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Preface

hen Doug took over as CEO of Campbell in

2001, the company’s stock was trailing the S&P 500 and
falling precipitously, the core businesses were in disrepair,
the organization was in shambles, and Campbell was the
poorest performer of all the major food companies in
the world. Doug’s job as the new CEO was to stop the
bleeding, stabilize the situation, and get the company back
on its feet.

It wouldn’t be easy. Employees were shell-shocked
by the battering they were experiencing on all fronts. For
almost everyone, including Doug, this meant difficult daily
encounters—with a disillusioned consumer, an irate cus-
tomer, a frustrated coworker, an indifferent supplier—that
were always challenging and often unpleasant. To
make matters worse, the systems for managing all those
situations were largely dysfunctional. People felt tired,

unappreciated, and like victims of their circumstances.
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But Doug had come to Campbell with a reputation for
engineering turnarounds in the food industry. As president
of the Nabisco Food Company, he had taken a large divi-
sion from mediocrity to delivering five consecutive years
of sales, earnings, and market share growth. How had he
done it? He rebuilt the company with a philosophy of
being tough-minded on the standards and tender-hearted
with the people. “Some joked that my approach was a
cross between Pollyanna and Don Quixote,” Doug says,
“but I have no apologies. The people were highly engaged
and delivering excellent results. We grew earnings at a
double-digit rate for five straight years. If that’s a sign of
weakness, I'll take it every time.”

Could he do it again at Campbell?

The answer was a resounding “Yes!” By 2009, the
company was outperforming both the S&P Food Group
and the S&P 500. Sales and earnings were growing, the
core businesses were thriving, the employees were highly
engaged in their work, the company was increasingly
being recognized for its progress with workforce diversity
and inclusion, and Campbell was ranked as one of the ten
most socially responsible U.S. companies. Doug and his
team had achieved something extraordinary.

They advanced their vision for Campbell by using
positive sequences of interactions focused within a
winning strategic framework to tangibly demonstrate
to the employees that they cared; tough sequences to

establish world-class standards; and teaching sequences
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Preface

to develop the leaders around them. It was only later,
while the two of us, Mette and Doug, were working on
this book, that we came up with the term TouchPoints
to describe the interactions that Doug, his team, and,
ultimately, twenty thousand associates used to help turn

Campbell around.

WHY THIS BOOK

Leadership is tough. As a leader, you must constantly
meet and exceed targets. To perform consistently, you
have to be prepared to make decisions and mobilize
others 7ight now. There is never enough time: there are
customer issues, board issues, vendor issues, employee
issues. The phone system malfunctions, the production
line goes down, the PDA stops working, you have to fill
in for someone at the last minute, and you are always
on the road. It’s an everyday struggle. The pace is fast
and furious, the accountabilities are in real time, and one
thoughtless action can be posted on YouTube and make
its way around the world before the day is over. How
can you manage to get anything done in an environment
where you are lucky if you can average four minutes of
uninterrupted time in a day?

That was a question we posed to each other one
morning when we were a world away from such frenetic
activity, strolling the grounds at Skytop Lodge in the
Pocono Mountains. It was the last day of a Campbell
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CEO Institute retreat, a two-year development pro-
gram for a select number of Campbell’s high-potential
leaders.

We had met years before, while Doug was at Nabisco
and Mette was leading the executive development
program for the Covey Leadership Center in Utah. We
reconnected again when Mette was interviewing Doug for
a book she was writing on leadership, which led to our
collaboration on the CEO Institute.

That morning in the Poconos, we were still feeling
the contemplative energy from the previous night’s bon-
fire, where the Institute’s participants had sat in silence,
reflecting on their personal leadership philosophy and cap-
turing their insights in their journals. Knowing we would
soon have to leave the peaceful Poconos and return to the
“real” world, Mette asked Doug, “Don’t you get tired of
the ceaseless interruptions?”

After a moment of thought, Doug said, “To me,
they’re not interruptions. They’re opportunities to touch
someone and improve the situation.” Whereas most
people kept trying to minimize the dozens and dozens of
encounters they experience every day at work, he believed
that those encounters were the work, and that how he
handled them would ultimately define his success as a
contributor and as a leader.

As the two of us headed back to the group, we began
to talk about whether the leadership perspective that had
been so successful at Nabisco and at Campbell might be
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useful to others. What might happen, we asked ourselves,
if leaders could stop swatting at urgencies and interrup-
tions as if they were pesky mosquitoes, and instead use
them as opportunities to influence? What if real leader-
ship could take place in the hundreds of interactions that
made up a leader’s day? Then, because it is not possible
to predict what each moment might bring, leaders would
need to be extremely well prepared. And to prepare them-
selves, they would have to reflect on the vital leadership
questions that Mette was currently writing about and that
we were teaching at the CEO Institute. This conversation
led to our writing this book together.

