENESS

Family
Cratingstrong families

Parents caught in management
paradigm, 103



Creating a family mission state
ment, 137-139

Using a force field analysis, 279-
280

Roots and wings, 314-318

''But I neverhave timefor myfamily!"
Habit 2: Begin with the End in

Mind, 95-144
Habit 3: Put First Things First, 145-

182

Who's more important—^the indi
vidual or the masses?, 201

Making one-on-one time, 258-259
Taking time—together, 309-314

When thefamily climate is wrong
Parents caught in management

paradigm, 103
Changing the climate, 279-281
Becoming a transition person, 31^-

318

Whenyour happiness is based on your
family

Being family-centered, 112-113

Marriage

Falling out of love
Are you empowering your

spouse's weaknesses?, 41-42
If you want to have . . . be!, 43
Love her!, 79-80

When your spouse is the problem
If you want to have . . . be!, 43
Stay in yoiu- Circle of Influence,

81-90

Influencingyour spouse
Working on the "be's," 90
The thirty-day test, 92-93
Building an Emotional Bank Ac-

coimt, 185-203
The key to your influence, 238-239

Walkingout on a marriage
Forsaking responsibility in the

name of independence, 50

Deteriorating or broken relationships
When the greed for golden eggs

kills the goose, 55
Building the Emotional Bank Ac

count, 188-203
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When your happiness is based on your
spouse's

Being spouse-centered, 111-112

Dealingwith differences
When you're spouse-centered, 111-

112

Habit 5: Seek First to Understand,
235-260

Habit 6: Synergize, 261-284
The Frigidaire hang-up, 309-314

When there's no trust in the relationship
Building an Emotional Bank Ac

count, 185-203

"But we n^er have timefor eachother!"
Spending one-on-one time, 257-259
Taking time—together, 309-314

When there's no communication
Communication, cooperation and

synergy, 270-274
Tatog time to talk things out, 309-

314

Confessing each other's "sins"
Being enemy-centered, 117
Negative synergy, 274-277

Parenting

Overreacting to a child'snegative be
havior

Writing a new script, 104-106
Being family-centered, 112-113
Seeing and being differently, 132-

133

When you "blow it," 198-199

Whenyou don't like the kind of parent
you are

Rewriting your script, 104-106
Seeing and being differently, 132-

133

Role-plajdng your concerns, 258-
259

If you or your spouse is emotionally im
mature

Being imvydlling to change, 37
Parental "image" can overpower

parental integrity, 38-40

If you have a need to be popular with
your child

Being family-centered, 112-113
Going for the golden eggs, 55-56
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Influencing a child
From "please" to power, 38-40
Overpowering children when

they're young, 55-56
Building an Emotional Bank Ac

count, 185-203
Habit 5: Seek First to Understand,

235-260

Getting children tohandle their jobs
cheerfully and well

Getting the golden eggs—and pre
serving the goose, 56

"Green and clean," 174-179

Creatinga WinlWin with a child
"No Deal"—a liberating option,

215

Licensed to drive—a WinMin op
portunity, 228

Raisinga responsible child
Getting golden eggs and preserv

ing the goose, 56
"Green and clean," 174-179
Creating a WinAVin, 228
"If Mommydoesn't get us up in

time . . . 232

Encouraging a child: "Use your
R&I!," 75

Building a relationship witha child
Star Wars, 56-57
Proactivity: the thirty-day test, 92-

93

Building an Emotional Bank Ac
count, 185-203

Habit 5: Seek First to Understand,
235-260

When getting your own way weakens the
relationship

Parental "image" can overpower
parental integrity, 38-40

Overpowering children when
they're young, 55-56

Getting the golden eggs—^and pre
serving the goose, 59

Rescripting over-reactive behavior,
104-106

When one wins and one loses,
both lose, 209-213

When your child sees things differently
"I don't want to share!," 38-40
Star Wars, 56-57

Handling a "rebellious" son, 199-
201

Habit 5: Seek Furst to Understand,
235-260

When a child has difficulty in school
Looking at your lens as well as

throughit, 16-21

"Look at mychild-—Fm a failureV
Getting social mileage out 6f your

child's behavior, 16-21
Parental "image" can overpower

parental integrity, 38-40
Being family-centered, 112-113

When your child's self-esteem is low
Changing the way you see your

child, 16-21
Possessing selfprecedes sharing

with others, 40
Reflections from the social mirror,

67-68
Habit 5: Seek First to Understand,

235-260
The image you reflect back to oth

ers, 299-301

When you can't understand your child
Habit 5: Seek First to Understand,

235-260

Motivatingchildren
"Green and clean," 173-179

When your childwon't communicate
Learning how to listen, 245-253

Relationships with Others

Ifit's difficult to build good relationships
You can't get the fruits without the

