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 MBS:  Hey, �t's M�chael here. So, to help manage the flurry of 
 madness that �s a book launch, I'm releas�ng some of my 
 favor�te ep�sodes from the Vault. Thanks for your support of 
 how to beg�n buy�ng �t, read�ng �t, g�ft�ng �t, rev�ew�ng �t. All of 
 that means a great deal to me, and new �nterv�ews for 2 
 Pages w�th MBS w�ll beg�n �n February. So, the very f�rst 
 �nterv�ew that we released was w�th D�g How�tt. D�g and I 
 went to h�gh school together where he was really one of the 
 br�ll�ant all rounders, br�ll�ant at sport, br�ll�ant at math, 
 br�ll�ant academ�cally �n general, plus be�ng a lovely man. And 
 he's now CEO of Cochlear, a b�ll�on dollar purpose-led 
 company. So, please enjoy my conversat�on w�th D�g How�tt. 
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 MBS:  Have you ever wondered what �t's l�ke to be a CEO? I mean, a 
 CEO of a really b�g company, where they talk about numbers 
 l�ke b�ll�ons. I mean, what do they do all day? I'm M�chael 
 Bungay Stan�er, and th�s �s Two Pages w�th MBS, where 
 br�ll�ant people read the best two pages of a favor�te book of 
 the�rs, a book that has moved them, a book that has shaped 
 them. And today my guest �s D�g How�tt. He's CEO of 
 Cochlear, wh�ch �s a company that make hear�ng poss�ble for 
 people of all ages, people the trad�t�onal hear�ng a�ds don't 
 help, and D�g happens to be a fr�end of m�ne. We went to 
 h�gh school together, and he was that gen�us numbers guy, 
 the analyt�cal, br�ll�ant math k�d who excelled �n the math 
 classes and the phys�cs classes and the sc�ence classes. 

 I mean, I was �n those classes, but I was hold�ng on w�th my 
 f�ngerna�ls. All I really wanted to do was get to the Engl�sh 
 class, wh�ch was my zone of gen�us. I loved those classes. So 
 when D�g came up w�th h�s book, I was actually pretty 
 surpr�sed by the cho�ce of �t. But we'll get to that �n a 
 moment. I started th�s conversat�on by ask�ng D�g why he 
 actually left mathemat�cs, why he left that poss�b�l�ty, that 
 sh�n�ng future of h�s. 

 D�g:  I was �nterested �n bus�ness when I left un�vers�ty, and so I 
 wanted to see �f I actually had... Sort of �nterest�ng, I was 
 �nterested �n bus�ness because I had no �dea what bus�ness 
 d�d. I hadn't grown up �n a bus�ness. I'd never worked �n a 
 bus�ness. My dad was �n the publ�c serv�ce, but I dec�ded 
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 bus�ness was �nterest�ng, probably because I knew noth�ng 
 about �t. 

 MBS:  But D�g was about to learn the hard way. H�s f�rst job 
 manag�ng a company was not only �n an �ndustry he knew 
 noth�ng about, he was actually surrounded by people, he was 
 lead�ng people who'd been �n that �ndustry longer than he'd 
 been al�ve. 

 D�g:  I had done f�ve d�rect reports who had about 150 years 
 exper�ence �n the cement �ndustry, two of them w�th ch�ldren 
 older than me, spent forever �n the �ndustry and then I turned 
 up, know�ng noth�ng. So �t was really actually really good. I 
 say, �t's a really good f�rst management exper�ence because I 
 could not do the jobs of the people work�ng for me because I 
 had no �dea what they're do�ng. So I actually had to do the 
 only th�ng that was left, wh�ch was manag�ng lead. 

 MBS:  Imag�ne �f you were �n that pos�t�on. Everybody around you 
 knows more than you, and yet you're expected to lead them. 
 I mean, naturally there was some tens�on, maybe even some 
 host�l�ty there, but D�g showed h�s leadersh�p �n a very honest 
 way, wh�ch �s absolutely true to D�g as I know h�m. There was 
 a certa�n employee who was work�ng aga�nst h�m, push�ng 
 back aga�nst h�m on every turn. So D�g call h�m on �t. 