During the next four years, we probed the nature of
a leader’s scheduled and spontaneous interactions, draw-
ing on our combined experience—Doug’s as a leader of
leaders and Mette’s as a teacher of leaders—to under-
stand what it takes for a leader to stand in the stream of
such moments and influence their direction. As our con-
cept took shape, we came up with the name TouchPoints
to describe the way that each of the many interactions
leaders have with others during their workday gives them
the chance to “touch” someone: to influence, guide, pro-
vide clarity, inspire, create a sense of urgency, and shape
the course of events. We’ve now spent countless hours
exploring, discussing, and trying out the TouchPoints con-
cept with a wide range of leaders from all over the world.

It’s an approach that works!
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Preface

TouchPoint leadership is not about running faster,
working longer, and wringing more productivity out
of every waking minute. It’s about being present in the
moment and feeling confident that you can deal with
whatever happens in a way that is helpful to others—and
by extension, to yourself and your organization. Touch-
Points do not replace the leadership models that work for
you. Instead, they infuse them with energy. They offer a
way of working that is ideally suited to the vagaries and

demands of today’s organizations.

ABOUT THIS BOOK

Why are you reading this book? Are you an experienced
leader looking for ideas that can help you get better at
your job? New to leadership and seeking advice on how to
become the best leader you can be? Aspiring to a leader-
ship position and curious about what being a leader really
means? No matter what your current position or your pur-
pose, you’ll find that the ideas in these pages will help you
prepare yourself to work more effectively and efficiently in
the interruption age. They will help you lead in the small-
est of moments.

In the first chapter we explain what TouchPoints are
all about, and in the second we discuss the commitment
to TouchPoint mastery. In the last four chapters you’ll
find practical information and ideas that you can use

right away, in your very next interaction, and to continue
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developing as a leader. In each chapter you’ll find real
stories from real leaders that illustrate the power of
TouchPoints.

Reflecting on and learning from experience is critical
to success for anyone, especially leaders, whose decisions
and actions can affect so many people and have such
significant consequences. Throughout the book, we've
included a number of questions to help you think about
these concepts as they apply to your own situation.

We encourage you to use the ideas and questions
in the book to develop your capabilities as you aim for
mastery. Then, with each interaction, you will become
better and better at leading in the moment. Over time,
the cumulative impact of such interactions adds up to real
change. They can turn around a project, a team—even a
Fortune 500 company.

So let’s get started.

XXX1
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The Power of
TouchPoints

THE AcTION IS IN
THE INTERACTION

t's nearly three-thirty in the afternoon. You’re holed
up in your office, trying to grab some time to finish a pro-
posal that’s critical to the future of your department—and
your own career—when a team member knocks on your
door to ask for advice with a tricky problem. How do you
respond? Do you give in to the flash of irritation you feel
at being interrupted and tell him to come back later? Or
do you stop what you are doing and help him right now?
It’s your choice.

As a leader, you make those choices all day, every
day. The “knock on the door” happens over and over

again—phone calls, meetings, emails, and text messages,
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all with questions to answer, concerns to address, prob-
lems to solve, and fires to put out. There are big issues
and small issues, planned sessions and surprises, and they
come at you constantly and from every direction. You
have to make decisions without having all the information,
and you need to make them now. The workload is
expanding, and the time you have to deal with each issue
is shrinking. Some days it feels as though the information
age has morphed into the interruption age.

But what if you could step back and look at all those
interactions with a fresh perspective? What if, instead of
seeing them as interfering with your work, you were to
look at them as latent leadership moments? What if these
moments were the answer to leadership in today’s busy
world?

In our experience, that is precisely what they are. Each of
the many connections you make has the potential to become
a high point or a low point in someone’s day. Each is an
opportunity to establish high performance expectations, to
infuse the agenda with greater clarity and more energy,
and to influence the course of events. Each is a chance to
transform an ordinary moment into a TouchPoint.

TouchPoints take place any time two or more people
get together to deal with an issue and get something
done. A casual conversation with a colleague becomes
a TouchPoint when the focus shifts to an impending
contract. An email exchange with a team member turns

into a TouchPoint when she tells you about a production
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delay. The chit-chat before an afternoon meeting shifts
to TouchPoint mode when the last person arrives and
someone says, ‘“‘Everyone’s here—Ilet’s get started.”

In fact, each day is an elaborate sequence of Touch-
Points: interactions—with one other person, a couple of
people, or a group—that can last a couple of minutes, a
couple of hours, or a couple of days. Those TouchPoints
can be planned or spontaneous, casual or carefully
choreographed. They take place in hallways, on factory
floors, in conference rooms, on the phone, and via email
or instant messaging. Some deal with straightforward,
relatively minor issues; others involve complex challenges
with wide-ranging effects.

