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FINDING THE WORK OF YOUR LIFE
AND WHAT IF IT ISN'T INTHE
FAMILY BUSINESS?

It is Thanksgiving and | am sitting with family in
Tucson. My niece, Sarah is discussing the prepara-
tions of her boat for her sail to the South Pacific. Her
sister, Elyse, is working with her dad (my brother) on
the latest version of their cruising book (of which she
is in charge of production and distribution).
Grandfather, father and mother are assisting Sarah
with ideas as she prepares to go to sea. Both daughters
are following in the family path of sailing and/or
writing.

On the other coast, my niece and nephew are
discussing by phone their consulting and clinical
practice with me, asking for my advice and counsel in
fields related to my work. They, too, follow family
careers in medicine, counseling and consulting.

How nice it is to see kids grow and develop and to be
able to help them because of their shared interests in
the work of their lives. But how do you know if the
family business is the Work of Your Life? How do you
help children find their passion?

Finding One’s Self, One’s Purpose

People from all cultures typically begin struggling with
their identity and purpose at puberty. The adolescent
stage of separation and individuation is sometimes
more difficult to complete in the family business
environment. A teenager's job is to find his or her
“identity” as an individual, separate from that of
parents. In families where the business and the
family are merged and both feel ever-present to the
teen, it is more difficult to step aside and look at one’s
own interests. Kids can feel that following the family
footsteps is the only acceptable way. Some do that
and are happy. Others do so and never “actualize
themselves” Still others (often the youngest members
of the family) leave home, thinking that distance is the
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FIVE NEW LESSONS
ABOUT CHANGE

The following article is based upon a speech given to
The Women Business Owners of Atlanta this fall.

Introduction

In the last year, | have been looking at how we can
organize human systems in a way that takes advan-
tage of the tides or the currents rather than trying to
swim against them. How we can incorporate the
inevitable changes in the world in our organizational
lives and make it advantageous to us. What | am
presenting to you is the essence—the principles of
what it takes to capitalize on change—rather than the
details of a “change management program.” These
principles are at the heart of elaborate programs and
books. | will share with you some of my current
thoughts about how we manage ourselves, our
relationships and our organizations in this world of
rapid change. | say “current” in that my thinking is
evolving as | learn from the new sciences and other
cultures around the world.
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Five New Lessons... continued from page 5

leaders. They wonder around, bump into each other,
notice what needs to be done and do it. For example,
they build well-balanced bridges. When a group starts
on one side, another group notices, and starts on the
other side. Without the assistance of engineering,
supervision or computers, they meet in the middle,
constructing a stable, strong bridge: in other words, a
self-organizing community.

The older | get, the more | trust that there is order in the
universe and that, if | keep myself from getting too anx-
ious, | will be able to see the order or patterns. Often, our
anxiety about lack of control or order makes it difficult for
us to see clearly or to solve problems effectively. At
those time we try to force a predetermined outcome
rather than allowing it to evolve. Life has the capacity to
organize itself and it doesn't always need us to do it.

e Lesson Three: Identity, Relationships
and Information

While | am “getting out of my own way,” how do | help
other people to organize, to get the work done effective-
ly and efficiently? "Whether | am helping a client system
or organizing a team of my own?

Lesson Three, then, is to help people have clarity of
identity and purpose; to have access to the relation-
ships or people and to the information that they need.

| start most of my consultations by asking people about
the purpose or mission of their organization. Or, in
family business situations, what is their vision for the
future? What do they want to accomplish as a family at
this point in history? With that purpose clearly articulated,
all stakeholders can focus their attention on accomplish-
ing it. The clearer we are about our purpose, the greater
the odds are that we will achieve it.

This applies to teams, families and organizations, as
well. When a group of people is focused on a shared
mission or vision, the members can mobilize their
creative energies to make it happen. This also assumes
that they have access to the resources and information
that they need. An example of this occurred at
Southwestern Bell.

The entire management team of Southwestern Bell was
out of town attending a meeting, when a major natural
disaster occurred. The staff that was left quickly mobi-
lized themselves, organized a plan and effectively met
the challenge, assuring that the utilities returned to
operation in an efficient manner. This was accomplished
without a designated leader: another good example of
self organizing systems. Afterwards they took the
opportunity to explore why we all seem to be at our best
during the worst times. Their report suggested:

e There was an instant sense of teams and purpose;
sense of connectedness;
« No time wasted on trivial matters;

we are not independent, not separate.

= No heroes: everyone a contributor;

= No manuals;

= You work with whatever is available (tinker/make do);
Jobs are new, different, strange; yet people also play
in their own position;

e Communication is wide open;

* |eaders emerged; :

» Formal leaders play subordinate roles more easily;

¢ There's no risk—it's already a disaster.