 D�g:  And he pretty much sa�d, "Yeah, well, you'll move on. I've 
 been here s�nce the plant was..." He was part of bu�ld�ng the 
 plant. "I've been �n th�s plant forever. You'll move on and I'll 
 just keep do�ng what I've always done." And so I sa�d, "Okay, 
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 I'm only go�ng to move on �f I'm successful. So �f you're 
 work�ng aga�nst me, I'm not go�ng to be successful, and I'm 
 probably go�ng to be here for a whole lot longer." 

 MBS:  You can't knock that log�c. I mean, ne�ther could the 
 employee, and D�g was successful. He d�d move on and 
 eventually he worked h�s way up and became the CEO of 
 Cochlear about three years ago. And today our analyt�cal, 
 math-lov�ng guest �s shar�ng a book that �s almost counter to 
 h�s prev�ous ground�ng, h�s prev�ous way of th�nk�ng. It �s a 
 bus�ness class�c. It �s In Search of Excellence by Tom Peters. 

 D�g:  Profess�onal�sm �n management �s regularly equated w�th 
 hardheaded rat�onal�ty. We saw �t surface at ITT �n Harold 
 Geneen's search for the "unshakeable facts". The numerat�ve, 
 rat�onal�st approach to management dom�nates the bus�ness 
 schools. It teaches us well-tra�ned profess�onal managers can 
 manage anyth�ng. It seeks detached, analyt�cal just�f�cat�on 
 for all dec�s�ons. It �s r�ght enough to be dangerously wrong, 
 and �t arguably has led us ser�ously astray. It doesn't tell us 
 what the excellent compan�es have apparently learned. It 
 doesn't teach us to love the customers. It doesn't �nstruct our 
 leaders �n the rock-bottom �mportance of mak�ng the 
 average Joe a hero and a cons�stent w�nner. It doesn't show 
 how strongly workers can �dent�fy w�th the work they do �f we 
 g�ve them a l�ttle say-so. It doesn't tell us why self-generated 
 qual�ty control �s so much more effect�ve than 
 �nspector-generated qual�ty control. It doesn't tell us to 
 nour�sh product champ�ons l�ke the f�rst buds �n spr�ngt�me. 
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 It doesn't �mpel us to allow — even encourage, as Procter & 
 Gamble does — �n-house product-l�ne compet�t�on, 
 dupl�cat�on, and even product-to-product cann�bal�zat�on. It 
 doesn't command that we overspend on qual�ty, overk�ll on 
 customer serv�ce, and make products that last and work. It 
 doesn't show, as Anthony Athos puts �t, that "good managers 
 make mean�ng for people, as well as money." The rat�onal 
 approach to management m�sses a lot. The word "strategy," 
 wh�ch used to mean a damn good �dea for knock�ng the socks 
 off the compet�t�on, has often come to be synonymous w�th 
 the quant�ty breakthrough, the analyt�cal coup, market share 
 numbers, learn�ng curve theory, pos�t�on�ng bus�ness on a 4- 
 or 9- or 24-box matr�x. Don't m�sunderstand us. We're not 
 aga�nst qual�tat�ve analys�s per se. The best consumer 
 marketers, such as Proctor & Gamble, do cr�sp to-the-po�nt 
 analys�s that �s the envy and bedev�lment of the�r 
 compet�tors. 

 Actually, the compan�es that we called excellent are among 
 the best at gett�ng the numbers, analyz�ng, solv�ng problems 
 w�th. Show us a company w�thout a good fact base — a good 
 quant�tat�ve p�cture of �ts customers, markets, and 
 compet�tors — and we w�ll show you one �n wh�ch pr�or�t�es 
 are set w�th the most byzant�ne of pol�t�cal maneuver�ng. 
 What we're aga�nst �s wrong-headed analys�s, analys�s �s too 
 complex to be useful, too unw�eldy to be flex�ble, analys�s 
 that str�ves to be prec�se (espec�ally at the wrong t�me) about 
 �nherently unknowable, such as deta�led market forecasts 
 when end use of the pract�ce st�ll hazy (remember, most 
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 early est�mates of the market for computers was 50 to 100 
 un�ts) — and espec�ally analys�s done to l�ne operators by 
 control-or�ented handoff... Hands-off staff. We're also aga�nst 
 s�tuat�ons �n wh�ch act�on stops wh�le plann�ng takes over, 
 all-too-frequently observed "paralys�s through analys�s" 
 syndrome. 