Sadly, leaders often see these interactions as distrac-
tions that get in the way of their real work: the important
work of strategizing, planning, and prioritizing. But in our
experience, these TouchPoints are the real work. They are
the moments that bring your strategies and priorities to
life, the interactions that translate your ideas into new and
better behaviors. That is, providing you take these Touch-
Points, no matter how brief, and infuse them with greater

clarity and genuine commitment.

THREE VARIABLES, ONE TOUCHPOINT

Although there are many ways in which TouchPoints dif-
fer, they all have the same three variables: the issue, the

other people, and the leader.
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The
Other People

The

TouchPoint

The Three Variables of a TouchPoint

The issue is something important, such as a question,
a problem, or a decision that affects the performance of
individuals, teams, units, or the entire organization. Such
issues come at you fast and furiously from every direction.
In many cases you have to make a decision quickly, even
without having all the necessary information.

The issue could be how to address a customer
complaint, cross-train employees, reschedule a meeting
so that the right people can be there, find resources for
a project after the budget has been cut, or replace a key
team member who has suddenly resigned. The issue may
even be building a relationship. In fact, many leaders
initiate a large number of brief interactions whose sole

purpose is to make positive connections so that when the

A

Excerpt, through Chapter 1. Copyright 2011 by Douglas R. Conant and Mette Norgaard. All rights reserved.
For more resources and information, visit ConantLeadership.com and MetteNorgaard.com.
Preorder the book today through your favorite online retailer.
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leader needs to make a tough call, people will know they
are valued and will trust the leader’s intentions.

The other people are the stakeholders who are involved
in the issue. In this book we will focus on internal stake-
holders, such as the individuals who report to you directly
and indirectly, your colleagues, and the people with whom
you have a straight or dotted reporting line.

In today’s interdisciplinary and international work-
places, these stakeholders may have diverse norms and
values, which means they often make differing assump-
tions about what it means to be on time, deliver quality,
show respect, and be loyal. Consequently, you need to be
tuned in, because the behaviors that turn one person on
may turn someone else off completely.

The leader is the person who brings a little magic to the
moment. Taking the lead in a TouchPoint is not a matter
of title or position; it is a matter of behavior. The leader is
the one who listens carefully, helps others frame the issue,
brings a sense of urgency, and creates confidence about
the next step. When you are the most senior person in the
room, that responsibility will be yours. In many situations,
however, you may want to use that moment as an oppor-
tunity to guide and develop others.

To take the lead in a TouchPoint requires dual vision.
That is, you need to be able to address the most pressing
need and do it in a way that makes the others more capa-

ble, ready to take on the next issue. In other words, you
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must zero in on the needs of the now, while being mindful

of the next time.

MY ISSUE, YOUR ISSUE, OR OUR ISSUE

Of course not every issue is your direct responsibility.
That is why one of the first things you listen for in a
TouchPoint is whether the issue at hand is “my issue,”
“your issue,” or “our issue.” If you own it, you can make
the calls. If they own it, you want to help them make the
best possible decision and be ready to move forward.

If it is “ours,” you share the responsibility with the
other people.

When You Own the Issue

David has a visceral appreciation for the power of Touch-
Points. When he was a plant manager for P&G, running
sites with five hundred to a thousand people, he made it a
habit to walk through the plant every day. In the course of
a week, he would make sure he spent time with each of the
four shifts. Among other things, he used his walk-throughs
to deal with several of his own issues.

“I would routinely walk through the plant and connect
with fifty to a hundred people in an hour. I always had a
little slip of paper in my pocket with ten or twelve to-dos
I needed to handle. They could range from getting an

update on a safety issue to telling people about an award
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we had won.” In David’s experience, the biggest mistake
plant managers make is that when they get really, really
busy, they stop doing these kinds of tours. They think they
can get more done by staying at their desk. But the exact
opposite happens. “Walking the plant,” David says, “you
get so much done in a minute. You get little updates,

you feel the pulse, you quietly reinforce the standards
when you pick up a piece of trash and remind someone
about ear protection. If people are busy, you just wave.”

The walkabouts not only gave David a chance to deal
with his issues but also served as opportunities for people
to bring up their own. One person might walk along for
a few yards to tell him that someone’s husband was in the
hospital; another might stop him to discuss a concern. In
this way, his tours would shift from dealing with his own
issues to helping other people with theirs.

The merit of such walkabouts is that they create
dozens of proactive TouchPoints. By being ahead on the
issues, making yourself available, and setting the tone,
you anticipate and prevent a number of problems. By
making time for interactions, you can prevent unnecessary

interruptions.

When Someone Else Owns the Issue

When a direct report owns the issue, the challenge for
many leaders is to leave the responsibility where it belongs.