roots, 21-23
From "you" to "I" to "we," 48-52
Building Emotional Bank Accounts,

185-203

When you don't understandothers
Habit 5: Seek First to Understand,

235-260

When others don't understand you
Then seek to be understood; 255-

257

Handling blaming, accusing, or ugly feel
ings towards others

A dependent response, 49
Listening to your language, 78-80



Ugly feelings are buried alive, 209
Creating an abundance mentality,

219-220

If you don't havea WinfWin character
Finding a mentor or model, 220

When you need togivefeedback—but it's
going to hurt

Courage and consideration: creat
ing tiie balance, 218-219

Dealing with differences
Two people see differently; both

can be right, 24-29
Star Wars, 56-57
The glasses you wear make a dif

ference, 126-128
The difference is all in your head,

130-131
Understanding: one person's mis

sion is Another's minutia, 190-
191

Habit 5: Seek First to Understand,
235-260

"But you said. . . 194-195
The laws of love and the laws of

life, 199^201
Habit 6: Synergize, 261-284

When there's no communication
Tiymg to see the "old lady," 24-29
Biiild&g bank accounts oftrust,

185-203
Habit 5: Seek First to Understand,

235-260

Synergy and commimication, 269-
271

When there's no cooperation
Cooperation, commimication and

trust, 270

Influencing others
"Search your own heart. . . 16-

21

If you want to have, be . . . , 43
P/PC in the human dimension, 55-

56

Working in your Circle of Influ
ence, 81-90

Building Emotional Bank Accounts,
185-203

Open communication in Win/Win,
220-222 '

The key to influence, 238-239
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To influence, you have to be influ
enced, 243

If you can't reach a WinlWin
"No deal"-^ liberating option,

213-216

Not all decisions need to be Win/
Win, 222

Competition has its place, 230
"Irreconcilable" differences

You don't have to take them to
court, 280-283

When there's no trust
Building Emotional Bank Accounts,

185-203

Building strong relationships
If you want to have, be . . . , 43
Creating a changeless core, 61
A tool that makes it possible, 161^

162

Building Emotional Bank Accounts,
185-203

Relationships—a key to WinAVin,
220-222

Bonding in the AEC, 269-270
Sodal/emotional renewal, 297-299

Rebuilding broken relationships
Building Emotional Bank Accounts,

185-203

Thinking WinlWin when you're dealing
with a WinlLose person

Dealing with Win/Lose—^the real
test of WinAVin, 221

Scripting others
The power of perception, 16-21
Reflections from the social mirror,

67-68

The image you reflect back to oth
ers, 299-301

Loving—with no strings attached
The laws of love and the laws of

life, 199-201

"But I know how to listen!"
Are you really listening?, 245-253

When communication becomes emotional
Don't unload—Glisten!, 251

Relationships on the }ob
Working fora dictator

If you want to have, be . . . , 43
Being a proactive gopher, 86-88
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Handlingpeerresentment
Proactivity—^the key, 86-88

When thejob isn't clear
"But you said.../' 194-195

When you're not getting through to your
boss

Making effective presentations, 255-
257

Dealingwith difficult relationships on the
job

Giving yourself to the one, 201-202

When management resists change
Being a proactive gopher, 86-88
Focusing on results, 224-226

Running scaredof your boss
The capacity to earn—your most

important financial asset, 55

Getting a job
Using your "R&I," 75

ORGANIZATIONAL EFFECTIVE
NESS

Creating topquality organizations
Organizational PC, 57-59
Measure once, cut twice, 99
Creating organizational mission

