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 MBS (  00:02  ): 
 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. What I loved about my conversat�on w�th Sandra Sucher, 
 who's an academ�c at Harvard �s that the book she chose to read was �n many 
 ways, just really unexpected. It's the story of the atom bomb, but what she's 
 read�ng from �t �s a story of leadersh�p �n a way that I've really never thought of 
 before. So please enjoy my conversat�on w�th Sandra Sucher. 

 MBS (  00:47  ): 
 So dur�ng the f�rst phase of the pandem�c, you know, about 4,000 years ago, I 
 exper�mented w�th a type of onl�ne gather�ng, wh�ch I called Cockta�ls and 
 Quest�ons. So after gett�ng myself a cockta�l, f�ve people �n my c�rcle would 
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 gather and they typ�cally wouldn't know each other. And we all had s�x m�nutes 
 to reflect on a quest�on that I sent them through the day before. Now, they 
 would talk w�thout �nterrupt�on and the quest�on that I sent was des�gned to 
 provoke reflect�on and vulnerab�l�ty and �ns�ght. Now, over the s�x months that I 
 d�d th�s, I th�nk I came up w�th some pretty great quest�ons, but one of my 
 favor�tes was th�s, "What are you hold onto and why?" 

 MBS (  01:31  ): 
 Woven �nto that quest�on �s the �ns�ght that once we've taken hold of 
 someth�ng, we become comm�tted to �t. Often to an extent that's �rrat�onal. 
 Often to an extent that no longer serves us and th�s �s absolutely backed up by 
 the sc�ence. I mean, perhaps you're wonder�ng r�ght now, "Well what am I 
 hold�ng onto?" Welcome to Two Pages W�th MBS. Th�s �s the podcast where 
 br�ll�ant people read the best two pages from a favor�te book. A book that has 
 moved them, a book that has shaped them. Sandra Sucher �s the professor of 
 management pract�ce at Harvard Bus�ness School and author of a new book, 
 The Power of Trust: How Compan�es Bu�ld It, Lose It and Rega�n It. 

 MBS (  02:17  ): 
 Now, one of the themes that you'll not�ce I come back to a lot w�th my guests, 
 because I'm fasc�nated by �t, I th�nk �t's such a core part of anybody's journey �s 
 un�que perspect�ves they have when they are both �ns�ders and outs�ders of the 
 worlds that they �nhab�t. Or you know, perhaps another way of say�ng the same 
 th�ng �s people who have traveled var�ous and d�fferent worlds to get to where 
 they are r�ght now. Sandra's now at Harvard, but she grew up �n Detro�t, 
 M�ch�gan and that gave her a very part�cular v�ew of Amer�ca. 

 Sandra (  02:51  ): 
 That sense of me com�ng up through pretty tough schools where they were 
 always publ�c schools, and they were at t�mes, k�nd of scary places to be. Where 
 I had to nav�gate what �t was l�ke to be me, to make fr�ends and to be �n an 
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 env�ronment where �t wasn't the eas�est to f�gure out how to make �t work. So I 
 tr�ed to be a good dancer, that helped. And not to be a jerk and that helped too. 

 MBS (  03:25  ): 
 Okay. So you can probably stop the podcast r�ght here, because I th�nk we 
 found one of the deep secrets to a successful l�fe. Be a good dancer, don't be a 
 jerk. Now, Sandra's early l�fe was a foundat�on upon wh�ch she began to bu�ld 
 her understand�ng of the world. 

 Sandra (  03:42  ): 
 My elementary school, my h�gh school was half Black and half Jew�sh, and �t 
 wasn't unt�l I went to Un�vers�ty of M�ch�gan as an undergrad that I actually was 
 around lots of people w�th blonde ha�r and blue eyes and I felt I had dropped 
 �nto another un�verse. 

 MBS (  03:58  ): 
 It was a jarr�ng exper�ence for her, but one that also gave her a new perspect�ve 
 on the world. From there, Sandra began her MBA doctorate and real�zed that as 
 an outs�der, she couldn't really teach bus�ness w�thout f�rst be�ng �ns�de 
 bus�ness. So �n her 20s, she dec�ded to spend a year or two, that's all, learn�ng 
 from the �ns�de. And of course, because that's the way the world goes, that one 
 or two years turned �nto 20. But f�nally, Sandra found herself back at Harvard, 
 but now as a professor. She'd come a long way from Detro�t's publ�c educat�on 
 program, but one th�ng stayed true and real for her. 

 Sandra (  04:37  ): 
 I've always cared so much about how people relate to each other. I care about 
 fa�rness and so that's shaped a lot of how I approach anyth�ng that I do. 

 MBS (  04:50  ): 
 I asked Sandra who planted that seed about connect�on and trust. 
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 Sandra (  04:56  ): 
 It was a woman named V�cky Jackson. She was my debate partner. So we were 
 a part of the debate squad. We weren't part�cular great as debaters, but we 
 enjoyed play�ng w�th our apparel. So she wore a black blazer, I'd wear a wh�te 
 blazer, or we'd... but she was the person who actually helped me br�dge some of 
 those gaps and later on, she became the person when I was at the Un�vers�ty of 
 M�ch�gan who sa�d, "You know what? We can't be as close fr�ends as we were 
 before r�ght now. There's stuff go�ng on �n the Black Power movement that I've 
 got to be part of, and that's just where my l�fe �s." So her ab�l�ty to speak cand�dly 
 w�th me about these very personal, pol�t�cal �ssues showed me that there �s a 
 way to do that. That that's poss�ble and so I'm very opt�m�st�c �n that regard, 
 poss�bly stup�dly so, �n th�nk�ng that there's a path that we have to connect w�th 
 each other. That we actually can bu�ld that path �f we want to. 