This is particularly difficult for leaders who were promoted

~1
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because others trust them to get the job done. That was
Nancy’s challenge. In her previous position as the head of
a national accounts team, she had always been the go-to
person. When the customer had a problem, she would do
everything she could to fix it, and fix it fast! She would
ignore the chains of command and go directly to the person
who could get the job done.

The problem was that, having been promoted to VP,
Nancy was now going around her own people. She kept
forgetting that as a leader of leaders, it was no longer her
job to fix the problem directly. Her role now was to help
others figure out how to deal with it.

To curb her impatience, Nancy developed a small
TouchPoint habit. When her team was addressing a
problem, she would first go around the room and hear
from each team member what he or she thought should be
done. Only at the end would she add her two cents’ worth.
“It was really hard at first. I felt I was inadequate because
I wasn’t doing something. But it was also fulfilling,
because soon I began to see people step up in ways they
had not done before. Today, it’s exciting to see how each
individual is so much stronger. In fact, the whole team is
becoming really impressive.”

What Nancy learned was that it is not enough to
get the job done now. As a leader, you need to get the
job done in a way that builds the individual’s and team’s

capacity to do even better next time.
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When You Share the Issue with Others

At other times, the leader and the other people are jointly
responsible for the issue. That was the case when Jerry, a
senior VP for public affairs, needed to bring Kim, a new
director, up to speed.

Kim’s role would be to lead an initiative to reduce
childhood obesity and hunger in Camden, New Jersey,
by 50 percentin ten years. “One Friday I took Kim and three
other members of my team on a three-hour tour of the city,”
Jerry said, ““and we visited our partners at a day-care center,
an elementary school, and a community garden. Itwas areally
good morning. Most important, it gave her an affirmation
that what we are trying to do is needed and doable.”

Bringing Kim up to speed was an issue that Kim and
Jerry shared. By taking her on the tour, Jerry provided her
with both a physical understanding of the city and a strong
beginning to the relationships, which would help her get a

head start on her new job.

THE POTENTIAL OF A TOUCHPOINT

Every TouchPoint is spring-loaded with possibilities. Each
one can build—or break—a relationship. Even a brief
interaction can change the way people think about them-
selves, their leaders, and their future.

Doug had such an experience that has stayed with him to
this day. When he was in graduate school, he had a professor



TouchPoints

who had extremely high standards. One day, after Doug had
handed in a carelessly done assignment, the professor called
him in and said, simply, “Doug, you can do better.”

“That’s all he said,” Doug recalls, “‘You can do
better,” and of course he was right. Moreover, he never
needed to say it again.” Now when Doug reviews work
that doesn’t meet his standards, instead of giving people
negative feedback, he challenges them to do better in some
specific way. As it did with Doug, the statement “You
can do better” often goes a long way toward increasing
people’s confidence and encouraging them to stretch.

Mette, in contrast, remembers an experience of her
own that shows the negative potential of TouchPoints.

It happened when she was product manager for a mid-
size multinational company. After discovering that a new
product was failing to meet the company’s quality crite-
ria, she recommended to her immediate boss, the director
of marketing, that they stop production until they figured
out what the problem was.

When Mette’s boss took the issue to the vice president,
however, he was told in no uncertain terms, ‘“This is the
fourth quarter. You’ve got to keep the line moving so we can
make the numbers.” After that meeting, Mette’s boss called
her into his office and told her that her job was to keep the
line moving at all costs. When Mette protested, he snapped
at her, “If you can’t do it, I'll find a real man for the job.”

Mette’s boss got the job done—the production line
kept moving—but he lost her respect. What was worse,

she also lost respect for herself. She thought her superiors
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were making the wrong call and wished she had shown
more backbone. This experience shows that when a leader
goes for compliance instead of commitment, he may erode
a person’s confidence and damage the relationship.

Have you had these kinds of experiences—positive
TouchPoints that increased your confidence and com-
mitment, or negative interactions that left you feeling
worse about others or yourself? If so, you already know
the power and possibilities of a moment. You know the
potential of a TouchPoint.

TouchPoints can inspire people to give the very best
of themselves, and they can cause people to shut down.
Like money, TouchPoints in and of themselves are neither
good nor bad. What matters is how you use them. They
are a resource that you can either invest or squander.

Like Doug’s professor, we all have times when we say
just the right thing. Like Mette’s boss, we also have times
when we botch it.

That’s a fact of life. What is important is that you con-
tinuously strive to increase your ratio of “That went well!”
to “I blew it.” If you reflect on the TouchPoints you’ve
engaged in during the past few weeks, what is your ratio?
What would you like it to be?