statements, 139-143
Creating synergy in business, 267-

269

Stewardship delegation—a focus
on results, 173-174

Relationships at the top—^the key,
201-202

Habit 4: Think WinAVin, 204-234
Habit 5: Seek First to Understand,

235-260
Habit 6: Synergize, 261-284
Balanced renewal in business, 302-

303

Lack of teamwork in theorganization
Independence precedes effective

interdependence, 48--52, 185-188
Creating organizational mission

statements, 139-143
Habit 4: Think WinAVin, 204-234
Habit 6: Synergize, 261-284

Rivalry, politicking, conflict in the orga
nization

Negative.synergy, 274-275

When the environment is WinlLose
You get what you reward, 229-232

Poor customer service

Watering down the chowder, 58
"F' problemis are "PC" opportimi-

ties, 203
"My salespeople are just order tak

ers!," 230-231

Gettingcrunched by the changing econ
omy

Actor be actedupon, 76
Wrong jungle!, 101-103

"Creaming"
"My sdespeople are just order tak

ers!," 230-231

High producers who are interpersonal
disasters

Watering what you wiant to grow,
231-232

MANAGERIAL EFFECTIVENESS

When you're managing instead of leading
Wrong jimgle!, 101-103

When you have too much to do
"Efficiency" may not be the an-

swier, 41
Habit 3: Put First Things First, 145-

182
A Quadrant 11 Day at the Office,

333-340

Ineffective.meetings
The two P.M. board meeting, 336-

337

Preparing for next month's sales
meeting, 339-340

Handling corresporuience
The "in" basket and correspon

dence, 338

Keeping up on tradepublications
Catching up on medical journals,

339

Budgets
Preparing the media budget, 337-

338

Irresponsible employees
Is it "them" or "me?," 41



Treating employees like your best
customers, 58-59

"But you said . . . /' 194-195

Negative feelings in business relation
ships

Moving from 5 to 20 percent Quad
rant U time, 155-156

Negative feelings are buried alive,
209-213

Lack of creativity, innovation
Stewardship delegation—bringing

out the best, 171-179
Habit 4: Think WinAVin, 204-234
Habit 6: Synergize, 261-284

Dealing with a low trust culture
The price of a high-trust culture,

38

Trymg to legislate trust, 43
BuUd^g Emotional Bank Accounts,

185-203
Habit 4: Think Win/Win, 204-234

If you can't reach a Win/Win
"No deal"—a liberating option,

213-216
Not all decisions need to be Win/

Win, 222
Competition has its place, 230

\

problem/opportunity index 347

Expensive, time-consuming training pro
grams ^

Learner-control and results focus,
224-226

Unmotivated employees
"Green and dean," 174-179
Win/Win management training,

224-226

Win/Win performance agreements,
226-229

Too many people to supervise
Increasing the span of control with

Win/Win, 226-229
The sales manager—it can be dele

gated, 338-339
In difficult negotiations

The most viable alternative—Vfin/
Win, 212-213

"No deal"—a viable option, 213-
216

"We'd like you to write the con
tract254-255

You don't have to take it to court,
280-283

Performance evaluation problems
Helping people evaluate

themselves, 226-229
Watering what you want to groW/

231-232 '
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Abundance Mentality, 219-21, 300,
304

accountabiHty, 174, 224, 227
Addison, Joseph, 97
advisement response, 245
affirmation, 132-35
"Aha!" experience, 29
Alcoholics Anonymous prayer, 86
Amiel, 317-18
"Animal School, The" (Reeves), 278-

279

apologizing sincerely, 197-99
application suggestions:

for begin with end in mind, 144
for first thing first, 179-82
for proactivity, 93-94
for renewal, 306-7
for synergy, 284
for understanding, 259-60
forWinMin,234

Aristotle, 46
attitudes, 23-24

definition of, 23
sources of, 28, 30, 31, 35, 78, 125

attitudinal values, 74-75 ^
autobiographical responses, four,

245-53

balance, 161, 301^3
balanced self-renew^, principles of,

287-307 •
Barton, Bruce, 287
begin with end in mind, 95-144

3l things are created twice, 99-100
alternative centers, 111-18
appUcation of, 146-47, 149, 151,

169, 170, 191
application suggestions for, 144
fa^y mission statements, 137-39
identifying center, 118-22
identi^dng roles andgoals, 135-37
leadership and management in,

101-3
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organizational mission statements,
139-43

personal mission statement, 106-9,
128-29

principle center, 122-28
rescripting (becoming your own

first creator), 103-6
behaviors, 23-24, 90

patterns of, 48
reactive vs. proactive, 71-72, 77,

78-80, 83, 85, 87-88
sources of, 28, 30, 31, 35, 78, 125
three areas of problems in, 85-86

being, 31-32, 47
Bennis, Warren, 101
Benson, Ezra Taft, 309
be's, 89-90
brain, left, functions of, 130, 135,

147, 255, 275
brain, right, 130-35, 137

expanding perspective of, 131-32
functions of, 130, 147, 275
two ways to tap into, 131-35
visualization by, 132-^5

brain dominance theory, 130, 131
Brooks, Phillips, 296-97
Bush, George, 262
business, S5mergy in, 267-69

Camp David Accord, 104
center(s), 109-28, 294

alternative, 111-18
identifying of, 118-22
life-support factors for, 109-11
possible perceptions flowing out

of, 321-29
principles as, 32-35, 122-128, 147,

171, 275
change:

abidty to, 108
Force Field Analysis in, 279-83
from inside out, 35-40, 316-18
principles of, 35-40, 47-48



jEromrenewal, 279-83, 304-6
seealso inside-out process

character:

and communication, 237-39
three traits of, 217-21
WinMin, 216, 217-21

Character Ethic, 18-23, 148
vs. Personality Ethic, 18-21, 30, 32,

187, 238-39
primary greatness trait in, 21-23
principles and values of, 18, 32

Chariots of Fire, 221
church centeredness, 117-18, 125,127
Churchill, Winston, 262
Circle of Concern, 81-85, 90-91, 257,

258 .

