
“Therefore it is said that 

victorious warriors win first, then 

go to war, while defeated 

warriors go to war first, then seek 

to win.” 

∼Sun Tzu 

Philosopher/Strategist 

Chinese 5th Century B.C. 
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The Gulf War of 1990 involved an armed conflict between the 

U.S., and its Allies, against Iraqi forces under the leadership of 

Saddam Hussein.  Iraq had militarily invaded Kuwait, occupying 

the entire country and its oil fields.  After several months of 

marshalling equipment and forces, an invasion of Kuwait by U.S. 

and Allied troops took place, resulting in an extraordinarily quick, 

72- hour victory. 

After the war had ended the Allied Commander, General 

Norman Schwarzkopf, was interviewed by several news 

correspondents.  One of the correspondents made a statement 

that the easy victory should have been no surprise given the 

superiority of weapons and technology held by the Allies.  The Schwarzkopf reply to the correspondent was 

telling.  He said, “We could have given the Iraqis our weapons and technology, and we could have taken theirs, 

and the results and outcome would have been the same, victory for the Allies.”   

Schwarzkopf and Sun Tzu, speaking 2500 years apart are saying exactly the same thing.  It is not the quality or 

quantity of weapons, technology, or even great plans that win a war.  It is the quality of your people and the 

culture they function in.  As Sun Tzu said, “You win the war before you ever fight the first battle.”  A highly 

motivated and engaged group of people, aligned around a clear and simple mission, exercising high degrees of 

trust, unity, and cohesion will win over superior weaponry and technology the majority of the time. 

The same philosophy and principles can be applied to any organization whether it be a corporation for profit or a 

not for profit.  Whether it is a family or church, the principles are the same.  It is the right people, in the right roles, 

with the right culture, aligned around a common mission that will win, and all this takes place before the “battle” 

ensues. 

Many organizations put all their focus and emphasis on planning, processes, and operating manuals.  They 

attempt to control people and systems and wring as much risk out of the operation as possible---the more control 

and processes the better.  Here is the problem, an organization that depends totally on processes and manuals 

may be able to maintain the status quo for a while, but in the end they will go down to defeat.  If you don’t believe 

this ask a TPM or Lean Six Sigma consultant the percentage of success their programs produce.  If they are 

honest they will tell you the success rate, despite the quality of these programs, is not very high, probably in the 

vicinity of 25%.  This is pretty low given the cost and high esteem in which these programs are held.   
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Active ly Engaged 

According to Gallup approximately 30% of the American workforce is actively engaged in 

their jobs.  What attributes does an actively engaged person possess? 

• Demonstrates a positive attitude 

• Seeks excellence in all they do 

• Proactively finds solutions to problems 

• Produces results 

• Communicates clearly and often 

• Builds commitment toward organizational goals 

• Encourages teamwork and collaboration  

• Exhibits integrity and trustworthiness in all they do 

• Engages in quick and healthy resolution of conflict 

• Acts to empower and trust others 

 

Winning the War 

Then ask the consultant why the 25% are successful, and if they are honest, they will tell you that successful 

utilization of the tools and processes is directly related to the quality of the culture.  Good culture plus good people 

plus clarity of mission, in addition to tools and processes is what produce extraordinary results.  Tools and 

processes alone, without the strong culture will struggle to produce sustainable results.  This is what Sun Tzu and 

Schwarzkopf are talking about.  The basic strategy undergirding every successful organization is to define and 

then grow the culture. 

 

The Cul ture 

What do you want the culture to look like?  We like a simple statement of what a highly successful organization 
would look like:   

 

Actively Engaged People producing Extraordinary Results! 

 

A few years ago the Gallup Organization was asked to conduct a survey of the American workforce.  The 

objective was to identify the percentage of actively engaged people in the workforce.  Additionally, the survey was 

asked to identify the percentage of disengaged and actively disengaged people.  The results of the survey are as 

follows: 
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Disengaged 

According to Gallup approximately 50% of the American workforce is disengaged.  What 

characteristics does a disengaged person possess? 