 We've watched too many l�ne managers who are s�mply want 
 to get on w�th the�r job but are deflated by central staffs that 
 can always f�nd a way to "prove" someth�ng won't work, 
 although they have no way of quant�fy�ng why �t m�ght work. 
 And above all, we deplore the unfortunate abuse of the term 
 "rat�onal." Rat�onal means sens�ble, log�cal, reasonable, a 
 conclus�on flow�ng from the correct statement of the 
 problem. But rat�onal has come to have a very narrow 
 def�n�t�on �n bus�ness analys�s. It �s the "r�ght" answer, but �t's 
 m�ss�ng all the messy stuff, messy human stuff, such as good 
 strateg�es that do not allow for pers�stent old hab�ts, 
 �mplementat�on barr�ers, and s�mple human �ncons�stenc�es. 

 MBS:  I love that. I mean, I love Tom Peters because, I mean, l�ke 
 you, that was h�s f�rst book. He was the f�rst bus�ness speaker 
 I ever saw. And a couple of years ago, he and I shared the 
 stage together speak�ng at a bus�ness conference, and that 
 was qu�te a thr�ll to go, "Oh, there's a cycle of l�fe th�ng 
 happen�ng here." 

 D�g:  Yeah. Fantast�c. 

 MBS:  Well, what struck a chord for you reread�ng that? 
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 D�g:  It �s that... So much that there... Two th�ngs. Analys�s �s 
 �mportant, but has f�n�te use. People are �ncred�bly �mportant 
 and are the only th�ng that actually makes a bus�ness 
 succeed, and that's that core message and the �dea that, 
 actually I th�nk was probably more relevant at the t�me, that 
 management could be totally system�zed. Yes, you can, but 
 �t's got to have the leadersh�p overlay or you won't get the 
 best from people who m�ght just... And therefore we won't 
 get the results, and good compan�es have worked that out. 

 MBS:  What �mpact d�d �t have on you when you started read�ng 
 that? I know you can't remember the deta�ls, but how d�d �t 
 sh�ft th�ngs for you? 

 D�g:  It was just the fasc�nat�on that there was a methodology to 
 bus�ness, that there was learn�ngs you could get from look�ng 
 across bus�ness. There was a process to follow, because I had 
 no �dea what, apart from a bus�ness sold th�ngs... Made 
 th�ngs, sells th�ngs, and hopefully have some money left 
 over. I d�dn't really know. 

 MBS:  Yeah. [crosstalk]. That's a qu�ck summary of an execut�ve 
 MBA to everybody who's l�sten�ng, D�g's g�v�ng �t to you �n 
 three sentences. So you've mastered �t. He's �ssu�ng 
 cert�f�cates later on at the end of the �nterv�ew. 

 D�g:  And I th�nk part of the b�t that grabbed me was that to be 
 really good �s genu�nely about people and about leadersh�p. 
 And actually, �f you look �n the �ndex of In Search of 
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 Excellence, there are s�x pages w�th reference to leadersh�p 
 and a hundred and someth�ng w�th references to 
 management. And I don't know �f th�s was early �n the days of 
 actually call�ng out leadersh�p as someth�ng a b�t d�fferent 
 from management, but that's what I remember. One of the 
 th�ngs that struck me was actually, th�s �s a lot about people, 
 and how do you get people to do th�ngs? Back to the, hav�ng 
 the plan's great, but you got to get the plan done. 

 MBS:  How do you now hold the d�fference between leadersh�p and 
 management? 

 D�g:  Oh, I th�nk �t... Leadersh�p �s the, I th�nk, the people part of �t, 
 and management �s more the process of, and very �mportant. 
 You've got to have both, you've got to have a plan. You've got 
 to know what are the act�ons to del�ver that plan. You've got 
 to have measures along the way. You've got to have... It's the 
 plan, do, check act. Loop. I th�nk �t's fundamental to good 
 management, but actually really mak�ng that loop hum �s 
 leadersh�p. 