Circle of Influence, 81-91
commitments and promises in, 91
expanding of, 86-88, 89-90
negative energy and, 83, 84
one on one in, 257-59
positive energy and, 83
in relationships, 222
renewal in, 289, 304

classroom, synergy in, 265-67
coherence, 160-61"
commitment(s):

involvement and, 143
making and keeping, 91-92, 188,

193-94, 217
in upward spiral, 306

"Common Denominator of Success,
The" (Gray), 148-49

communication, 17, 195
character and, 237-39
and Emotional Bank Accotmt, 188-

190
empathic, principles of, 235-60
four basic types of, 237
from inside-out, 310-14
integrity and, 197
levels of, 270
in relationships, 220-23
S5niergy and, 264-65, 269-71
third alternative in, 271-74
seealso listening; imderstanding

compensation system, 231-32
competition, 206, 208-9, 210, 215,

229, 230
compromise, 221, 222, 270-73, 281
computer metaphor, 70, 129, 135, 169
conditioning, 67-68, 70, 71, 89
confrontation, 196-97
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conscience, 70, 128, 147, 319
education and development of,

305-6

as himian endowment, 70, 71, 92,
100, 103-6, 130, 146, 147, 305

in proactive model, 71
in time management, 171

consequences:
of actions, 91-91,123
as expectation, 174, 224, 228,

232

four kinds of, 227-28
consideration, 216, 218-19, 2f5
Constitution, U.S., 107-8
contribution, as law of life, 199
cooperation:

vs. competition, 205-6, 208, 209,
229,230

creative, principles of, 261-84
as law of life, 199
and levels of communication, 270

Copernicus, 29
courage, 201-2, 216, 217-19, 255, 284
creation:

by design or default, 100
first, 99-106, 129-31, 134, 146-47
leadership and management, 101-3
mental and physical, 99-100, 146-

147

rescripting as, 103-6
second, 99-103, 147

creative process, see synergy
creative values, 74
credibiHty, 221-22, 255
crises, 151, 152, 154, 156, 159, 161

Daily Private Victory, 296, 303, 304,
316, 318

daily vs. weekly scheduling, 161,
165-68, 171

Declaration of Independence, U.S.,
34, 108

defensive commimication, 270
delegation:

agreements, 223-24, 227
five elements in, 174, 223-24
"gofer," 173, 226
increasing P and PC by, 171-72
stewardship, 173-79, 223-24, 227
in weekly organizing, 168

deMme, Cecil B., 33
dependence, 49-51, 199, 274
desire, 47, 48, 92
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determinism: ,
paradigm of, 70, 78, 79
three theories of, 67-68

development, see growth
diagnosis before prescription, 243-45
differences, valuing, 263, 274, 277-79,

.284 .
dignity, 34
direct controIT85-86
discipline, 148,186

as law of life, 199
. in time management, 157-58

doing, in upward spiral, 306
driving forces, 279-83
Drucker, Peter, 101, 154, 227
dupUcity, 21, 196, 217

ecology, 283
education, 265-67, 294-97
effectiveness, 52-4, 101, 188, 283

efficiency vs., 91, 98, 161-62, 169-
170, 171

habits and paradigm of, 47, 48, 52-
54, 56, 59, 67, 92

by organizational PC, 57-59
personal, 42, 147

Einstein, Albert, 42
Einsteinian relativity paradigm, 29
EUot, T. S., 44, 319
Emerson, Ralph Waldo, 22, 318
Emotional Bank Account, 188-90

relationships and, 221-22
six major deposits in, 190-202
understanding and, 239, 241-43,

248, 251-59
emotional deposits, 190-202

apologizing sincerely, 197-99
attending to little things, 192-93
clarifying expectations, 194-95
keeping commitments, 193-94
laws of love and laws of life in,

199-202

showing personal integrity, 195-97
understanding individual, 190-92

emotional dimension, in renewal,
288, 297-99, 302, 304

emotional responses, 251
empathic communication, principles

of, 235-60
empathic listening, 239-43

seealso listening
endurance, 289-90
enemy centeredness, 115-17, 125, 126

energy, positive and negative, 83, 84
environmental determinism, 68
ethos, 255
evaluation response, 245
excellence, 34
exercise, 289-92
expectations:

clarifying, 194-95
in five areas, 174, 223, 227
and time management, 150, 152,

170, 174
experiential values, 74

fairness, 34
family centeredness, 122-13, 125,

126

family mission statements, 137-39
Farouk I, King of Egypt, 104
Ferguson, Marilyn, 60-61
financial assets, 54, 55
first (mental) creation, 99-106, 129-