 

• Demonstrates attitude of  passivity 

• Delivers adequate but rarely exceptional results 

• Produces low discretionary effort 

• Demonstrates enough effort to get by 

• Acts with low commitment and passion for job 

 

Active ly Disengaged 

According to Gallup approximately 20% of the American workforce is actively disengaged 

in their jobs.  What characteristics does an actively disengaged person demonstrate? 

• Demonstrates negative attitude 

• Produces mediocre to poor results 

• Demonstrates behaviors of being a problem rather than solving a problem 

• Discourages teamwork and collaboration 

• Communicates fuzzily and infrequently 

• Is misaligned with organizational norms and values 

• Acts with whining, blaming, and rationalizing behavior 

• Recruits others to his cause 

• Can be defensive and even hostile. 

• In extreme cases may engage in sabotage. 
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The ultimate vision for a high functioning, and results oriented, organizational culture is simple: 

Actively engaged people who produce extraordinary results! 

Four strategies are necessary to support this: 

• Hire and develop 100% Actively Engaged People 

• Disciplined coaching and removal, if necessary, of actively disengaged people 

• Clear and simple Mission 

• Culture with norms and values that regulate how actively engaged people interact with one another 

 
An array of tools and processes can then be added to the Culture to make people more productive and efficient.  

Examples of these tools:  TPM, Lean Six Sigma, NCE and a myriad of additional excellent tools.  Reminder: It is 

not the tools and processes that produce the extraordinary results.  It is actively engaged people, with a 

clear mission, who exhibit high degrees of trust, cohesion, and clear communication in combination with 

the excellent tools that produce the extraordinary results.  This is what Sun Tzu and General Schwarzkopf 

are saying.  You win the war by having the right people, a clear mission, and an active and agile culture.  Results 

will follow. 

 

Actively Engaged Culture 

At t r ibu tes  W hat  i t  P roduces  The F ru i t  

• 100% Responsibility 

• Communication 

• Trust 

• Healthy Conflict 

• Commitment 

• Accountability 

• Focus on Results 

• Actively engaged 
people 

• Clarity of mission 

 

• Leadership 

• Teamwork 

• Rapid diagnosis & actions on problems 

• Agility & speed of movement 

• Creates & thrives in chaos 

• Does not require specific directions in order to 
act.  Moves on commander’s intent. 

• Proactive 

• Ability to act & react quickly-creates its own luck. 

• Orients close to the real world during times of 
ambiguity 

• Bottom line results 

• High morale 

• Reduced turnover 

• Employees and teams that seize and 
maximize opportunities 

• Mutual trust 

• Explicit and implied trust and 
communication 
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In thirty-one years of coaching I never once mentioned the word winning to my team.  I 

taught them to focus on doing the fundamental things right, acting with character, 

performing as a team, and giving all the effort they had on the court.  The scoreboard 

would take care of itself.  That simple philosophy is the key to my success as a coach. 

∼John Wooden 

Former UCLA Basketball Coach 

 

Addi t ional  Examples of  How This Works 

 

 

John Wooden coached UCLA men’s basketball teams in the 1960’s and 70’s to remarkable success.   His UCLA 

teams won seven consecutive NCAA Division One basketball championships and eleven championships in twelve 

years.  This string of accomplishments had never been done before and is unlikely to ever be repeated.   

 

A Simple Formula for  How John Wooden Did I t  

• Have a clear, simple, and compelling vision of 

expectations 

• Recruit trustworthy and skilled players* 

• Teach, drill, and coach them on the 

fundamentals 

• Demand they act with character and align with 

team values 

• Expect collaboration and teamwork 

• Demand their best 

• Empower them to act 

• Coach them when they fail 

• Keep raising the bar on expectations 

 

Wooden claims he recruited players for their character, speed, and quickness.  He said he could teach them the 

fundamentals but could not improve their character and natural abilities very much.  He did not recruit based on 

individual numbers like scoring averages, believing that individual statistics told him little about what was inside 

the person. 
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“The issue turned on the time factor at stage after stage.  French counter movements 

were repeatedly thrown out of gear because their timing was too slow to catch up with 

the changing situation….the French and British, trained in the slow motion methods of 

World War I, were mentally unfit to cope with the new tempo, and it caused a spreading 

paralysis among them.” 