 MBS:  That's really n�ce. I th�nk �t's one of the curses of modern 
 bus�ness that management �s a term appl�ed to people, 
 because �t object�f�es them and �t dehuman�zes them. 
 Whereas I th�nk �f you go, "Management's about the process 
 and about the bu�ld�ngs and about the mach�nes and about 
 the systems, and leadersh�p �s about the people," that's a 
 helpful separat�on of term�nology, and language matters �n 
 t�mes l�ke th�s. 
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 D�g:  It does. And �t probably would help us to be clearer on... 
 There are these two arms of, I can say a sen�or management 
 role, but a sen�or leadersh�p role, a sen�or role �n a bus�ness. 
 You have to have the management process, but you must 
 have the leadersh�p to be successful. 

 MBS:  You talked about, when you were talk�ng about your role at 
 Cochlear, wh�ch �s to be help�ng to �nfluence the culture and 
 there's endless conversat�on �n management journals about, 
 �s �t culture or �s �t strategy? Does culture eat strategy for 
 breakfast or are they both, or �s �t more l�ke a buffet and you 
 have to have a l�ttle b�t of both? I'm wonder�ng where you 
 we�gh �n on that. When you look at the strategy and you look 
 at the culture for Cochlear, how do you f�nd the balance 
 between them as the CEO? 

 D�g:  I th�nk you do need both, but I th�nk the culture �s essent�al to 
 strategy execut�on. So yes, you've got to th�nk through the 
 strategy and you don't need too many people to th�nk 
 through the strategy and work �t out and you get feedback 
 from across the bus�ness, but the culture you need everyone 
 �n on. 

 MBS:  I love that d�st�nct�on. That's so good. I've never heard �t sa�d 
 l�ke that, but I th�nk there's someth�ng really powerful about 
 that, wh�ch �s, strategy, �f you've got some really smart people 
 and they got r�ght perspect�ve, you're go�ng to have an 
 �nterest�ng debate, and then �t's l�ke, "Let's roll th�s out," but 
 culture, �t's e�ther everybody or �t's just not a culture. 
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 D�g:  Yes. Yeah. Because I th�nk culture �s fundamentally about how 
 do we all work together, and for what purpose are we work�ng 
 together? And �t �s all. And so, you can't opt out of the culture. 
 And I th�nk �t's one of the, over t�me, we've seen people come 
 �nto the bus�ness who are talented people, but don't succeed. 
 It's because they d�dn't get �nto the culture. You've actually 
 got to be �n the culture to move �t. You can't be on the 
 outs�de pull�ng, or push�ng. 

 MBS:  Let me ask you another d�ff�cult quest�on. I feel l�ke I'm 
 pepper�ng you w�th d�ff�cult quest�ons, and I apprec�ate your 
 pat�ence. We, a couple of weekends ago, we were together 
 hang�ng out over the weekend, wh�ch was del�ghtful. And I 
 remember you say�ng k�nd of casually, you never l�ked hav�ng 
 a boss. And I remember that, because I was l�ke, "Oh my 
 goodness, that's me too." I was lousy as a person to be led, 
 honestly. I feel sorry for almost all of my bosses, and some I 
 feel angry about, but most I just feel sorry for them because 
 they were deal�ng w�th me. What have you learned about not 
 just be�ng a leader, but be�ng a follower? 

 D�g:  Hmm. Yeah, that �s a tr�cky quest�on, because I'm not sure I'm 
 a very good follower. I mean, I've worked for some wonderful 
 people over t�me, and the best th�ng about them was they 
 were �nterest�ng and �nqu�s�t�ve, but let me get on w�th �t. So 
 they would quest�on, they'd ask what I was do�ng, they'd g�ve 
 �deas, and then they'd take the�r hands off. Because I hate 
 be�ng d�rected, and I suppose I've had a �ndependent streak 
 for, �n me, from somewhere. So I probably, that doesn't make 
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 me a very good follower. It's a good quest�on that I've never 
 really thought through. That's probably a b�t arrogant, �sn't �t? 
 Never thought about follow�ng. 

 MBS:  Well let me ask you th�s, then. What, know�ng that you, l�ke 
 me, are not necessar�ly a great follower, what does that teach 
 you about be�ng a leader? If anyth�ng. I mean, �t's all gett�ng a 
 b�t... Convoluted a b�t, but �f you can follow me, what do you 
 th�nk that exper�ence means about how you show up �n the 
 way you lead? 