131, 134, 146-47
first things first, 145-82, 191

application suggestions for, 179-82
becoming Quadrant II self-

manager, 162-68
delegation, 171-79
and four generations of time man

agement, 149-50, 159-60, 170-71
living it, 169-70
moving into Quadrant H, 158-60
Quadrant H, 150-56, 179
Quadrant n tool, 160-62
what it takes to say "no," 156-58

Fisher, Roger, 233
flexibility:

physical, 290
in planning, 162.

focus:
proactive, 82, 83
Quadrant n, 158, 161
reactive, 83, 84

Force Field Analysis, 279-83
Frankl, Viktor, 68-70, 73, 74, 92, 108,

128-29, 299
Franklin, Benjamin, 18
freedom to choose, 68-71, 73
Freudian psychology, 69
friend centeredness, 115-17, 125, 126
Fromm, Erich, 36

Gandhi, Mohandas K., 72, 88
Garfield, Charles, 134



generations, in time management,
149-50, 159-60, 170-71

genetic determinism, 67-68
Getting to Yes (Fisher and Ury), 233
goals:

and expectations, 194-95
long-term, 92, 135-37
selecting of, 163
in weekly organizing, 168,171

God, 319
Goethe, Johann Wolfgang von, 146,

301

Golden Rule, 192
goodness, 21, 22
goose and golden egg fable, 52
Gordon, Arthur, 292-93
Gray, E. M. 148-49
greatness, primary and secondary,

21-23

growth, 148
Force Field Analysis in, 279-83
maturity continuum as, 48-52,

110-11, 199
principles of, 33, 34, 35-40, 47-48
from renewal, 279-83, 304-^

guidance, 109-28, 216
guidelines, as expectation, 174, 223,

227, 232

habits, 47-48
one, 65-94
two, 95-144
three, 145-82
four, 204-34
five, 235-60
six, 261-84
seven, 287-307
breaking of, 46-47
of effectiveness, 47, 48, 52-54, 92
of interdependence, 203
maturity continuum and, 48-52
organizational PC as, 57-59
readers' application of, 59-60
and synergy, 52
workbig on, 86

Hammarskjold, Dag, 201, 305
Handel, George Frederick, 127
happiness, 18, 30, 33, 48
Harvard Business School, 27
have's, 89-90
heart, exercising of, 290, 291-92
Holmes, Oliver Wendell, 96
honesty, 34, 195-97
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human assets, 54, 55-56, 58
himian endowments, 70, 71, 9i, 100,

103r-6, 130, 146, 147-48, 216, 305,
314

human interaction:

six paradigms of, 206-16, 270
which option is best in, 211-13
seealso interdependence

himian nature, 319
balance in renewal of, 301-3
four dimensions of, 288-301

human relations, seePersonality Ethic
humiHty, 201

IBM, 17, 91, 139-40
ignoring vs. listening, 240
image, 19, 20, 28
imagination, 70, 146-47

as human endowment, 70, 71, 92,
100, 103-6, 130, 146, 147

in proactive model, 71
visualization and, 131-35, 137

importance, in time management,
150-54, 156, 157, 159, 179

independence:
and interdependence, 186-87, 199,

206, 271
paradigm of, 49-51

independent will, 70
as human endowment, 70, 71, 92,

146

power of, 147-49
in proactive model, 71

indirect control, 85-86
individual, understanding of, 190-92
influence, human:

by listening, 238-43
thirty separate methods of, 86
see also Circle of Influence

initiative, 71, 75-76, 216
In Search of Identity (Sadat), 103-4,

220, 317
inside-out process, 15-44, 309-18

new level of thinking in, 42-44
Personality and Character Ethics

in, 18-21
power of paradigm in, 23-31
primary and secondary greatness

in, 21-23
principle-centered paradigm in,

31-35

principles of growth and change
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inside-out process (cont.)
way we see problem is problem in,

40-42, 89
integrity, k, 92, 169, 170, 195-97,

229, 298
as character trait, 217
as law of life, 199

interaction, see human interaction
interdependence, 185-203

Emotional Bank Account and, 188-
190

habits of, 203
and independence, 186-87, 199,

206,271
paradigm of, 49-51, 185-203

' P problems as PC opportunities in,
202-3

intergenerational living, 314-16
interpersonal communication, key to,

237,245
interpersonal effectiveness, 42
interpersonal leadership, 204-34
interpretation response, 245
involvement, commitment and, 143

Japan, economic success of, 283, 303
Jefferson, Thomas, 108
Johnson, Samuel, 93, 185
Jordon, David Starr, 15
Jordan, William George, 22-23
Joseph, story of, 89