First and foremost, The Southwestern Bell employees
had a clear, shared purpose. Secondly, they were able
to access the people and information they needed with-
out any “hierarchy or politics” to interfere. And third, the
mission was compelling to them. If it is important to
them, people will organize themselves to get the job
done. They will keep trying to solve the problem. A clear
mission gives meaning to work. People want meaning-
ful work. '

¢ Lesson Four: Interdependence Is Necessary
For Survival

When we are clear about our shared objective and that
we need each other to achieve it, we recognize that
interdependence. Lesson four is about recognizing our
interdependence: acknowledging that we can't do it
alone. Many of us grew up believing we had to be strong
and independent. Independence is a myth. Much like
looking at a grove of Aspen trees. On the surface, the
Aspens appear to be a large group of independent trees.
Under the surface, one can see that they are really all
part of one system. Each Aspen tree grows from the
root of another which then pushes up through the earth
giving the appearance of a separate, new growth.

On the surface (especially when we are young) we may
appear independent. As we mature, we recognize that
What we do
effects everyone else in our system. The more we
acknowledge the interdependence, the more we pay
attention to the relationships, and to communication. As
we take care of these relationships, we increase our
effectiveness through the channel of collaboration. Our
effectiveness in relationships becomes even more
critical as we face an increasingly complex world, with
information multiplying faster than ever and change
occurring at a faster rate.

* Lesson Five: Know Thyself
This leads to the final point: Know Thyself

In order to lead, manage, be part of a team, part of any
relationship, and adapt to changing conditions, we must
be clear about ourselves:

What is  our personal mission in life? What is most
important to us? What are our values? Without clarity in
this area, we cannot build personal integrity. It is also
important that we know ourselves in terms of skills,
knowledge and resources. With our recognition that we
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Five New Lessons... continued from page 6

cannot do it alone, we need to look to others who have
complementary talents with whom to be partners.

Knowing our own assets and limitations allows us to
look at changing opportunities and determine what we
can handle and what we cannot. Further, we must be
aware of the mind set we bring into each situation, for
our assumptions about situations create our reactions to
them. Our attitudes impact our effectiveness in more
ways than anything else. We are all familiar with the con-
cept of a self-fulfilling prophecy: if | doubt that | can do
something...I will prove myself right! Seeking out and
changing our self-defeating mind sets, prejudices and
habits is an important aspect of knowing ourselves.

Application To Business

Now, how does this apply to running a business? One
of the biggest challenges most managers have in run-
ning a business is the management of human
resources. How do we get people to do what we want
them to do, with enthusiasm, creativity, accuracy and a
collaborative attitude? Most of us try to push and pull
people to do that. The point here is that with the rapidity
of change, the differing attitudes which employees bring
with them, the lack of the old employee-employer con-
tract about long-term commitment, the old push/pull
doesn’t work. We have to engage employees in our
quest, help them find meaning in the work, give themthe
opportunity to organize and to collaborate with us as we
scan the environment for change, new opportunities and
challenges. For many of us, this requires a shift in our
attitudes, tuning of some of our skills, and a willingness
to change the nature of our working relationships. We
will need all of the resources around us for that chal-
lenge. You may find the following Native American
Grace useful as you face change in the future:

G
O Great Spirit
whose voice | hear in the winds
and whose breath gives life to all the world,
Hear me!
| need your strength and wisdom.
Let me walk in beauty and make my eyes ever behold
the red and purple sunset.
Make my hands respect the things you have made
and my ears sharp to hear your voice.
Make me wise so that | may understand
the things you have taught my people.
Let me learn the lessons you have hidden in every leaf
and rock.
| seek strength,
not to be greater than my Brother,
but to fight my greatest enemy--
myself.

TG

LATE BLOOMER

Have you ever thought someone was a late bloomer
because he or she was in his 30s before he began
dating or was in her 40s before she found her true
career? How about a 1,288 year old lotus seed from
China which has now germinated?

The seed is believed to be the oldest ever to germinate
and may yield clues on how to slow aging! Dr. Jane
Shen-Miler, a plant physiologist at the University of
California at Los Angeles noted: “It's unbelievable it
could sleep for thousands of years and in four days a
little green shoot emerged” The reserachers cited
several reasons for the seeds' longevity including a thick
shell that protected the seed from air and water and the
presence of an enzyme which may become known as
the first protein repair enzyme.

Dr. Steven Clarke, a specialist in the chemistry of aging
marveled at the seeds’ ability to "fend off all age-related
damage" and attributed it to the enzyme which is found
in living things throughout nature, including humans.

Lessons for us?

» Working in family businesses requires a “thick shell” so
that you don't take “It” personally. “It” can be comments
made about work performance which have nothing to do
with your role as a family member, but feel like it. “It” can
be the tone of voice of a member of the family that
doesn’t bother other family members (“That’s just dad”)
but offends non-family members. Having a thick shell
allows us to let a lot slide off our back and not over-react.

« Don’t give up just because someone hasn’'t “bloomed”
within the timeframe we think he should (“Why, by the
time | was his age, | had already...”). |t may take longer.
After all, “It's hard to find your place in the sun in the
shade of the family tree.”

» Finally, if you protect the “seed’ from the elements, it
never grows-up!

Thanks to Lisa Malone of Malone & Associates
(Memphis, Tennessee) for our wonder new logo
and graphic image!