 MBS (  06:05  ): 
 As well as that ab�l�ty to speak cand�dly about the relat�onsh�p, as well as dress 
 snapp�ly. What else d�d she do that helped role model or maybe mentor, or just 
 bu�ld the bonds of that relat�onsh�p? Because that's what you're talk�ng about 
 w�th trust �s a sense of relat�onsh�p. 

 Sandra (  06:27  ): 
 Yeah. You know, I hadn't thought about that. That's a really good quest�on. I 
 th�nk that what she d�d �s she allowed us to bu�ld someth�ng together. So �t was 
 always "What can we do �n th�s debate?" And "What are you go�ng to do? What 
 am I go�ng to do?" And �t was sort of an early collaborat�on, �n the sense that 
 you can share work. You can do work together and that better th�ngs come out 
 of �t �f you do that. And that's why, for example, my book �s co-authored. 

 MBS (  07:00  ): 
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 How d�d the trust stay central to the way you see the world, as you embarked 
 on your corporate career? Because I can �mag�ne that's one of the th�ngs that 
 happened as a younger woman, but then you get �nto corporat�ons and you're 
 l�ke, "Okay, I'm go�ng to cl�mb a ladder. I'm go�ng to have some success. I'm 
 go�ng to try to make th�s organ�zat�on better." Was trust always part of the 
 conversat�on for you? Or d�d that take more of a back seat then? 

 Sandra (  07:26  ): 
 So �t took me a wh�le to understand how �t was play�ng out. So I jo�ned a very 
 famous �nst�tut�on. It was called F�lene's Basement- 

 MBS (  07:36  ): 
 Oh yeah, I've been to F�lene's Basement. I bought su�ts from F�lene's Basement. 
 It's th�s [crosstalk 00:07:41] 

 Sandra (  07:40  ): 
 There you go. 

 MBS (  07:41  ): 
 Great place where you go �n and after a certa�n amount of t�me, they cut even 
 more money off the pr�ce. So �f you're smart and you get the t�m�ng just r�ght, 
 you get a total barga�n for not that much money. 

 Sandra (  07:52  ): 
 R�ght. So I learned about trust two ways �n F�lene's Basement, many ways. So 
 one �s... so one of the th�ngs you have to do �f you're an ass�stant buyer �s that 
 you sat on what's called the return l�ne, and all the people that wanted to return 
 merchand�se to F�lene's Basement would br�ng �t back, and because we had th�s 
 automat�c markdown plan, as you just sa�d, the t�ckets all were stamped w�th a 
 date �n wh�ch �t was bought. And I st�ll remember hav�ng to tell some woman 
 that the date on her t�cket hadn't happened yet. 
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 MBS (  08:26  ): 
 R�ght. 

 Sandra (  08:26  ): 
 Th�s year, wh�ch meant that the merchand�se was l�ke a year old. 

 MBS (  08:31  ): 
 R�ght. 

 Sandra (  08:32  ): 
 And so �t was... and I hated be�ng on the return l�ne because �t was... you were up 
 aga�nst people, who for a whole var�ety of reasons had dec�ded that they had to 
 return someth�ng. It was very pa�nful. 

 MBS (  08:45  ): 
 Yeah. 

 Sandra (  08:46  ): 
 So that was an early part of �t and �t also, the whole... th�s prem�se of F�lene's 
 Basement was based on trust. 

 MBS (  08:54  ): 
 R�ght. 

 Sandra (  08:54  ): 
 So when you go... th�s automat�c markdown plan, �t worked at... after 10 days, 
 any pr�ce of someth�ng on the floor was reduced 25%. 10 days later, 25% more, 
 75% and then eventually at the end of the month, �t's g�ven away to char�ty. So 
 the bet that you're mak�ng as a customer �s that we're not f�ddl�ng w�th the 
 pr�ces and the pr�ce tags. We're not go�ng through the floor every n�ght and just 
 br�ng�ng everyth�ng up back up to the or�g�nal date. 
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 MBS (  09:21  ): 
 R�ght, r�ght. 

 Sandra (  09:23  ): 
 So �t was one of these early examples of a bus�ness model that was based on 
 the prem�se of trust, because you l�terally would have the same su�t that you 
 bought on the floor for two d�fferent pr�ces, at least. 

 MBS (  09:35  ): 
 R�ght. 

 Sandra (  09:35  ): 
 And you'd have to k�nd of trust that that's the way the system worked. 

 MBS (  09:38  ): 
 R�ght. That's so �nterest�ng. How d�d that exper�ence w�th F�lene's, how d�d �t 
 sh�ft or deepen your understand�ng of trust? Part�cularly as you're scal�ng now 
 from a s�ngle relat�onsh�p to what �t means to bu�ld trust as an organ�zat�on, or 
 as a brand. 

 Sandra (  09:57  ): 
 So the buyers, so much of the success of that system depended on buyers 
 know�ng how to do what they do, wh�ch was to get merchand�se out on the 
 floor. Not so much that �t's all go�ng to take a markdown, and not so l�ttle that 
 you lose sales. So �t was th�s system where everyone had to be extremely 
 sk�lled at k�nd of t�e trad�ng merchand�se com�ng out onto the floor. And you 
 def�n�tely had a sense �n the stock people who worked on �t, and mak�ng sure 
 that your stock was up to shape. I mean, �t was actually a b�g team effort to 
 mount th�s th�ng. And because �t was famous, because �t was hugely successful, 
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 $650 a square foot l�ke when I was there �n the 1970s, that you just felt very 
 proud to be part of th�s th�ng. 

 MBS (  10:47  ): 
 R�ght. Is �t that... [�naud�ble 00:10:50] there's a lot go�ng on there. Is �t a sense of 
 enabl�ng a w�de range of people to be work�ng at the�r best? Was that part of �t? 
 Or �s �t the success of the... do they both need to be there? I'm just cur�ous to 
 know how that all plays out. 