Kerr, Rolfe, 106-7
kindnesses, 192-93
knowledge, 47, 48, 92
Koch, Frank, 32
Kuhn, Thomas, 29

language, listening to, 78-80
laws:

of love and Ufe, 199-202
natural, seeprinc^le(s)

leadership:
basic task of, 218
interpersonal, principles of, 204-34
vs. management, 101-3, 147, 148,

158 ^
personal, 95-144
transactional vs. transformational,

222

learning:
mutual, 216, 221
in upward spiral, 306

Lewin, Kurt, 279
liberty vs. freedom, 69
Ufe, laws of, 199-202
life-support factors, 109-28

centers' affection, 111-18
development of, 122-28
identifjdng center by, 118-22
maturity of, 110-11

Lilienthal, David, 269-70
listening:

empathic, 37, 47, 221-22, 239-43
four levels of, 240
logical or emotional responses in, 251
skills for, 248-49, 252
time investment in, 252-53
training in, 238
seealso understanding

literature, 292, 296
little things, attending to, 192-93
logic, 130, 135, 255, 275
logical responses, 251
logos, 255
logotherapy, 108
long-term organizing, 168
Lose/Lose, 210
Lose/Win, 209-10, 270
love, 197, 199-202
loyalty, 58, 196
Luther, Martin, 294

McKay, David O., 294
management:

vs. leadership, 101-3, 147, 148, 158
personal, 145-82
time, 14^50, 151, 159-60, 170-71

management training, Win/Win, 224-
227

manager, and input/output, 172
manager's letter, 227
Mann, Horace, 46
Man of La Mancha, 300
Markham, Edwin, 205
Maslow, Abraham, 130
maturity, 217-19, 255
maturity continuum, 48-52, 199, 217

life-support factors on, 110-11
meditation, 292, 294
mental (first) creation, 99-100, 129-

131, 134, 146-47
mental dimension, in renewal, 288,

294-95, 302, 304
Messiah (Handel), 127
methods vs. results, 173-74, 227



middle way, 273
mimic content, in listening, 240, 248-

249

mirror, social, 67-68
Miserahles, Us (Hugo), 221
mission statements:

family, 137-^9
organizational, 139-43
personal, 106-9, 128-29, 294
in time management, 168, 171

mistakes, 90-91, 199
models:

proactive, 71
reactive, 68

money centeredness, 113-14, 125,

motivation:

satisfied needs and, 241
see also desire

motives, 19, 20, 22, 252
Muggeridge, Malcolm, 115

Nasser, Gamal, 104
nature, as synergistic, 263, 283-84
needs, satisfied, 241
negative energy, 83, 84
negative synergy, 274-77, 284
negotiation, 206-16, 233, 280

see also WinAVin
Newtonian model of physics, 29
"no," saying, 156-58
No Deal, Win/Win or, 213-16

objective reality, 33
objectivity, 28
one on one, 257-59
opportunities, 151, 154, 202-3, 258,

263

opportunity consequences, 227,
228

organizational mission statements,
139-43

organizational PC, 57-59
"Organize and execute around priori

ties," 149, 157
organizing, 296

long-term and weekly, 168, 171
seealso first things first; Quadrant

n

outside-in paradigm, 43-44, 89, 314

Paine, Thomas, 62
paradigms, 23-35
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attitudes and behaviors from, 28,
30, 31, 35, 78, 125

basic, and paradigm shifts, 29-31,
32

core, 111-18
differences and, 277-79
new level of thinking and, 43-44
power of, 23-29, 32
principle-centered, 32-35, 123-28,

147, 171
proactivity and, 70, 78, 79
renewal and, 305
of self, 67
of seven habits, 53
six, of human interaction, 206-

216

paradigm shifts, 29, 32
negative vs. positive, 30
power of, 29-31, 32
process of, 31-32
by readers, 59-60
as rescripting self, 103-6

Pareto Principle, 156
partnership agreements, 223-24
Pascal, Blaise, 236
pathos, 255
patience, 34, 39
Pavlov, Ivan Petrovich, 68
peace of mind, 298
penalties, see consequences
Penney, J. C., 171
people, effectiveness vs. efficiency

and, 161-62, 169-70, 171
perception demonstration, 23-29,

127, 130
perceptions:

changing of, 17-18, 29-31
differences in, 277-79
possible, flowing out of various

centers, 321-29
imderstanding and, 253-55
see also paradigms

performance agreements, 223-24,
227-29

Personality Ethic, 18^
basic flaws of, 28, 30, 31, 35-36
vs. Character Ethic, 18-21, 30, 32,

187, 238-39
impact of, 40-42, 44
techniques in, 19, 21-22, 187,

317

personal leadership, 95-144
personal management, 145-82



354 INDEX

personal mission statement, 106-9,
294

writing and using, 128-29
personal vision, 65-94, 216
perspective, expanding of, 131-32
physical assets, 54-55, 57
physical (second) creation, 99-100,