∼Basil Liddell Hart 

British Military Historian 

 

Hart is writing of the German invasion of France in 1940.  A new kind of warfare was introduced by the Germans 

called Blitzkrieg or “lightning” which enabled the German Army to roll to a quick victory over superior British and 

French forces and weaponry.   

 

Blitzkrieg was a new kind of warfare based on a culture of younger, aggressive, actively engaged officers 

empowered to act toward fulfilling a simple and broad mission.  The German officers were encouraged to use 

their own creativity, initiative, and intelligence to make their own decisions depending upon the situation in the 

battle.  The French and British, on the other hand were paralyzed by the bureaucratic, top down, process driven 

old way of fighting wars.  The Germans defeated the much bigger French and British force in a matter of two 

weeks.  In the end, however, Blitzkrieg did not work and it did not work for two reasons: the underlying political 

philosophy of National Socialism (Nazism) was evil and corrupt. Ultimately the German High Command led by 

Adolph Hitler took over the running of the war and decisions were top down, thereby paralyzing the front line 

commanders.  The strategy of Blitzkrieg effectively ended at that point. 

 

The Germans, in fashioning a new strategy of warfare focused on the same thing Sun Tzu, Schwarzkopf, and 

Wooden focused on:  the culture.  The German strategy did not consist of plans and processes, but rather 

focused on creating a new culture.  Create the culture and this will give you the competitive advantage to thrive in 

a confusing and frustrating environment.  In fact, if you have the right culture in place the more chaotic the 

environment the more opportunities there are for your organization. 

 

In 1940 the battle in northern France turned on the time factor at stage after stage.  In the end the French and 

British were just too slow.  The German Army was quicker, more agile, and essentially took advantage of the 

chaos.  Sun Tzu said that once an organization or army becomes off balance they can become frustrated, 

demoralized, and easily defeated.  This is what happened to the Iraqi Army in 1990 and the teams defeated by 

Coach Wooden and UCLA in the 1960’s and 70’s.   
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The strategy of the German Army was similar to Wooden: 

 

• Start with actively engaged officers and leaders 

• Train your leaders to act within certain boundaries 

• Have a clear, simple mission 

• Empower your commanders to act 

• Build a culture based on trust, unity, and cohesion 

 

The key to Blitzkrieg and victory in 1940 lay in the German system for dealing with people, it was cultural, rather 

than technical.  It was based on actively engaged people who had implicit trust for one another. 

 

The German Blitzkrieg changed the face of warfare and greatly influenced the modern Israeli and American 

Military of today.   

 

Thus far we have addressed how the right culture principles win a military battle or enhance results for a sports 

team, but does it have any application to an organization outside these two realms?  We believe the answer is 

yes, and if utilized, can make the difference in the bottom line results and sustainability of your organization.   

 

One of my closest friends is Flynn Chivers, former factory manager for Nestle U.S.A. in Springville, Utah.  Flynn 

has retired and joined Team Trek Coaching Group as an owner and associate.  He will be available for coaching 

and helping others to develop the same culture he developed at Springville.  The Springville culture was 

transformed based on all the same principles as outlined in this Tool Kit and produced extraordinary results, 

including dramatic improvement in operating efficiency, safety, profitability, and employee engagement.  He has 

personally authored the Team Trek Tool Kit on building a sustainable culture.  We know the principles work, 

regardless of the type of organization. 

 

Another close friend, Steve Buckman is the CEO of Buckman, a specialty chemical company and a Team Trek 

partner in culture change.  Where Flynn has made the culture transformation in a large factory, Steve has 

transformed a larger organization.  Steve has utilized the same principles in his organizational transformation with 

similar results, a leaner, more agile company with highly engaged employees producing extraordinary results. 