 D�g:  Yeah, I th�nk a few th�ngs. I th�nk one �s, g�ve people space. I 
 th�nk you have to g�ve people space to fa�l. That's someth�ng 
 I've learned over t�me, �t's someth�ng I'm often say�ng to 
 people �s, "Let them go. The company won't go bust �f th�s 
 fa�ls." And actually, people really do fa�l because they work 
 out �f they're go�ng wrong and course-correct. So I th�nk that 
 freedom, try�ng to g�ve people as much freedom as you can, 
 to say, "Get on and try someth�ng and test yourself and 
 stretch." Certa�nly that's how I want to be, so �t's a b�t how I 
 want to treat people, but then the hard b�t of leadersh�p �s, 
 well, when do you go �n? And how do you go �n, �n a way that 
 hopefully �s... Bu�lds rather than detracts. Th�ngs are go�ng 
 really wrong. It's eas�er to bu�ld the knot, but mostly th�ngs 
 aren't go�ng really wrong, and there's often more downs�de 
 than ups�de. So �nterven�ng, hopefully, �n a way that adds �s, I 
 th�nk, a real challenge, and I get �t wrong plenty of t�mes, I get 
 �t r�ght somet�mes. 
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 MBS:  D�g, how do you bu�ld capac�ty for fa�lure w�th�n an 
 organ�zat�on? Because people talk a b�g game about that, and 
 there's so much pressure. I mean, on the one hand, we know 
 the �ntellectual arguments for �t, wh�ch �s l�ke, th�s �s actually 
 how you do blue ocean strategy. Th�s �s what �nnovat�on 
 actually �s, a ser�es of fa�lures on the road to f�gur�ng 
 someth�ng else out. But when you're a publ�c company, 
 you've got obl�gat�ons to your board and to your shareholders 
 and to the mult�ple stakeholders that you �nteract w�th. And I 
 understand your capac�ty for fa�lure because �t's part of your 
 �ndependent streak, but how do you help bu�ld that w�th�n a 
 company of 4,000 people? 

 D�g:  I'm try�ng to learn how, I th�nk �s the best answer to that. I 
 certa�nly talk about �t. We try to br�ng examples of fa�lure up, 
 to talk about �t, but that's hard because, A, there actually 
 aren't a lot, because people do course correct. Yeah. And B, 
 people often don't really want to talk about them too much 
 when they are there. But I th�nk, try to make them publ�c. I 
 th�nk also talk�ng about learn�ng, I mean, certa�nly fa�lure's a 
 fantast�c opportun�ty to learn, and you know, some of the 
 b�ggest learn�ngs I've had have been through fa�lure, for sure. 
 But �t's hard. It's hard to, aga�n, I don't have the mag�c answer. 
 We're try�ng to be better at �t. We're try�ng some good th�ngs. 

 MBS:  I thought I was go�ng to turn �nto a co-author a book w�th you 
 on how to bu�ld fa�lure capac�ty, because �t's a th�ng that 
 people asp�re to, and at the same t�me, have so many th�ngs 
 pull�ng them away from that. 
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 D�g:  At the onset, the real�ty, though, �s there are very few th�ngs 
 where fa�lure �s so s�gn�f�cant that �t does damage to the 
 bus�ness. And �f they are, they are probably execut�ve-level 
 �ssues, where you have hopefully people most exper�enced at 
 see�ng when someth�ng's go�ng to fa�l and correct�ng f�rst. 

 MBS:  There's a book I read many years ago from a guy called M�ke 
 Abrashoff, who was one of those, there's a ser�es of people 
 who've been capta�ns of sh�ps �n the U.S. Navy or boats or 
 sh�ps. I'm not sure wh�ch one �t �s, the b�g ones. And he was 
 one of them. And he had a very useful rubr�c around that. He 
 sa�d, "Look, there are two types of m�stakes. Above the 
 waterl�ne m�stakes and below the waterl�ne m�stakes. And 
 part of your job as a leader, at whatever scale, wherever you 
 are, �s to help avo�d the below the waterl�ne m�stake, because 
 that actually costs l�ves and s�nks sh�ps, but above the 
 waterl�ne m�stakes, �t's l�ke, we get smarter by mak�ng our 
 m�stakes." And that's where the w�sdom and the exper�ence 
 ane the knowledge that only you have because only you at... 
 Only Cochlear has made th�s m�stake, so only we are �n 
 possess�on of the knowledge that comes from mak�ng that 
 m�stake. 