147

physical dimension, in renewal, 288,
289-92, 302, 303

planning, in time management, 151,
154, 156, 160-62, 168, 296

pleasure centeredness, 114-15, 125,
126

positive energy, 83
positive mentd attitude (PMA), 19
positive thinking vs. proactivity, 77
possession centeredness, 114, 125,

126

posterity, 316
potential, 34
Potiphar, 89
power, 109-28, 216

of independent will, 147-49
of paradigm, 23-31

P/PC Balance:
assets and, 54-57
courage and consideration as, 218-

219
in interdependence, 188, 189
in levels of communication, 270-71
opportunities and, 202-3
in organizational effectiveness, 57-

59

principle of, 52-54, 59, 61
in time management, 150,154

practices vs. principles, 34-35
prescription, diagnosis before, 243-45
presentation process, 255^7
prevention of crises, 151, 154, 156,

161, 258
primary greatness, 21-23
principle(s), 32-44, 48, 90, 319

of balance self-renewal, 287-307
-centered paradigm, 32-35, 122-28,

147, 171, 275
as center of life, 122-28
of creative cooperation, 261-84
of empathic communication, 235-

260
examples of, 34
of^owth andchange, 35-40
of interpersonal leadership, 204-34

new level of thinking and, 42-44
of personal leadership, 95-144
of personal management, 145-82
of personal vision, 65-94
of P/PC Balance, 52-54, 59, 61
vs. practices, 34-35
problems and, 40-42
vs. values, 35

principled negotiation, 233
priorities:

organizing and executing around,
149-50, 157

seealso first things first; Quadrant
n

Private Victory, 63-182, 186, 297
DaUy, 296, 303, 304, 316, 318

proactivity, 65-94, 108
act or be acted upon, 76-78
application of, 100, 129, 146, 147,

169

application suggestions for, 93-94
Circle of Concern/Circle of Influ

ence in, 81-85
consequences and mistakes in, 90-

91,123
direct, indirect, and no control in,

85-86

expanding Circle of Influence in,
86-88

freedom of choice in, 68-70, 71,
73

have's and be's in, 89-90
listening to language in, 78-80
making and keeping commitments

in, 91-92
model, 71
vs. reactivity, 71-72, 77, 78-80, 83,

85, 87-88, 104-6
social mirror in, 67-^68
taking initiative in, 75-76
thirty-day test in, 92-93
value-based, 72, 80, 88, 106
writing personal mission statement

by, 128-29
probe response, 245
problems:

new level of thinking for, 42-44
P, as PC opportunities, 202-3
three areas of, 85-86
in time management, 151-56,

159

way we see problem as, 40-42
and WinAVin solutions, 233



process(es), 216, 233-34
habits and, 46-48
principle of, 36-38

producers:
and input/output, 172, 173
in time management, 150-56

production (P), 54, 243
assets and, 54-57
increasing, 160, 171-72, 226, 232
problems, as PC opportunities,

202-3

production capability (PC), 54, 109,
138, 243

assets and, 54-57
increasing, 160, 171-72, 226, 232
opportunities in, P problems as,

202-3

organizational, 57-59
personal, renewal as, 288-289

promises, 91-92
see also commitments

psychic determinism, 68
psychological consequences, 228
psychological dimension, in renewal,

288, 294-95, 302, 304
psychology, 18, 69
Ptolemy, 29
PubUc Victory, 183-284, 297, 298
Pygmalion effect, 17

Quadrant I, 151-55, 156, 158, 160,
289

Quadrant H:
advances of fourth generation and,

170-71 ^
day at office in, 179, 331-40
delegation in, 171-79
explanation of, 150-56
focus, 158, 161
living, 169-70
moving into, 158-60
paradigm, 179
renewal in, 289, 291, 294, 296, 304,

315

saying "no" for, 156-58
self-manager, 162-68
six important criteria in, 160r^2
tool, 160-62

Quadrant HI, 151-53, 156, 158, 160,
169

Quadrant IV, 151-53, 156, 158, 159-
160,169

quality, 34
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reactive focus, 83, 84
reactive language, 78
reactive model, 68
reactive vs. proactive, 71-72, 77, 78-

80, 83, 85, 87-88, 104-6
readers:

application by, 60
expectations from, 60-62
summary for, 51-52, 61
two paradigm shifts by, 59-60

reading, 296
reality, 24

interdependent, 211, 214, 274, 283
reactive vs. proactive, 77, 80, 88
subjective vs. objective, 33