 Sandra (  11:06  ): 
 So �f you're �n a bus�ness, any k�nd of bus�ness organ�zat�on... your success 
 depends on how happy you are �n your relat�onsh�ps w�th the people you work 
 w�th. 

 MBS (  11:18  ): 
 Sure. 

 Sandra (  11:19  ): 
 And we take that for granted, but �f you've ever been someplace where that's 
 not �n place- 

 MBS (  11:24  ): 
 R�ght, �t's terr�ble. I've had that. 

 Sandra (  11:25  ): 
 It's very hard to do- 

 MBS (  11:26  ): 
 It's m�sery. 
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 Sandra (  11:27  ): 
 Yeah, �t's very hard to do good work. And so there was that. There was also a 
 sense qu�te honestly that you were help�ng people, who for whatever reasons 
 couldn't afford the full pr�ce of someth�ng to get a barga�n. 

 MBS (  11:41  ): 
 Really? 

 Sandra (  11:42  ): 
 So that was l�ke, "Wow, th�s �s pretty cool. I can buy these sweaters and I can put 
 them out, fract�on of the cost and I feel pretty good about that because I'm 
 help�ng these other people." 

 MBS (  11:52  ): 
 R�ght. 

 Sandra (  11:53  ): 
 So that's �n both ways. 

 MBS (  11:56  ): 
 [crosstalk 00:11:56] a game. Yeah. 

 Sandra (  11:56  ): 
 R�ght. 

 MBS (  11:57  ): 
 There's so much to talk about here, but I'm cur�ous to know about the book 
 you've chosen to read for us. So what have you chosen Sandra? 

 Sandra (  12:05  ): 
 So be prepared for someth�ng d�fferent. 
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 MBS (  12:07  ): 
 Yeah. 

 Sandra (  12:08  ): 
 So th�s book �s... �t's The Mak�ng of the Atom�c Bomb. 

 MBS (  12:13  ): 
 Wow. 

 Sandra (  12:14  ): 
 It's by R�chard Rhodes and �t won the Nat�onal Book Award, Nat�onal Book Cr�t�c 
 C�rcle Award and �t won a Pul�tzer's Pr�ze. And th�s �s... �t's huge. It's l�ke you 
 could... I'm hold�ng �t- 

 MBS (  12:28  ): 
 It we�ghs the same we�ght as an atom�c bomb, yeah. 

 Sandra (  12:32  ): 
 Yeah. So �t's there, but �t �s... he's just a br�ll�ant wr�ter because usually I'm not a 
 h�story reader. So I read h�story somewhat reluctantly and I was... I'll expla�n why 
 I needed to read th�s book �n a m�nute, but he wr�tes l�ke a journal�st. 

 MBS (  12:51  ): 
 Yeah. 

 Sandra (  12:51  ): 
 So �t's so �nterest�ng and you'll see when I read the excerpt that I do. So that's 
 the book. And I chose �t because of a story that's �n the book about the role that 
 Emperor H�roh�to played �n help�ng br�ng WWII to a close. 
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 MBS (  13:10  ): 
 Exc�t�ng. You know, I looked th�s book up. It's from the early 60s and I looked at 
 the f�rst page of blurbs and �t l�ke 17 Nobel Pr�ze w�nners. I'm l�ke, "Okay. Th�s �s a 
 man who knows how to get a book blurb, �f noth�ng else and then went on to 
 w�n all these pr�zes." So that's fasc�nat�ng. Why don't you read us the two pages? 

 Sandra (  13:33  ): 
 Okay great. And for the Japanese speakers who may be l�sten�ng, I w�ll do my 
 best. I've been to Japan tw�ce �n my l�fe. So I w�ll try to pronounce a few of these 
 names properly, part�cularly the place names and so I'm ask�ng for some 
 forg�veness, wh�ch I should have done more homework, qu�te honestly to look 
 up how to pronounce these names properly. So I confess to feel�ng that I'm 
 be�ng somewhat d�srespectful �n not know�ng exactly how to pronounce the 
 names. 

 Sandra (  14:10  ): 
 Strateg�c A�r Forces commander Carl Spaatz, cabled Laur�s Norstad on August 
 10th propos�ng plac�ng the th�rd atom�c bomb on Tokyo. Where he thought �t 
 would have a salutary psycholog�cal effect on government off�c�als. On the 
 other hand, cont�nu�ng area �ncend�ary bomb�ng d�sturbed h�m. "I've never 
 favored the destruct�on of c�t�es as such, w�th all �nhab�tants be�ng k�lled." He 
 conf�ded to h�s d�ary on August 11th. He had sent off 114 B29s on August 10th. 
 Because of bad weather and m�sg�v�ngs, he canceled the m�ss�on scheduled for 
 August 11 and restr�cted operat�ons thereafter to attacks on m�l�tary targets 
 v�sually or under very favorable bl�nd bomb�ng cond�t�ons. 

 Sandra (  15:03  ): 
 Amer�can weather planes over Tokyo were no longer draw�ng ant�-a�rcraft f�re. 
 Spaatz thought that fact unusual. The v�ce ch�ef of the Japanese Navy's general 
 staff, the man who had conce�ved and promoted the kam�kaze attacks of the 
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 past year that had added to Amer�can bew�lderment and emb�tterment to 
 Japanese ways. Crashed a meet�ng of government leaders on the even�ng of 
 August 13th w�th tears �n h�s eyes to offer a plan for certa�n v�ctory, sacr�f�ced 20 
 m�ll�on Japanese l�ves �n a spec�al kam�kaze attack. Whether he meant the 20 
 m�ll�on to attack the assembled m�ght of the all�es w�th rocks or bamboo spears, 
 the record does not reveal. 