 D�g:  Yes. Yeah. That's great fram�ng above the water l�ne and 
 below the waterl�ne. 

 MBS:  It's helpful, �sn't �t? 
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 D�g:  And most of what you're do�ng bus�nesses above the 
 waterl�ne. 

 MBS:  Agree. Aga�n, D�g, th�s �s me be�ng nosy. So you've got to be... 
 Have a degree of d�scret�on as a CEO, but here's a quest�on 
 that I wrestled w�th myself. So I'm cur�ous to know how you 
 answer �t, wh�ch �s, what have you learned about bu�ld�ng a 
 really h�gh-performance sen�or leadersh�p team, �n terms of 
 what goes �nto that? 

 D�g:  Yeah. I w�ll not at all procla�m to be an expert on th�s, and 
 very much learn�ng, have been learn�ng on th�s for my whole 
 career, I th�nk. How do you do �t, and have not found the 
 secret sauce, I th�nk. That sa�d, I have an excellent team. I 
 th�nk a few th�ngs that, over t�me, �s... One �s, you really want 
 people to be genu�ne when they're �n the team. So you don't 
 want pretense, don't want uncontrolled ego. Everyone who 
 reaches a sen�or level has an ego. So not say�ng no, can't say 
 no ego, but control. Got to be suppressed, or subord�nate to 
 the good of the organ�zat�on. 

 MBS:  I th�nk that's the secret, r�ght, wh�ch �s l�ke, you're serv�ng 
 yourself, but you're play�ng across the organ�zat�on at a sen�or 
 level. You're not play�ng for your l�ttle part of the p�e. 

 D�g:  Yes. Yeah, yeah. That sense that, yes, we're all here to have 
 the organ�zat�on succeed. What's that mean? That means our 
 customers succeed. So �f we can get that sense, and then an 
 openness that goes w�th �t �s �mportant. I th�nk s�ze �s 
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 �mportant. I started off w�th, I th�nk, 12 d�rect reports, now 
 down to n�ne, �t's a much... That d�fference of three �s 
 s�gn�f�cant. 

 MBS:  Thought you were go�ng to say the s�ze of the people, that 
 l�ke, they have to be over s�x foot three, or we just don't h�re 
 them, but okay. That makes more sense, s�ze of the team, 
 yeah. A t�ghter team rather than a b�gger team. 

 D�g:  Yeah, that's r�ght. I th�nk d�vers�ty of v�ews �s �mportant. I th�nk 
 I've got good d�vers�ty of v�ews. I don't have great d�vers�ty of 
 backgrounds. But that's all work �n progress, but �t's a great 
 quest�on, and I really don't know the answer other than the 
 th�ngs I've learned on exper�ence and you're just forever 
 work�ng on �t. 

 MBS:  Yeah, for sure. 

 D�g:  It's an endless task. 

 MBS:  It's one of the hardest th�ngs. How do you allow d�vers�ty of 
 v�ews to flour�sh w�th�n the team? 

 D�g:  By not speak�ng f�rst �s an �mportant one. 

 MBS:  So r�ght. 

 D�g:  Somet�mes I st�ll don't qu�te learn that one, but �f I stop and 
 th�nk, I do. So that's part, and then when they're there, try�ng 
 to encourage them, try�ng to follow the �deas through rather 
 than shut them down w�th a, "Well, we tr�ed that," or, "I know 
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 you're go�ng to be com�ng from there, because that's where 
 you came from last week." So I th�nk �t's, aga�n, a hard th�ng to 
 do, but try�ng to bu�ld �t. I th�nk part of �t �s, and I don't do th�s 
 enough, but gett�ng other people �n, or external �deas �n, can 
 often spark another way of th�nk�ng or another tra�n of 
 thought or an �dea. 