It’s important to remember that improving that
ratio is not about becoming nicer; it is about becoming
more effective. It is about engaging people and moving
forward faster, instead of tripping up and slowing down.
It is about gaining commitment instead of settling for

compliance.
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Whether you are a manager, a mentor, or a parent,
you want to touch others in a way that makes them want
to do the right thing. You want to guide them in a way
that helps them make good decisions, even when you are
not in the room—which, if you are a leader of leaders, is
99.9 percent of the time.

THE EXPONENTIAL EFFECT OF A TOUCHPOINT

TouchPoint leadership capitalizes on the social network-
ing effect, what we call the exponential effect.

Every person you engage with is embedded in webs of
relationships. Whatever you say or do in a TouchPoint
may be quickly transmitted to five or six people in that
person’s network—and then relayed to their colleagues,
and so on. Therefore, when you impart a sense of urgency,
people may pass that on; when you inspire confidence, that
too may be transmitted; and when you blow it, everyone is
bound to hear about it.

George, head of an R&D department with five hundred
people, recalls a recent TouchPoint that illustrates the
exponential effect. “It was one of those very contentious
meetings with the senior executives where people were
debating a specific and rather narrow point,” he explained.
After listening intently for a while, he realized that the issue
had been framed too narrowly. Though George was not the
most senior person in the room, “I found myself articulating

the broader strategic view, one where R&D had the right
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to make certain decisions. It was a very lonely point of view,
yet I advocated it quite passionately.”

Later that day, George ran into a colleague from the
legal department, and he was surprised to hear that she
knew about his argument. How? It turned out that his
team members were excited that he had taken such a
strong stand, felt proud of the way he had represented
the department, and had spread the word. “When we are
leaders,” George said, “others are watching everything
we do. The issue I raised was of great importance to our
team. Hearing how my people felt, it made me think later,
‘What if I had stayed silent?’”
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Organizations are living systems in which people
are connecting all the time. In fact, you can picture each
TouchPoint as a synapse in your organization’s central
nervous system, the small distance across which an impulse
must pass in order for the next person to engage. Positive
impulses stimulate change; negative ones block it. Thus,
creating networks where people are poised for change
requires transmitting positive impulses, frequently and
consistently. When you are fully aware of the exponential
power of TouchPoints, you will see every conversation as
a chance to give people a reality check, inspire a sense of

the possibilities, or stimulate the desire to change.

TOUGH-MINDED ON THE ISSUE,
TENDER-HEARTED WITH PEOPLE

Times are tough. Whether you are the director of a health
clinic, the superintendent of a school, or an entrepreneur
creating business software solutions, you must be tough-
minded to prevail. Difficult situations pop up every day,
performance problems need to be dealt with, and thorny
issues need to be addressed in the here and now. In this
sense, the global workplace is very Darwinian. You either
adapt and prevail, or you die under the weight of mediocre
performance. In reality, there is no in-between.

Being tough-minded, however, is no excuse for being
brutal. You can be tough on the issues and still be caring

with people. In fact, as Doug discovered when he set out
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to turn Campbell around, you need to build strong rela-
tionships and help the people around you grow if you want
to achieve sustainable results.

When Doug began his tenure at Campbell, the place
was in a funk. Tall fences topped with barbed wire circled
buildings that were equally depressing. The carpets were
worn, the walls were faded, and the people looked as tired
as their surroundings. They had been through a decade of
aggressive pricing followed by bone-deep cost cutting, and
the company was in a severe downward spiral. Given that
reality, Doug began with the premise that for the com-
pany to win in the marketplace, it would first need to win
in the workplace. That is, Campbell would first need to

win the hearts and minds of twenty thousand employees.

Show That You Care

On Doug’s first day at work, a company-wide meeting was
held to introduce him as the new CEO. At that meeting,
he made a promise to all the employees that ultimately
became known as The Campbell Promise: Campbell
Valuing People, People Valuing Campbell. His point was
that the leaders must show that they cared about the
employees’ agenda before they could expect the employees
to care about the company’s agenda. To show that he
meant what he said, Doug began to look for ways to
tangibly demonstrate that he cared, by asking everyone he

ran into, “What can we do better?” “How can I help?”
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One day Pat, the head of the global supply chain,
answered, “This place looks like a high-security prison.
How about we get rid of those rusty fences and all that
barbed wire?” Doug replied, “Let’s do it!”

To follow up and show his support, Doug dropped by
Pat’s office regularly, asking, “Where are you on the plans
for more security?” “Have you picked a contractor for the
new fencing?” “Can we put a fresh coat of paint on the
curbs?” “How about sprucing up the landscaping as well?”
Those kinds of small interactions are the best-kept secret
of leadership. They are the TouchPoints that take an idea
and make it real.

