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PREFACE

I wrote this in 2005. Some of the examples may seem a bit dated, but upon re-reading it this
year (2017) I found (if I must say so myself) that it is still relevant and perspicacious; now with the
added advantage that everything I said then still holds true today.

I did not publish these ideas then because I was employed in a corporation. I toyed with going
‘anonymous’ – and finally did it this year. To share these secrets with you is just too important.
This book won’t be an easy read.

Initially you must work through a bit of technical stuff about how the world functions and
corporations within that world. It is important though, because once you understand HOW it works,
you will be able to spot myths and subterfuges for yourself. (Important, since I don’t cover all.) It
also helps to make sense of the structure of the book.
It also won’t be easy to read, because you may well be disappointed with the way things really
are. You may even be tempted to call me a cynic. You may even disagree and formulate alternative
views. I would be very happy with that with one proviso; and that is that it is really a rational,
considered view and not the result of being brainwashed by the system. The ultimate purpose of
the book is not to ‘prove that I am right’, but rather to get you to think honestly and clearly and make
up your own mind.
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INTRODUCTION
Do you suffer from the desire to be successful? Do you aspire to a great career? A job in
management with a six-figure salary, gold frequent flyer card and an expense account? If so,
reading this book may be the worst thing you can do. It is a dangerous book if you aspire to be a
successful manager. The knowledge that you may acquire is a classic double-edged sword: you
gain the knowledge but you lose the option of failure.
After reading it, you will have no more excuses to fail in the corporate world. I shall reveal the
secrets of the Brotherhood of Management. I am the magician who breaks ranks with his
colleagues and cohorts and reveal the secret inner workings. I will show what is behind the ‘curtain’
– what really happens in those meetings behind closed doors.
But let me warn you. This book does not contain The Answer. There is no ‘Next Big Thing’. I
am not a wannabe consultant here to sell you the next buzzword dressed up as a panacea. It is
not a one-chapter book that has ten chapters. It is not padded with pithy examples of why the world
needs the next sexy concept.

For at least three decades our prophets and disciples have published the gospel of the
Brotherhood and converted so many of you to believe in the Corporation. You have been
led to believe that it is for the common good. To be passionate. Focus. Adding value. To live
your life according the mission statement – to abide by our vision. To align your goals with
ours. Synergy. Team work. Everything you thought was good and pure turns out be a
gigantic crock of shit.

This message may not be what you want to hear, as the truth is seldom pleasant. The two
most likely responses are firstly, denial: ‘What a load of crap’. Or you can get aboard the motorboat
of scepticism: ‘But, but, but, but…’
Once you have digested it, you may well realise that it may be what you always suspected or
it may even be what you feared. You may be disappointed for living your life believing in the magic,
which is now proven to be scoundrel’s trick. Whichever way, after reading this you will know the
truth.
It will be easy to dismiss all this as contrarianism simply for the sake of it. The Brotherhood is
a seductive and destructive taskmaster. It seduces you with its rewards, but it can destroy your
soul in the process. In some ways those people who lack the talent, ambition or willingness to
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compete on the capitalist treadmill are perhaps blessed in ways that the rest of us do not
appreciate.
Even as I climb the corporate ladder, I struggle to reconcile my work, my place in society and
my destiny with the environment I find myself in. I struggle to keep faith in the validity and centrality
of the marketplace. I recoil from the massive fraud that is perpetuated upon unwitting employees
under the name of management. Yet as a trained manager I participate in that activity willingly –
even excelling occasionally. But enough is enough.
There was no sudden revelation, but rather a gradual dawning of the horrible truth. As I sat
in more meetings, participated in more projects and went through the stages of company lifecycles,
the truth emerged as an ugly monster. When God expelled Adam and Eve form the paradise, He
meted out a punishment that few realise the extent of. On the other side of the paradise wall is
where hell is.
The moral philosopher Denis Kenny1 explains the dilemma we face clearly. “…(T)he most
formidable obstacle we face (…) is the imperial ambition of the global market…(T)he new secular
religion of the invisible hand of the global market, promising universal salvation, is preached
relentlessly and imposed ruthlessly…This rapidly expanding empire is…rapidly creating a
monocultural wasteland in which only one value, the cash nexus, will prevail.” I wish I had said that.
The dilemma I find myself in is that I am at once a private sceptic but a public disciple of the
new religion of the open market economy. I am not a closet communist or frustrated leftie – on the
contrary. If capitalism did not provide benefits to a majority on wide scale it would not have
succeeded as widely as it has. I am concerned about the lack of (serious) debate that this new
cosmology has elicited – the unwitting acceptance of its predicates and principles. Kenny refers to
mankind as preferring “the less demanding role of a creature submissive to idols of its own making”.
What a sad indictment of humanity that is.
Managers are the whores working the Temple of Capitalism, plying their trade on innocent
passers-by, seducing them with money, fame and a sense of accomplishment. All the while paying
their dues to the Pimp of Productivity.
Strangers (and sometimes even enemies) who have been thrown together by the vagaries
of chance in so-called teams are not natural. But that is the way it is. And at the vanguard of the
open market economy are the managers; desperately trying to control the beast created by
entrepreneurs.