 Sandra (  15:51  ): 
 A B29 leaflet barrage forced the �ssue the next morn�ng. Leaflet bombs 
 showered what rema�ned of Tokyo streets w�th a translat�on of burns reply. The 
 Lord Keeper of the Pr�vy Seal knew such publ�c revelat�ons would harden the 
 m�l�tary aga�nst surrender. He carr�ed the leaflet �mmed�ately to the emperor 
 and just before 11 that morn�ng, August 14, H�roh�to assembled h�s m�n�sters and 
 counselors �n the �mper�al a�r ra�d shelter. He told them he found the all�ed reply 
 ev�dence of the peaceful and fr�endly �ntent�ons of the enemy, and cons�dered 
 �t acceptable. He d�d not spec�f�cally ment�on the atom�c bomb. Even that 
 terr�f�c lev�athan submerged �n the general m�sery quot�ng h�m, "I cannot endure 
 the thought of lett�ng my people suffer any longer. A cont�nuat�on of the war 
 would br�ng death to tens, perhaps even hundreds of thousands of persons. The 
 whole nat�on would be reduced to ashes. How then could I carry on the w�shes 
 of my �mper�al ancestors?" 

 Sandra (  17:06  ): 
 He asked h�s m�n�sters to prepare an �mper�al rescr�pt, a formal ed�ct that he 
 m�ght broadcast personally to the nat�on. The off�c�als were not legally bound to 
 do so. The emperor's author�ty lay outs�de the legal structure of the 
 government, but by older and deeper b�nds than law, they were bound and 
 they set to work. In the meant�me, Wash�ngton had grown �npat�ent. Groves 
 was asked on August 13 about the ava�lab�l�ty of your pat�ence together w�th a 
 t�me est�mate that they could be moved �n place. St�mson recommended 
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 proceed�ng to sh�p the nuclear mater�als, the th�rd bomb [�naud�ble 00:17:44] 
 Marshall and Groves dec�ded to wa�t another day or two. 

 Sandra (  17:49  ): 
 Truman ordered Arnold to resume area �ncend�ary attacks. Arnold st�ll hoped to 
 prove that the A�r Force could w�n the war. He called for an all out attack w�th 
 every ava�lable B29 and any other bombers �n the Pac�f�c Theater and mustered 
 more than a thousand a�rcraft. 12 m�ll�on pounds of h�gh explos�ve and 
 �ncend�ary bombs destroyed half of Kumagaya and a s�xth of Isesak�. K�ll�ng 
 several thousand more Japanese, even as word of the Japanese surrender 
 passed through Sw�tzerland to Wash�ngton. The f�rst h�nt of surrender reached 
 Amer�can bases �n the Pac�f�c by rad�o �n the form of a news bullet�n from the 
 Japanese news agency Dome� on 2:49 PM on August 14th, 1:49 AM at 
 Wash�ngton. 

 Sandra (  18:41  ): 
 Flash, flash. Tokyo, August 14, �t �s learned an �mper�al message accept�ng the 
 Potsdam Proclamat�on �s forthcom�ng soon. The bombers drop droned on even 
 after that. But eventually that day, the bombs stopped fall�ng. Truman 
 announced the Japanese acceptance �n the afternoon. There were last m�nute 
 acts of m�l�tary rebell�on �n Tokyo. A h�gh off�cer assass�nated. An unsuccessful 
 attempt to steal the phonograph record�ng of the �mper�al rescr�pt. A br�ef 
 takeover of a d�v�s�on of �mper�al guards w�ld plans for a coup. But loyalty 
 preva�led. The emperor broadcast to a weep�ng nat�on on August 15th. H�s 100 
 m�ll�on subjects had never heard the h�gh ant�que vo�ce of the crane before. 

 Sandra (  19:35  ): 
 Desp�te the best that has been done by everyone, the war s�tuat�on has 
 developed not necessar�ly to Japan's advantage. Wh�le the general trends have 
 all turned aga�nst her �nterest, moreover, the enemy has begun to employ a 
 new and most cruel bomb. The power of wh�ch to do damage �s �ndeed 
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 �ncalculable. Tak�ng the toll of many �nnocent l�ves. Th�s �s the reason why we 
 have ordered the acceptance of the prov�s�ons of the jo�nt declarat�on of the 
 powers. The hardsh�ps and suffer�ngs to wh�ch our nat�on �s to be subjected 
 hereafter w�ll certa�nly be great. We are keenly aware of the �nmost feel�ngs of 
 ye, our subjects. However, �t �s accord�ng to the d�ctate of t�me and fate that we 
 have resolved to pave the way for a grand peace for all generat�ons to come by 
 endur�ng the unendurable and suffer�ng what �s �nsufferable. But the ent�re 
 nat�on cont�nue as one fam�ly from generat�on to generat�on. 

 MBS (  20:48  ): 
 Thank you Sandra. That's a beaut�ful p�ece and you read �t beaut�fully as well. So 
 I really apprec�ate that. What's at the heart of th�s for you Sandra? Why �s th�s 
 such a powerful p�ece? 

 Sandra (  20:59  ): 
 It had never occurred to me that for war to end, someone has to accept 
 surrender. I never thought about war from the standpo�nt of the los�ng party 
 and I never thought about the courage �t takes to actually help the... battles 
 stop. And obv�ously we are all th�nk�ng about what had been go�ng on �n 
 Afghan�stan and the end of that terr�ble 20 year war. 20 year war. 

 MBS (  21:33  ): 
 Yeah. 

 Sandra (  21:34  ): 
 And so I have actually used th�s part�cular example �n a course that I teach, but 
 the po�nt to me really has been the k�nd of moral courage that's requ�red to 
 stand for the �nterest of your group, regardless of the cond�t�ons that you're �n. 