Reeves, R. H., 278-79
reflecting feeling, in listening, 249
reflective listening, 240, 248
rdationships, 216, 221-23

in organizations, 2D1-2; see also /
Public Victory

in time management, 150, 151, 154,
155, 160, 169-70, 171

seealso interdependence; WinAVin
renewal, 285-318

application suggestions for, 306-7
balance in, 301-3
four dimensions of, 288-303
growth and change process from,

279-83, 304^
mental dimension in, 288, 294-97
physical dimension in, 288, 289-92,

302, 303
scripting others in, 299-301
sodal/emotional dimension in, 288,

297-99,302, 304
spiritual dimension in, 288, 292-94,

302, 303^
synergy in, 303-4
upward spiral in, 304-6 ,

rephrasing content, in listening, 249
rescripting self, 103-6, 315, 316
resources, 174, 223, 227, 233
respectful communication, 270, 271
response(s), 68-70, 93

to consequences and mistakes, 90-
91

four autobiographical, 245-53
gap between stimulus and, 69-70,

71, 73, 310, 314
logical or emotional, 251
in proactive model, 71
in reactive model, 68
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responsibility, 71, 89, 93
delegating of, 171
proactive people and, 71, 85, 86,

89-90, 92,93, 106
reactive people and, 78, 80, 87, 88
in Win/Win, 233
seealso proactivity

responsibility consequences, 228
restraining forces, 279-83
results:

desired, 173-74, 223, 227, 232
vs. methods, 173-74, 227
in time management, 151-56, 158
in Win/Win, solutions, 233

rewards, seeconsequences
Rogers, Carl, 267
roles:

and expectations, 194-95
identif^g of, 135-37, 162-63, 171
jh long-term and weekly organiz

ing, 168, 171
Roosevelt, Eleanor, 72
Roots, 316
Roskin, Leo, 198

Sadat, Anwar, 103-4, 220, 316-17
sameness, unity vs., 274
satisfaction, 150

of needs, 241
saw, sharpening of, 165, 166, 181,

287-3Q7
see also renewal

Saxenian, Hrand, 217
saying "no," 156-58
ScarcityMentality, 219
scheduling, 150, 161-68
scripting others, 299-301
scripting self, 103-6, 315, 316
secondary greatness, 21-23
second (physical) creation, 99-103,

147

security, 109-28, 216, 298-99, 303,
304

seeing, 31-32, 47
seek first to imderstand, then to be

understood, 235-60
selective listening, 240
self-awareness, 66-67

and freedom to choose, 69-70
as human endowment, 70, 71, 92,

100, 103-6, 130, 146, 147
and language, 78-80
in proactive model, 71

seealso proactivity
self-centeredness, 118, 125, 127 -
self-fulfilling prophecies, 17
self-manager. Quadrant 11, 162-68
self-mastery, seePrivate Victory
Selye, Hans, 299
sequencing, 186
service, 34, 298-99
Seven Habits, overview of, 46-62
Shaw, George Bernard, 299
Sheehan, George, 288
Shepherd, Herb, 288
sincerity, 197-99
skills, 47

as effective habit, 47, 48, 92
listening, 248-49, 252

social dimension, in renewal, 288,
297-99, 302, 304

social mirror, 67-68
solutions, 233, 254, 255
solution selling, 75
.spiral, upward, in renewal, 304-6
spiritual dimension, in renewal, 288,

292-94, 302, 303-4
spouse centeredness, 111-12, 125,

126

Stael, Madame de, 305
Star Wars, 56-57
stewardship delegation, 173-79, 223-

224, 227
stimulus:

gap between response and, 69-70,
71, 73, 310, 314

in proactive model, 71
in reactive model, 68
and response, 68-70

strength:
personal, 39, 201-2, 221-22, 274
physical, 290-91

structure, 216, 229-32
Structure of Scientific Revolutions, The

(Kuhil), 29
students, 265-67, 300-301
subjective reality, 19, 33, 98

Personality vs. Character Ethic of,
. 18-21, 30, 32

primary and secondary traits of,
21-23

principles and foundation of, 18
WinAVin in, 216

success literature, 18-19, 21, 134, 298
supportive systems, 216, 229-32
sympathy vs. empathy, 240



synergy, 52, 213, 215, 221, 227, 261-

all nature as, 263, 283-84
application suggestions for, 284
in business, 267-69
in classroom, 265-67
communication and, 264-65, 269-71
fishing for third alternative in, 271-

274, 284
Force Field Analysis in, 279-83
intrapersonal, 274-75
negative, 274-77
in renewal, 303-4
valuing differences in, 263, 274,

277-79, 284
systems, supportive, 216, 229-32

Tanner, N. Eldon, 299
teachers, 265-67, 300-301
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weekly vs. daily scheduling, 161,

165-68, 171
weekly worksheet, 165, 166-67, 181-
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