 MBS:  I can see that. Can you d�srupt more fam�l�ar patterns of 
 conversat�on, because I can �mag�ne w�th d�fferent players, 
 but the same players are l�ke, there's a pattern how a 
 conversat�on unfolds, and an external person can d�srupt that 
 pattern. 

 D�g:  Yeah. And I th�nk �f we can get people, yes, th�nk�ng creat�vely 
 too, a fresh �dea to bu�ld on or to step from can help that 
 process. 

 MBS:  I th�nk th�s has been such an �nterest�ng conversat�on. I've 
 totally, I mean, I've loved �t. I have a quest�on I ask r�ght at the 
 end, and �t's a broad, �t's an open quest�on, so you can do 
 w�th �t what you w�ll. And the quest�on �s th�s: What needs to 
 be sa�d �n th�s �nterv�ew that hasn't yet been sa�d? 

 D�g:  Oh, well, that �s a good last quest�on. Espec�ally w�thout 
 not�ce. I'm go�ng to turn �t around on you and ask you those 
 quest�ons. 

 MBS:  I love that. 

 D�g:  Tell me how to bu�ld. How do we bu�ld a top team? Tell me 
 how we bu�ld that works together, succeed. And tell me how 
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 we bu�ld a culture where fa�lure �s a wonderful learn�ng 
 opportun�ty. 

 MBS:  Well, suddenly th�s �s now a f�ve hour ep�sode as we try and 
 f�gure th�s out. I've just spoken to enough CEOs who say they 
 spend a d�sproport�onate amount of t�me th�nk�ng about 
 the�r d�rect reports and the level below them, for all the 
 reasons that you've sa�d, D�g, wh�ch �s around actually the 
 people you have at that sen�or level are, �n many ways, 
 embod�ment of the culture, and what you always run the r�sk 
 of �s that there are the embod�ment of the culture past rather 
 than the embod�ment of the culture future. And I heard a 
 really �nterest�ng phrase the other day, there's all th�s 
 language around "We're h�r�ng for culture f�t," and th�s person 
 made the observat�on that, when you're h�r�ng for cultural f�t, 
 you run the r�sk of just an echo chamber, and you actually 
 become stagnant as a culture. 

 Whereas �f you h�re for culture add, I th�nk that's a very 
 �nterest�ng fram�ng of �t, because �t's l�ke, how w�ll you both 
 ampl�fy the best of who we already are, and also take us to a 
 new part of... Evolve us, so �n f�ve years' t�me, the culture �s 
 d�fferent because of the presence that you've had �n th�s 
 culture. But yeah, h�r�ng great people, just my m�crocosm 
 scale compared to you, here's what I've learned about me as 
 a leader. I am an excellent leader of people l�ke you, mean�ng 
 smart and amb�t�ous and w�ll�ng to take a crack and w�ll�ng to 
 own accountab�l�ty and respons�b�l�ty of the dec�s�on-mak�ng 
 and look�ng for coach�ng and encouragement and 
 appropr�ate feedback at the r�ght t�mes. But bas�cally I'm l�ke, 
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 "You got th�s and are able to take the power and the 
 author�ty." 

 I'm an excellent leader of the people l�ke that. I'm an terr�ble 
 leader of people who aren't l�ke that, who are more needy 
 and less... And a l�ttle more v�ct�my and a l�ttle less, "It's too 
 hard, I can't do �t, and �t's not my fault." And then I get �nto 
 some of the stuff that you talked about, wh�ch �s how do I do 
 confl�ct? I don't even l�ke confl�ct. I've wr�tten about �t, sure, 
 but I prefer not to have �t. So one of my mentors, I guess, �s a 
 guy called Marshall Goldsm�th, who's known as one of the 
 sen�or execut�ve coaches �n the world. When he th�nks about 
 h�s cl�ents, he has a great phrase, wh�ch �s l�ke, "When I fa�l, �t's 
 because I have a problem �n cl�ent select�on," because �t's l�ke, 
 �f you p�ck the r�ght people, you're on the r�ght. If you've fa�led 
 w�th a cl�ent as a coach, �t's because you just hadn't f�gured 
 out that you weren't go�ng to work �t. 