 MBS (  21:53  ): 
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 As you've worked w�th students and execut�ves, what have you learned about 
 what �t takes to nurture that moral strength? Because th�s �s someth�ng you 
 th�nk you m�ght be able to do �n theory, but come the moment, �t feels l�ke 
 there's all sorts of th�ngs, not only your own b�ology work�ng aga�nst that ab�l�ty. 
 How do you nurture moral courage? 

 Sandra (  22:25  ): 
 So I'll start narrowly th�nk�ng about Emperor H�roh�to because there �s a certa�n 
 school of thought that says that part of how you nurture moral courage �s 
 through a sense of role obl�gat�ons. So he's �n a very part�cular role. He's the 
 emperor. 

 MBS (  22:47  ): 
 Yes. 

 Sandra (  22:48  ): 
 He's been schooled �n what �t means to be an emperor and he's had decades to 
 th�nk about what that means. So when the moment comes, as hard as �t �s, he 
 has k�nd of a path between where are we now and what should the emperor of 
 Japan do r�ght now? 

 MBS (  23:05  ): 
 R�ght. 

 Sandra (  23:06  ): 
 Now as you can �mag�ne, th�s was... he knew th�s was a fraught dec�s�on. I mean, 
 h�s pr�vy counselor scurr�ed to get that leaflet �nto h�m so that they could 
 �ntervene before the m�l�tary tr�ed to get the masses up �n bel�ev�ng that th�s 
 battle could be won. So part of how you do that �s you say for the role I'm �n- 
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 MBS (  23:29  ): 
 R�ght. 

 Sandra (  23:30  ): 
 What �s �t that I'm expected to do? And that lends a k�nd of object�v�ty to what 
 can feel qu�te overwhelm�ngly personal. When you can start to abstract yourself 
 and say �n th�s role, the leader should be do�ng that. 

 MBS (  23:46  ): 
 R�ght. You know, I th�nk about the generals of the Japanese Army and 
 wonder�ng whether they're th�nk�ng �n terms of how they m�ght react, what's 
 my role as the general and how should I be do�ng that as well? So I can see 
 there's a tens�on there depend�ng on what role you're �n, and I guess how well 
 that role �s connected to a b�gger p�cture. 

 Sandra (  24:13  ): 
 Correct. And even w�th�n your statement, d�fferent people w�ll have d�fferent 
 �nterpretat�ons of what that b�gger p�cture requ�res. 

 MBS (  24:22  ): 
 R�ght. 

 Sandra (  24:23  ): 
 So �f I'm a general, I w�n wars. That �s the nature of my obl�gat�on. Now, �t's true 
 that actual Dw�ght E�senhower was not a fan at all of us�ng the bomb. 

 MBS (  24:37  ): 
 R�ght. 
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 Sandra (  24:37  ): 
 In one of the stor�es that's recounted �n th�s book �s he talks about the fact that 
 he d�dn't bel�eve �t was necessary, because the Japanese were already los�ng the 
 war. And to h�m, �t really mattered who was f�rst to use the bomb, and he d�dn't 
 want the Un�ted States to be the f�rst country to deploy �t. 

 MBS (  24:59  ): 
 There's a new book by Malcolm Gladwell, The Bomber Maf�a �s a very 
 �nterest�ng conversat�on about the moral�ty of bomb�ng and wh�ch of those �s... 
 wh�ch d�fferent approaches and wh�ch �s the lesser of two or three ev�ls, I guess, 
 �n terms of how to bomb that. 

 Sandra (  25:17  ): 
 R�ght. I th�nk you asked before about how you could prepare yourself for these 
 moments. I th�nk that these are... so I teach a course at Harvard Bus�ness School. 
 It's called the Moral Leader and �t uses actually l�terature, novels and plays and 
 h�stor�cal accounts l�ke th�s one, to help students come up w�th the�r own 
 def�n�t�on of what they th�nk an act of moral leadersh�p cons�sts of. 

 MBS (  25:46  ): 
 R�ght. 

 Sandra (  25:46  ): 
 So I'm not ask�ng them to th�nk about you're a moral leader 724, you know? Th�s 
 �s �f called upon, you call upon yourself to exerc�se moral leadersh�p, what does 
 that requ�re of you and what would that look l�ke? And the reason I'm tell�ng th�s 
 �s that for people who want to th�nk about th�s, that's an exerc�se that people 
 can do. 
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 MBS (  26:10  ): 
 Yes. 

 Sandra (  26:11  ): 
 And the best leaders who I know are very, very reflect�ve about what �t �s that 
 they th�nk about the�r obl�gat�ons, how they th�nk about the�r asp�rat�ons for the 
 k�nd of leader they want to be. And they prepare themselves by rehears�ng 
 events and go�ng through th�ngs, and say�ng, "What d�d I learn from th�s?" And 
 try�ng to bu�ld th�s �ntu�t�on about here's how I th�nk an act of moral leadersh�p 
 looks l�ke for me. 

 MBS (  26:38  ): 
 I mean, there's a famous quote... I'm not sure who. Allegedly from a m�l�tary 
 source wh�ch �s, "We don't r�se to the occas�on. We s�nk the level of our tra�n�ng." 
 I th�nk �s speak�ng to some of that. 

 Sandra (  26:53  ): 
 R�ght. I th�nk that that's a really good quote though, because what I'm 
 suggest�ng �s that there's a level of work that you can do as an �nd�v�dual that 
 helps you r�se above your tra�n�ng. 