Within a few months, there was clear evidence
that someone cared: improved security, discreet fences,
and bright yellow curbs. On a roll, the maintenance
group then tackled the building interiors by painting
the hallways, putting in new carpeting, and hanging
up new pictures. Over time, other people began to
come up with ideas that went beyond the physical
environment: What about starting affinity networks?
What about experimenting with more flexible hours?
Before long, the exponential effect was spreading
throughout the company, infusing everyone with a revived
sense of the possibilities: What about better-for-you
soups, more convenient packaging, stronger brand
messages. . .?

The Campbell Promise was compelling because it was

heartfelt and relevant to the situation, and also because it
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spoke to people in a language they understood. The lead-
ers showed they genuinely cared about the people, and the
people came out fighting for the company. A promise had
been made and kept.

Set High Standards

While Doug was seeking to inspire trust, he also estab-
lished tougher and measurable leadership standards. This
led Campbell to use the Gallup metric to track the level of
employee engagement.! In this case, the gold standard was
an engagement ratio of 12:1, meaning that, broadly speak-
ing, each leader would need to have twelve employees who
were enthusiastic about their work for every one who was
disenchanted.

In 2001, Doug got the baseline results from the Gallup
survey. He knew things would be bad, but even he had not
anticipated an engagement ratio that was less than 2:1. It

didn’t help when the Gallup engagement manager said,

I'The Gallup employee engagement database includes more than thirty years
of in-depth behavioral economic research involving more than seventeen
million employees. Gallup’s latest meta-analysis (an analysis of data from
more than 152 organizations) shows dramatic differences between top- and
bottom-quartile workgroups on key business outcomes. Beyond the signif-
icant differences engaged workgroups show in productivity, profitability,
safety incidents, and absenteeism versus disengaged workgroups, the research
also proves that engaged organizations’ earnings per share growth rate is
3.9 times greater than that of organizations with lower engagement in their
same industry. For more information, see Gallup, “Employee Engagement: A
Leading Indicator for Financial Performance,” www.gallup.com/consulting/52

/employee-engagement.aspx.
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“These are the worst results I have ever seen for a Fortune
500 firm!”

To raise the engagement level, Doug needed all of
the 350 global-level leaders to do their part, because they
were the ones who touched every department and corner of
the company. But after two years of training, coaching, and
cajoling, the engagementlevel had barely moved. It was clear
that too many leaders were only modestly on board, and a
modest commitment was simply not good enough.

Doug began the 2003 global leadership meeting by
putting up the latest engagement level scores—a 4:1
engagement ratio. Then he looked at the group and said
quietly but in a forceful tone, “Enough is enough.” He
told them that his expectations were zot changing; in
fact, they were becoming more demanding. “I hope all
of you want to be part of this company going forward, but
you have to lead in a way that’s going to build the world’s
most extraordinary food company. If you don’t want
to sign up for that, you shouldn’t be here.” The room
became very quiet. People were stunned. Doug was always
so composed, but at that moment there was no doubt he
had had it. People still reminisce about that TouchPoint:
““That was the day Doug got up his Irish.” “It was great
to really see the man’s convictions.” “Doug was pretty
strong, but it was time.”

By the end of that year and less than three years into
his tenure, nearly 300 of the 350 global leaders had left

or had been asked to leave the organization. These were
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gritty and trying times for Doug and everyone involved,
which required a massive number of very difficult conver-
sations and encounters virtually every week. Leaders had
to make tough decisions, people had to be let go, organi-
zations had to be reengineered, and employees had to be
reassured. No one was immune.

On the positive side, the leaders who were let go were
replaced by a new breed of leaders who were highly com-
petent, knew how to tap into people’s potential, and were
very performance oriented. Soon things began to change.
In 2006, the Gallup ratio was 6:1; in 2007 it was 9:1; in
2008, the 12:1 gold standard was reached; and by 2010,

the engagement ratio was an astonishing 17:1!

WHAT'S YOUR APPROACH?

No leader can succeed by being only tough-minded or
only tender-hearted. Every day there will be TouchPoints
in which you need to focus on results and others in
which you deal with relationships, moments when you
must push to make a deadline and others when you need
to stop everything and listen. Every day, you need to
be both tough-minded on the issue #nd tender-hearted
with people.

Of course, some leaders tend to be bold and direct and
others more considerate. Some are more adept at con-
fronting the facts and others at tuning in to the feelings.

Which approach feels more comfortable to you?
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The Tough-Minded Approach

Many leaders love to take on issues related to per-
formance. They enjoy focusing on goals, setting the
standards, creating a sense of urgency, sticking to the task,
and competing to win. If that is your strength, you
probably like to keep things simple. When faced with bad
news, you tackle it head-on. When people fall short, you
tell them directly. When there is a conflict, you deal with
it. You move quickly and act decisively.