 

In the 1992 Presidential election Bill Clinton had a key advisor, James Carville, who became famous after coining 

the words, “It’s the economy, stupid”.  These words formed the strategy that probably won the election for Clinton 

over Bush and Perot.  Everything the Clinton team did was channeled through this simple but clear mission:  

Don’t chase rabbit trails, talk about the economy.  I believe this illustrates the clear power of keeping things simple 

and focused.  I can hear Carville saying today, “It’s the culture, stupid’. 

We believe the key to success and winning as an organization is simple:  Establish clear expectations, hire and 

develop actively engaged people, engage the disengaged, and move up or out the actively disengaged.  Then, 

build a culture of 100% Responsibility, Trust, Communication, Healthy Conflict, Commitment, and Accountability.  

The fruit will be sustainable extraordinary results.  
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How do you do th is? 

Step 1 

See the entire organization as a system.  The system must be aligned around a given set of operating principles, 

values, and norms.  You cannot patch or fix isolated parts of the system without impacting the other moving parts.  

As a starting point write down what you think the existing culture actually is, being honest about its strengths and 

weaknesses.  Additionally we recommend utilizing the Team Trek Team Profile as a good assessment tool for 

your team. 

Step 2 

Create an organizational compass.  The organizational compass is the “north star” of the organization.  The 

compass consists of a simple and inspiring vision, a mission statement, a set of core values, and governing 

norms.  In addition the compass will contain a model for how you will communicate with one another.  See the 

Team Trek Organizational Compass Tool Kit and the Team Trek Communication Tool Kit.  Introduce a decision 

making process (OODA Loop)* and a Problem Solving Model into the culture.  See Team Trek Problem Solving 

“ART” Tool Kit. 

Step 3 

Create strategies for the organizational roll out of the compass.  In rolling out the compass be clear about the 

business linkage to results of the compass. See Team Trek Organizational Compass Tool Kit and the Team Trek 

Compass Roll Out Strategies Tool Kit. 

Step 4 

Consider an intervention, shared experience with the leadership team at the Team Trek Learning Center.  The 

purpose of this shared experience is to achieve alignment with the lead team around the culture change 

strategies.  A common cause of culture change failure is leadership misalignment.   

 

 

 

 

 

 

 

*OODA Loop decision making is from the book, Certain to Win, by Chet Richards based on the strategy of John Boyd. 
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What do you do wi th 

Disengaged People? 

One of the most important roles of 

your organizational leadership team is 

to engage and inspire the disengaged.  

This is because they are not only the 

largest group but the easiest to 

motivate.  Tell them their over-all role 

in carrying out the mission and why 

this is critical. See Team Trek Tool 

Kits: Leadership Styles and How to 

Coach. 

 

Step 5 

A. Define clearly what an actively engaged person looks like.  Identify the actively engaged people in your 

organization.  Communicate their leadership role in the culture change process to them, what your 

expectations are, and then get out of their way.  Empower the actively engaged group to act as models in 

the behaviors you are looking for.  Sort your people into three categories, actively engaged, disengaged, 

and actively disengaged. 

B. Define what an actively disengaged person looks like.  Identify the actively disengaged people in your 

organization.  Be very clear about your expectations and their status relative to those expectations.  They 

have a choice: they can get on board and become actively engaged or they will be asked to leave the 

organization.  Conduct coaching during their growth period and be there to help in any way.  However, 

making the transition is not optional.  Be sure there are clear time limits so they can be held accountable.  

See Team Trek Accountability Tool Kit. 

C. Define what a disengaged person looks like.  People generally are disengaged for one or more of the 

following reasons: 

• Don’t feel like their opinions or jobs matter. 

• Feel no one really cares about them. 

• Feel micro-managed or overly directed. 

• Don’t feel like they are communicated with clearly. 

• Don’t feel empowered to act. 