 MBS (  27:02  ): 
 R�ght. How do you nav�gate d�fferent moral�ty? Because I'm all very for... I'm 
 very pro the moral leader, �f they have my morals and my moral�ty and they see 
 the world l�ke I do. I'm l�ke, "Exactly. Th�s �s how you serve the b�gger game. Th�s 
 �s how you serve the commun�ty. Th�s �s how you get vacc�nated." All that sort of 
 stuff that I'm l�ke, "Th�s �s my sense of morally r�ght." There's a bunch of people 
 across the chasm from me who I d�sagree w�th around a range of d�fferent 
 th�ngs, who feel that they are morally r�ght, morally correct. 
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 Sandra (  27:43  ): 
 Yeah and that descr�pt�on �s a really �mportant acknowledgement on your part. 
 Because the most �mportant th�ng to understand about moral�ty �s that th�s �s 
 �ntensely personal. And so what I regard as worth do�ng, worth defend�ng, worth 
 f�ght�ng for �s very much bu�lt �nto how �t �s that I see the world and the k�nds of 
 assumpt�ons I make about �t. And so the f�rst gu�del�ne for work�ng across th�s 
 chasm �s to assume good �ntent. 

 MBS (  28:19  ): 
 Love that. Yeah. 

 Sandra (  28:20  ): 
 Yeah and to really say, "Even though I profoundly d�sagree w�th the prem�se of 
 th�s �nd�v�dual, they too are try�ng to do what they regard as r�ght." 

 MBS (  28:30  ): 
 R�ght. 

 Sandra (  28:32  ): 
 And to at least g�ve the other party cred�t, moral cred�t for hav�ng as pos�t�ve 
 �ntent�ons �n the�r own way, as you have. 

 MBS (  28:42  ): 
 Yeah. Yeah. Is there a pract�ce or a way for me to cont�nu�ng to expand and 
 ref�ne my understand�ng of moral leadersh�p? Because the other th�ng I worry 
 about �s that my sense of what �s r�ght becomes oss�f�ed and l�ke... I f�gured th�s 
 out when I was 30, I'm now 53. It's the same. And I'm wonder�ng how you stay 
 present to... the amb�gu�ty and the grayness of what l�fe �s really l�ke, rather than 
 the black and wh�te certa�nty that a moral stance can somehow feel l�ke you're 
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 hold�ng the sword of r�ghteousness and truth. And l�fe �s always mess�er than 
 that. 

 Sandra (  29:27  ): 
 Oh, way mess�er than that. And I th�nk that... I'm not sure about th�s. I would 
 propose that one way to th�nk about that �s the k�nd of content of the moral 
 dec�s�ons. Another th�ng that I work on really �s the process of moral reason�ng. 
 That's... so let me elaborate for a m�nute. 

 MBS (  29:54  ): 
 Great. Yeah. 

 Sandra (  29:55  ): 
 So there are... I'll choose four d�fferent ways to th�nk about whether someth�ng 
 �s the r�ght th�ng to do. So one r�ght th�ng to do �s consequence base th�nk�ng. 
 We do th�s all the t�me. That's the calculus that was go�ng on �n Japan, �n the 
 Un�ted States. If I do th�s, th�s w�ll happen. And that's a moral reason�ng because 
 you're say�ng, "I can l�ve w�th the consequences and I'm judg�ng the 
 consequences." So the people who had second thoughts about �ncend�ary 
 bomb�ng, they were say�ng "That's not someth�ng I'm w�ll�ng to do. Or w�ll not 
 want to do g�ven a cho�ce. So there's consequence based reason�ng. 

 Sandra (  30:37  ): 
 There's reason�ng based just on your bas�c respons�b�l�t�es as a human be�ng, 
 one person to another. And so I th�nk that that's the reason�ng that says people 
 deserve to be treated w�th respect. That people have l�ves that actually you 
 should be enr�ched and you have an obl�gat�on to them, just because they're 
 another human. To treat them as a human. 

 Sandra (  31:01  ): 
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 There's the way of look�ng at what's the r�ght th�ng to do through the lens of 
 r�ghts, you know? And do people have certa�n r�ghts that you bel�eve actually 
 need to be respected, and under what cond�t�ons. I've taught before about role 
 obl�gat�ons. That's another way to th�nk about �t. And f�nally, there are... people 
 do make the�r own communal sense about... from a commun�ty standpo�nt, 
 what's the th�ng that helps our commun�ty thr�ve? 

 MBS (  31:29  ): 
 R�ght. 

 Sandra (  31:30  ): 
 So I've just descr�bed four, f�ve actually, d�fferent ways... and what seems to help 
 the students �s to take the same dec�s�on and to exam�ne �t from the standpo�nt 
 of each one of these moral reason�ng processes. And what you f�nd �s that 
 number one, you can argue almost any of them, should you want to, but they 
 shed l�ght on very d�fferent th�ngs. 

 MBS (  31:54  ): 
 R�ght. Yeah. 

 Sandra (  31:56  ): 
 And at the end of �t, you at least have a much more robust way of th�nk�ng 
 about th�s dec�s�on and how to make �t. There's no algor�thm at the end that 
 says, "Put th�s together." But �t �s a process that �f you have the pat�ence for �t, �t 
 actually can help you make better dec�s�ons. That at least you know you've been 
 �ntent�onal about. 

 MBS (  32:15  ): 
 I mean, I th�nk that's a very powerful perspect�ve, wh�ch �s d�fferent perspect�ves 
 �ncrease the nuance of your understand�ng. And also your understand�ng of 
 both for and aga�nst the pos�t�on you m�ght be tak�ng. 
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 Sandra (  32:31  ): 
 Correct. R�ght. 

 MBS (  32:32  ): 
 Because there's a way. I th�nk one of the other ways about do�ng th�s �s to argue 
 the case as strongly as poss�ble aga�nst yourself, aga�nst your moral �ncl�nat�on 
 and see what l�ght that also sheds on the crux and the moment that you're 
 fac�ng. 

 Sandra (  32:51  ): 
 Yeah. And I th�nk that that's useful, very useful to do as a �mmed�ate check, but 
 somet�mes our ab�l�ty to argue aga�nst ourselves �s absolutely determ�ned by 
 how we th�nk about th�ngs. So that's why I feel some not�on of open�ng yourself 
 up to other ways of reason�ng. 