But you need to be careful, because any strength taken
to an extreme can become a liability. When that happens,
the people on your team may hold on to the ball when
they should be passing it. They may ignore problems that
do not affect their own personal targets and rewards. As
a leader, you may even cross the line between not toler-
ating poor performance (which results in high standards)
and not tolerating mistakes (which leads to compliance).

Leaders who prefer the tough-minded approach
sometimes get twitchy when we talk about being tender-
hearted. To them it sounds too touchy-feely, and they get
visions of sitting in circles and singing “Kumbaya.” But
being tender-hearted is not about group hugs or invading
other people’s privacy. It simply means that you see each
employee as a human being and therefore worthy of

respect.
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The Tender-Hearted Approach

For other leaders, the people come first. Such leaders like to
set the direction, provide a few guidelines, leverage people’s
talents and passion, and get out of the way. They like to build
high-trust partnerships and push for win-win solutions. If
that is your strength, then you are good at listening, you in-
volve others, and you focus on people’s potential. You expect
the members of your team to look out for one another, and
you make it clear that anyone’s failure is everyone’s failure.
But just as being tough-minded can become a liabil-
ity when it is taken to extremes, there is a dark side to
the tender-hearted approach. For example, the team may
become wonderfully inventive at passing the ball, but no
one drives for the goal. People may value consensus more
than progress or get bent out of shape over little things.
In addition, you may forget that it is more important for
a leader to be trusted (which sometimes involves making

tough calls) than to be liked.

As you reflect on these two approaches, where are you
strong? When things get tense, what is your default set-
ting? Where could you do better?

If you are out of balance, the solution is not to lower
the volume where you are strong but to dial up in the
area where you are less comfortable or feel less capable.

For example, if you are intensely competitive, you must
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also be able to show compassion when someone is going
through a difficult time. If people usually come first with
you, you must still be prepared to step in—forcefully at
times—when someone violates a principle. In either case,
you want to act in a way that is genuine and that leads to
stronger results and relationships. When you are strong at
doing both, you can be amazingly effective.

In addition to reflecting on your own approach, think
about the people you work with. What is their dominant
style? If you and your colleagues approach a TouchPoint
in meaningfully different ways, you might have to work
harder at making a positive connection.

For example, Lisa, a VP who led an innovation team
of eighteen people, was struggling in her attempts to
influence some of her peers. She was especially concerned
about her relationship with one colleague whose support
was critical to the success of a new initiative. Finally, she
asked him to meet with her privately and did something
she had never done before: she let down her guard. She
talked about her values and explained why she cared so
much about her work. Then she said, “I want us to have
a strong working relationship. Can you tell me what you
look for in a colleague? What does it take for you to trust
someone?”’

It turned out that whereas Lisa valued being tough on
results, her colleague really cared about relationships. She
thought it was admirable to take the issues head-on; he
trusted people who were loyal and open to other people’s

points of view. These were powerful insights for both of
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them, and this TouchPoint became a turning point in the

way they worked together.

Be Tough-Minded and Tender-Hearted

When you are both tough-minded and tender-hearted,
you can deliver ever-higher levels of performance. One
summer evening, Mette received a phone call from Jens
Moberg, a former client. He had just finished his first year
as corporate VP at Microsoft, responsible for customer
service and sales, and his team had aced it! He was excited
about the year ahead: “Mette, here is my idea: I want to
make $7 billion in 2007 by building high-trust teams.”
That one-sentence statement was vintage Jens, because
it captured his intense commitment to both the results and
the relationships. To Jens, the secret to hitting the $7 bil-
lion mark was to get out and work directly with each of
the fourteen regions and to design a way to stay in touch
throughout the year. Over the next year, Jens invested
about twenty days of his own time helping people move
from thinking “me” to thinking “we,” and it paid off. By
the end of the year, trust was up, the top performers were

collaborating, and the teams beat the company’s forecast.

THE POINT IS . . .

In this fast-moving, intensely complex, global workplace,
many things are beyond your control. Fortunately, there are

two things that are entirely within your control. The first
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is that you can choose to bring a sense of positive energy
and direction to your very next TouchPoint, and then do it
again. The second is that you can choose to stretch yourself
as a leader and aim for mastery (more about that in the next
chapter).

To get started right away, simply take the next
unplanned interaction as an opportunity to help. Maybe
you can ask the right question to help someone get a little
clearer, or maybe you can reinforce the importance of a
project to help a team become a little more committed.

Now think about what might happen if you were to
be helpful to others three times a day for the next week.
How would that feel> What if you were to do it again
next week, and the week after that? Twenty TouchPoints
a week in which you made a difference would add up to
more than a thousand such TouchPoints in a year. This
would be a very small commitment, yet the impact would
be significant, because you would not only feel more in
control of your time but also gain more influence.