• Don’t feel there is a compelling vision 

Step 6 

Develop and institute a coaching culture.  See Team Trek How to 

Coach Tool Kit.  Conduct How to Coach training for your 

leadership and supervisor teams.  A coaching culture is absolutely 

essential in the development of an actively engaged workforce.  It 

helps employees understand where they need to go, where they 

are, and how they will get there. 
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Step 7 

Develop a training program for the Team Trek Team Model.  This model contains the principles of 100% 

Responsibility, Trust, Communication, Healthy Conflict, Commitment, Accountability, and Focus on Results.  Use 

the TTTP Team Assessment when appropriate.  As part of this training build a vocabulary list of commonly used 

terms in the culture.   

Step 8 

Build a process for evaluating and categorizing your people on an annual basis.  There are a number of effective 

programs around to assist in this process.  We are familiar with The Leadership Pipeline and recommend it for 

talent management and succession planning. 

 

Summary 

Culture change is a journey, not a sprint.  Culture change is also a strategy for winning, a strategy based on the 

time tested wisdom of Sun Tzu, “Win the war before you ever engage in the battle.”  The right people going to a 

common destination with the right culture can overcome any amount of chaos, change, and confusion.  To this 

mix must be added leadership who consistently model the way forward and have the patience and discipline to 

keep the organizational strategy simple and focused.   

The strategy of an organization becomes the culture.  Actively engaged people, aligned around a simple 

destination, with a culture based on mutual trust, clear and open communication, 100% Responsibility, 

commitment, healthy conflict, and accountability cannot fail.  People at all levels would be so familiar with and 

committed to the leader’s intent that they are free and empowered to act toward its implementation.  People are 

encouraged and rewarded to increase their agility and ability to make decisions at an increasingly faster speed, 

as long as those decisions are consistent with the organization’s compass and the intent of the leader. 

The fruit of an extraordinary culture is extraordinary results and an energized and engaged workforce.  John 

Wooden famously told his players that he did not want them to look at the scoreboard during the game.  Of 

course, we know they looked, but what he was trying to communicate is that the scoreboard is the fruit of doing all 

the fundamental things right.  Be the right kind of organization and you will be able to respond to the external 

world in which you live in the right way.  This philosophy of not watching the scoreboard is hard to do.  It takes 

leadership with integrity and a longer term view of what success looks like.   

 



T E A M  T R E K  

Tool Kit 

Organizational Culture©                      11 of 11

 
 

 

“I don’t want to get any messages saying, 

I am holding onto my position.  We are 

not holding a damned thing.  Let the 

Germans do that.  We are advancing 

constantly and we are not interested in 

holding on to anything, except the 

enemy’s rear end.” 

∼General George Patton, Jr. 

 
Announcement to his troops before breaking 
out of Normandy on march to Berlin, end of 
European War with Germany, 1944 

 

…..the basic philosophy, spirit, and drive of 

an organization have far more to do with 

its relative achievements than do 

technological or economic resources, 

organizational structure, innovation, and 

timing.  All these things weigh heavily in 

success.  But they are I think, transcended 

by how strongly the people in the 

organization believe in its basic precepts 

and how faithfully they carry them out. 

∼Tom Watson, Jr. 

Former CEO of IBM 

Some Final  Thoughts 

Team Trek Processes for Building a Culture of Engagement 

• Define with clarity what success looks like (Don’t be afraid of a high bar) 

• Train and equip your people.   

• Encourage mutual trust, clear communication, and good agreements. 

• Provide them with the necessary resources to be successful. 

• Get out of their way and allow them to succeed or fail (do not micro-manage) 

• Encourage and reinforce positive ways of thinking and acting (no excuses) 

• Provide coaching and feedback, especially when failures occur 

• Get out of their way and allow them to succeed at what they have learned. 

• Raise the bar on expectations and what success looks like. 

• Promote and reward those who get with the program.  Move those who do not to other jobs or remove them 

from the organization. 

 

A Clear and Simple Miss ion Statement  

 