 MBS (  33:11  ): 
 Yes. 

 Sandra (  33:12  ): 
 Actually creates more nuance you would have, even �f you just sa�d, "I'm go�ng 
 to play dev�l's advocate and take the other s�de. 

 MBS (  33:18  ): 
 I see that. So d�d you feel your own sense of moral leadersh�p has changed at all 
 s�nce you started teach�ng th�s part�cular course and d�v�ng �nto th�s world? 

 Sandra (  33:30  ): 
 I th�nk what's changed... so I have... just because I spent 20 years �n bus�ness and 
 �ncreas�ng levels of respons�b�l�ty, thought qu�te carefully about who I was as a 
 leader, pretty much all the t�me. 
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 MBS (  33:47  ): 
 Yeah. 

 Sandra (  33:48  ): 
 And I bel�eve �n lateral leadersh�p, mean�ng at any level �n any meet�ng, you can 
 help lead the ent�re. So I'm used to th�nk�ng of myself as a leader and have for a 
 long t�me. I th�nk what th�s has opened me up to �s the �dea that good 
 frameworks, good �deas, that they actually make a d�fference. So there �s such a 
 sense of k�nd of have to f�gure th�s out myself. And because �t's hard, I feel l�ke 
 no one can help me th�nk about th�s d�fferently. What I've leaned �s to, I th�nk be 
 not humble, but cur�ous about well what ways help? So that's why I wrote the 
 book w�th my colleague Shalene, because trust was one of those areas where 
 we all loved the �dea of �t, but �f you asked the next f�rst quest�on, wh�ch what 
 do you mean by �t? And let's even pretend you thought �t was a good �dea, what 
 are you go�ng to do about �t? 

 MBS (  34:44  ): 
 Yeah. 

 Sandra (  34:45  ): 
 You wouldn't come up w�th much. And so to me, that's tak�ng leadersh�p of a 
 d�fferent k�nd. 

 MBS (  34:52  ): 
 Yes. 

 Sandra (  34:53  ): 
 That's k�nd of an �ntellectual leadersh�p where �t's l�ke I can, I want to and the 
 advantage po�nt of be�ng an academ�c at HBS. So I have wonderful colleagues I 
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 can work th�ngs out w�th, l�teratures I can d�ve �nto and I can have the money to 
 go study compan�es. 

 MBS (  35:10  ): 
 Yes. 

 Sandra (  35:12  ): 
 So all of that creates a k�nd of obl�gat�on on my part. Well what do I do w�th all 
 that [�naud�ble 00:35:18] And my senses, aga�n �t's not g�v�ng back, �t's just 
 g�v�ng. 

 MBS (  35:23  ): 
 Yes. 

 Sandra (  35:24  ): 
 And really want�ng to use those resources for good. 

 MBS (  35:30  ): 
 I wonder Sandra, as you talk about th�s... the focus �s on our �nd�v�dual ab�l�ty to 
 strengthen our sense of moral leadersh�p. The metaphor I've used �n a d�fferent 
 context about tra�n�ng people �n general, wh�ch �s l�ke you can take the goldf�sh 
 out and clean the goldf�sh, but �f you put h�m back �n the d�rty water, you have a 
 d�rty goldf�sh pretty qu�ckly. To what extent �s the ab�l�ty to have moral 
 leadersh�p �n an organ�zat�on determ�ned by the structure and the culture and 
 the system �tself. Is �t poss�ble to be a moral leader when a system �s �tself 
 floored? 

 Sandra (  36:17  ): 
 I th�nk �t's... so I'll answer two ways. It's always poss�ble... to be a moral leader. I 
 wouldn't want to g�ve myself a pass, but say that just because I'm �n a lousy 
 organ�zat�on, I somehow no longer have the respons�b�l�ty to try to lead well �n 
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 ways that make sense to me. So I th�nk that that's true, but the reason our book 
 �s actually wr�tten for descr�b�ng what compan�es can do to be trusted by the�r 
 stakeholders. So we are by def�n�t�on, at the level of systems and processes. 

 MBS (  36:52  ): 
 That's r�ght. From the company you stud�ed... and I feel that your book about 
 trust and th�s conversat�on about moral leadersh�p entw�ned. What have you 
 learned about what organ�zat�ons can do to �ncrease the l�kel�hood of trust and 
 then reach the l�kel�hood or moral leadersh�p? And I know that's a... you've 
 wr�tten a large book about th�s sort of vast quest�on, but �s there [crosstalk 
 00:37:24] Yeah, exactly. Is there a... perhaps a better quest�on says what was 
 most surpr�s�ng about what an organ�zat�on can do to sh�ft the balance a l�ttle? 

 Sandra (  37:35  ): 
 So I'm go�ng to answer a sl�ghtly d�fferent quest�on. 

 MBS (  37:39  ): 
 Please. 

 Sandra (  37:39  ): 
 Because I'd l�ke to be helpful and I th�nk that quest�on would lead to a certa�n 
 path, wh�ch I th�nk �s helpful. I want to be qu�te a b�t more expl�c�t. So for all the 
 people that are l�sten�ng, �f you're �n an organ�zat�on and �f you have author�ty to 
 help manage dec�s�ons, the f�rst th�ng you can do to enhance trust �s to stop 
 lay�ng people off. So �t's very easy to have these d�scuss�ons and �t's �mportant 
 to have them �n the h�gh level of what are the systems and processes and I'm a 
 process person, a qual�ty person, you know? Study qual�ty by trade, but of all 
 the pract�ces that erode trust from the �ns�de of an organ�zat�on, �t's how 
 casually we treat the l�ves of the people who work w�th us. 
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 Sandra (  38:30  ): 
 And one of the surpr�s�ng f�nd�ngs that �t wasn't �ntu�t�on, but how strongly 
 re�nforced �t was �s that trust really �s bu�lt from the �ns�de out. That �t's very 
 d�ff�cult, not �mposs�ble, but really d�ff�cult to be trusted by people outs�de your 
 organ�zat�on �f the people �ns�de the organ�zat�on themselves don't feel trusted, 
 and don't trust you �n part�cular and the dec�s�ons that you make. So fear w�ll 
 take you to a certa�n level, but we know that we get d�fferent results, depend�ng 
 on whether or not people �ns�de the organ�zat�on feel taken care of, understood 
 and that the�r �nterest matter and COVID has made that so clear to us all. 