 So all of that to say �t's hard, but spend�ng that t�me 
 constantly th�nk�ng about the makeup of your sen�or team �s 
 def�n�tely one of the messy, d�ff�cult, h�gh potent�al ways that 
 CEO's can surv�ve, I th�nk, and succeed. 

 D�g:  Yeah. Wow. Interest�ng. Thank you. 

 MBS:  There's a bunch of th�ngs I got from th�s conversat�on. 
 Honestly, I k�nd of geek out about on th�s conversat�on, 
 because �t's r�ght �n the heart of what I th�nk about when I'm 
 do�ng work w�th b�g organ�zat�ons, �t's culture versus strategy. 
 I love D�g's perspect�ve on that. The we�ght of a leader's word, 

 Page  18  of  20 



 takes leaders so long to real�ze that �f you're the boss, what 
 you say �s never a suggest�on, �t's an order. So D�g sa�d, 
 "Speak last, speak second." And I thought th�s was really 
 �nterest�ng, how �mportant and how d�ff�cult �t �s to 
 encourage people to make m�stakes. I mean, �mag�ne you're 
 the CEO of a b�ll�on-dollar company, and �t's st�ll a challenge 
 to get your organ�zat�on to take r�sks. But what I'm really 
 tak�ng away from th�s conversat�on �s a k�nd of meta-learn�ng, 
 a perspect�ve and a real�zat�on that the people I adm�re are 
 those who go fearlessly and the hard, b�g, messy amb�guous 
 problems. 

 I mean, D�g �s lead�ng Cochlear. It's a b�ll�on-dollar company. 
 Shannon, who's the CEO of Box of Crayons, wh�ch �s the 
 learn�ng and development company I founded. I mean, we're 
 not even, well maybe close to 1% of the s�ze of Cochlear, so 
 totally d�fferent �n terms of complex�ty, �n terms of scale, �n 
 terms of reach, but the conversat�ons I have w�th Shannon 
 about what she's th�nk�ng about and what she's wrestl�ng 
 w�th, and what's hard and �mportant for her, pretty much 
 exactly the same as the conversat�on I just had w�th D�g. And 
 �n fact, that's why she �s such a br�ll�ant CEO. Not only does 
 she have sk�lls and understand�ng and a depth of knowledge 
 around learn�ng and development, but really a capac�ty to 
 keep push�ng �nto the hard, messy stuff �s, I th�nk, what 
 makes her an extraord�nary leader. 

 I mean, �t's �ron�c really, that leadersh�p, and I would say be�ng 
 strateg�c, becomes less about the answer and more about, 
 what are the quest�ons that really matter? Of course, �t's 
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 �ron�c, �t's lovely, because I am all about cur�os�ty and 
 champ�on�ng that, and D�g was such an embod�ment of that. 
 I mean, I hope the conversat�on w�th D�g actually �nsp�res you 
 to go, "Well, what are my b�g quest�ons? What are the b�g, 
 messy th�ngs for me? And how do I have the courage and the 
 fort�tude and the pat�ence to step forward �nto that, poke a 
 f�nger �n that and see what comes out, see what emerges?" 
 Thanks for l�sten�ng to Two Pages w�th MBS. I hope you'll 
 cons�der jo�n�ng our free commun�ty. It's called the Duke 
 Humphrey's, and �t's named after my favor�te l�brary at 
 Oxford, wh�ch �s where the rarest and most extraord�nary 
 books were kept. At our Duke Humphrey's, you'll f�nd 
 transcr�pts and unreleased ep�sodes and more, and you'll f�nd 
 the Duke Humphrey's at mbs.works/podcast. 

 And of course, th�s podcast grows best by word of mouth. So 
 �f my conversat�on w�th D�g has struck a chord for you, please 
 th�nk of one person �n your l�fe who'd also be �ntr�gued by the 
 perspect�ves of th�s CEO, what �t means to be strateg�c, what 
 �t means to put culture �n front of strategy, or at least to f�nd 
 the balance between them. And please let them know about 
 the ep�sode, because here's the th�ng. More subscr�bers 
 means I have more chance of land�ng the extraord�nary 
 guests that you and I would l�ke to hear and I'd l�ke to talk to. 
 And of course, a rat�ng and rev�ew on your podcast app of 
 cho�ce �s also deeply apprec�ated. 
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