The beauty of TouchPoint leadership is that it is both
approachable and aspirational. Although it is easy to do well
in two or three TouchPoints each day, doing ita dozen times
a day, and doing it consistently day after day, is an entirely
different matter. The pursuit of mastery is a lifelong journey,

and that journey begins on the very next page.
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Douglas Conant was appointed president and chief
executive officer of the Campbell Soup Company in
2001. He also was elected a director of the company at
that time. Conant is the eleventh leader in this iconic
company’s 141-year history.

Under Conant’s leadership, Campbell has reversed a
precipitous decline in market value and employee engage-
ment. The company has made significant investments to
improve product quality and packaging, strengthen the
effectiveness of its marketing programs, and develop a
robust innovation pipeline. Campbell also has improved
its financial profile, enhanced its relationships with its
customers, and consistently improved its employee
engagement through investments in its organization.

Over the past six years, Campbell has delivered
cumulative total shareholder returns in the top tier of
the global food industry and has achieved world-class
employee engagement levels. As a result, the company has

made substantial progress toward achieving its mission of

157



About the Authors

building the world’s most extraordinary food company

by nourishing people’s lives everywhere, every day. The
company has been recognized for its progress, with honors
including the 2010 Catalyst Award for helping women
develop and advance their careers.

Conant joined Campbell with twenty-five years of
extensive food industry experience from three of the
world’s leading food companies: General Mills, Kraft,
and Nabisco. He began his career in 1976 in marketing
at General Mills. After ten years, he then moved to Kraft,
where he held top management positions in marketing
and strategy. Immediately prior to coming to Campbell,
he was president of the $3.5 billion Nabisco Foods
Company, where he led that unit to five consecutive years
of double-digit earnings growth.

A native of Chicago, Conant earned his BA degree
from Northwestern University and his master’s degree in
business administration from the J. L. Kellogg School of
Management at Northwestern.

Conant is incoming chairman of the Committee
Encouraging Corporate Philanthropy (CECP) and a
trustee of the International Tennis Hall of Fame in
Newport, Rhode Island. He is past chairman and trustee
of the Conference Board and is an active member and
past chairman of the board of directors of the Grocery
Manufacturers Association (GMA) as well as the nonprofit
organization Students in Free Enterprise (SIFE). He is

also a member of the board of directors of Catalyst.

158



About the Authors

To bring Conant to your organization and to access
resources designed to help you start mastering your

TouchPoints, visit www.conantleadership.com.

Mette Norgaard, PhD, MBA, an expert on strategic
leadershipandlearning, works with executivesand their teams
to design and deliver culture-specific learning solutions that
advance their strategies. Clients have included Microsoft,
Metro International, Campbell Soup Company, Pandora,
Finnish Broadcasting, and many others. She hasalso designed
and participated in executive dialogues with thought leaders
such as Stephen Covey, Jim Collins, John Katzenbach, Rob
Goffee, Margaret Wheatley, and Ram Charan.

Client engagements have ranged from keynote pre-
sentations and multiday workshops to two-year programs.
Assignments have frequently involved developing high-
potential leaders, increasing employee engagement and
initiative, and strengthening executive team dynamics.
Examples of the latter are the transition to a new presi-
dent, the evolution from an entrepreneurial culture to a more
professional one, and the merger of two leadership teams.

Some solutions for executive teams were structured
around quarterly huddles where the executives reflected
on their behaviors over the previous three months and
committed to improvements for the next quarter. Others
have involved off-site sessions, each with a special focus
(such as “the Head,” “the Heart,” and “the Hands”). A

few have been one-of-a-kind leadership experiences, such
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as a recent one-year leadership journey that took an exec-
utive team to Thailand for the reflective work, to South
Africa for a leadership safari and the study of natural effi-
ciencies, and to New York City for an exploration of the
collision of cultures and ideas.

For individual leaders, Norgaard has also served as a
sparring partner to develop their personal leadership mod-
els. This work was done in one-to-one coaching sessions,
with New York City as their learning laboratory.

Prior to starting her own practice, Norgaard worked
with FranklinCovey Co. for ten years. As director of
Covey Leadership Week, an executive retreat at Sundance,
Utah, she taught executives from all over the world and
from organizations such as Procter & Gamble, Johnson
& Johnson, GE Capital, Estée Lauder, Harley-Davidson,
Hard Rock Cafe, the U.S. Marine Corp, and the Royal
Canadian Mounted Police. Norgaard was also part of a
small group of consultants who led large-scale change
processes for Fortune 500 firms and the U.S. government.

Norgaard is the author of the international best-seller
The Ugly Duckling Goes to Work (Amacom, 2005), which
has been translated into eight languages.

A native of Denmark, she lives with her husband in
New York City.

To create leadership and learning solutions that
will advance your organization’s strategy, go to

www.MetteNorgaard.com.
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