 MBS (  39:17  ): 
 R�ght, r�ght. 

 Sandra (  39:17  ): 
 That now all of a sudden, everyone's health and welfare �s th�s �s now an 
 organ�zat�onal respons�b�l�ty of all organ�zat�ons. And �t's a way of say�ng we care 
 about... not just say�ng we care about people, act�ng �n ways that show that we 
 e�ther do or don't really take ser�ously other people's health and safety. 

 MBS (  39:38  ): 
 Sandra, �t's been a wonderful conversat�on w�th you, thank you. We barely 
 touched on the new book and I hope what that's done �s make every who's 
 l�sten�ng go, "What else �s �n th�s book?" Because �t �s a great book. As a f�nal 
 quest�on, �s there anyth�ng that needs to be sa�d �n th�s conversat�on that hasn't 
 yet been sa�d?" 

 Sandra (  40:02  ): 
 So I w�ll just end w�th a story that someone told me about the book. So th�s �s 
 someone who needed to get 50 cop�es of the book to an organ�zat�on. She was 
 at the post off�ce and so she was ask�ng the person, and she turned her back 
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 and was do�ng some work. She turned around and he was read�ng the book. 
 And he sa�d, "Th�s �s so �nterest�ng." So she gave h�m one of the cop�es of the 
 book. 

 MBS (  40:32  ): 
 Oh, that's great. 

 Sandra (  40:34  ): 
 And so we tr�ed to take th�s top�c, wh�ch can e�ther be very academ�c or k�nd of 
 s�lly, �n a way honestly. And to embed �n �t stor�es of people and organ�zat�ons, 
 because we know that the stor�es are actually the th�ngs that people remember. 

 MBS (  40:52  ): 
 Yeah. 

 Sandra (  40:52  ): 
 So hopefully �f we can capture that person's attent�on, we m�ght be able to 
 capture the �ntent�on of people on the call as well. 

 MBS (  41:04  ): 
 So I have to tell you, I had th�s moment of be�ng swept back 20 or 25 years ago 
 when Sandra ment�oned F�lene's Barga�n Basement. Man, I bought th�s amaz�ng 
 pale double crested pearl su�t made from th�s beaut�ful f�ne Ital�an wore. It was 
 so gorgeous that I actually never found t�me to wear �t, and eventually I just 
 gave �t away, but I d�gress. Before th�s �nterv�ew, I'm not sure that I'd really ever 
 cons�dered the courage of the vanqu�shed, because when you're �n a f�ght, 
 you're hold�ng on, you're hold�ng onto pr�de and to hope. I mean, your hope and 
 the hope of others. But �f you're lucky, you come back to remember well what 
 the �mportant th�ng �s, what the b�g w�n �s really. What v�ctory really �s. 
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 MBS (  41:54  ): 
 And so often that's to f�ght another day. And by f�ght, I don't really mean f�ght. I 
 mean to l�ve another day, you know? I th�nk that's what the emperor of Japan 
 real�zed, wh�ch �s the true goal �s for the Japanese people to l�ve and to flour�sh. 
 That's h�s sacred duty. What's the act�on that serves that sacred duty? You know, 
 I got th�s new book com�ng out, How to Beg�n, com�ng out �n January. And �n 
 that �s the �dea of sett�ng a worthy goal and th�s �ns�ght about the journey and 
 the dest�nat�on and where am I really str�v�ng for? Cont�nues to be essent�al. 
 And fa�lure �s just part of what �t means to take on a worthy goal. I mean �n 
 some ways, that's how you know that you're actually do�ng the work. That 
 you've taken on someth�ng thr�ll�ng and �mportant and daunt�ng. 

 MBS (  42:48  ): 
 I love how Samuel Beckett sa�d �t, "Ever tr�ed, ever fa�led, try aga�n, fa�l aga�n, fa�l 
 better." And on that sl�ghtly down note or maybe �t's not for you, �t's not for me, 
 I just want to say thank you for l�sten�ng to the podcast. I apprec�ate you be�ng a 
 loyal l�stener. I apprec�ate �t �f you manage to g�ve me a rev�ew on your favor�te 
 app and apprec�ate �t �f th�s ep�sode or another ep�sode has caught your 
 attent�on and you've shared �t w�th somebody, because word of mouth �s 
 def�n�tely one of the ways th�s podcast w�ll grow. You can f�nd Sandra's books 
 wherever you would buy books. I'd encourage you to use an �ndependent book 
 seller, �f you have that cho�ce. And you can f�nd out more about Sandra and her 
 work at Sandrasucher.com. S-A-N-D-R-A-S-U-C-H-E-R.com. 

 MBS (  43:40  ): 
 And many of you have jo�ned me at the Duke Humfrey's, wh�ch �s a free pr�vate 
 membersh�p s�te. You can access �t at MBS.work/podcast. And there's where 
 you'll f�nd just extra resources, some downloads, some favor�te books, some 
 �nterv�ews that I haven't released. Just bas�cally add�t�onal bonus stuff. So �f 
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 you'd l�ke to s�gn up there, we'd love to see you there. I th�nk that's all. So I just 
 wanted to say thank you. You're awesome and you're do�ng great. 
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