1

Sydney Morning Herald (30-6-01)
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Managers are the whores working the Temple of
Capitalism, plying their trade on innocent passers-by,
seducing them with money, fame and a sense of
accomplishment. All the while paying their dues to the Pimp
of Productivity.
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I have always had a sense of discomfort about the right that I have been given (as manager)
to change, influence and possibly destroy people’s lives. It may seem like blasphemy against the
god of Achievement.
This has led me to fear the question and I avoided asking it of myself for fear of discovering
that I did not have the balls to be successful. Eventually, I had to face up to it. What is this thing
called the Corporation? How does it really work? What roles do you and I really play? What is
success, and how does one achieve it? I have spent a disproportionate time of my life
contemplating the business of management. And the answer is very simple – once I realised what
the right questions to ask were.
The corporation is a system. The system has its rules. But the system makes it owns rules.
Managers make the rules of management. It is the ancient system of the guild. Those who are
‘members’ choose who will become members. Some rules are clear and some are never spoken
of. It is a living system that evolves new rules as required – and only those who are on the inside
know that. The Brotherhood will use your weaknesses against you. We lie and cheat and
discombobulate – or even occasionally tell a truth so outrageous that no one can believe it. All for
the sake of preserving the system.
There is no rule to say you must play by the rules; but you only play by them if you choose.
We neglect to mention that – for obvious reasons. Opting out is a real option. The system implies
it is a shame, but that only matters if you are in the system. To have goals, to be passionate, to be
productive, to add value; all of these and a thousand more constitute the doctrine of the corporation;
but it need not be the doctrine of your life. You could choose or make you own ‘religion’ if you don’t
subscribe to the doctrine of the corporation.

The Brotherhood will use your weaknesses against you. We
lie and cheat and discombobulate – or even occasionally tell a
truth so outrageous that no one can believe it. All for the
sake of preserving the system.
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It is admittedly quite hard – maybe too hard - to live your life outside the system. To forego
the benefits of the system would require courage most people don’t have. The Brotherhood of
Management has had an unfair advantage for many decades. We have used the power of the
educational system. We have used our might as taxpayers. We have used our influence as
advertisers to make the media our mouthpiece. The gospel according to the Brotherhood is that
the Corporation is sacrosanct; it sustains us, it entertains us and it fulfils our needs. (Those very
needs which we determine…).
They, or rather we, have practised our craft by perpetuating myths and playing games which
the workers and even the lower classes of management had no idea of what the rules were. This
has always been the unfair advantage held by the incumbent management.
Choosing to play the system is not good nor is it evil. It just is a certain way of life. But you’d
better know the rules. The rules are not spelled out – but I will do it for you, and you will be surprised.
Maybe a few of you will listen and learn and be able to take advantage of the system; but it won’t
change the system.
Just as there are still magic shows on TV and a seemingly endless parade of tall, swarthy
magicians who constantly conjure up new tricks for gullible audiences; the show will go on. The
secret society of management brothers (yes, it is brothers, not sisters) will continue to ply their
trade on the workers of the world. You may choose to believe in what they sell – be part of the
audience that continues to clap their hands together and ooh ah at every marvellous sleight of
hand. Or you can choose a different option. At least now you will have other options.
Success - and failure - is entirely up to you. Success is simply the decision to do what you
must. It is that simple: Decide, and then do it. You may choose to disengage. You may choose to
play on your own terms. Or you may choose to learn the rules and play the game the way it was
designed to be played and accumulate the points necessary to be promoted to the ranks of
management – to get the expense account and the mega salary.
If you choose to play the game, don’t think that you will be able to change the way the
Brotherhood works. It has worked that way for a very long time and the forces that govern it are so
powerful and the rewards of success so alluring that no individual can ever change the rules. At
the core of Brotherhood is an appeal to the core human need. I shall talk about that more soon,
but for now just accept that the game not be changed. Trying to do so is an exercise in futility.
Much of what I will tell you will be contrary to what you thought. Some of it may seem
controversial. The more surprised you are by what I tell you, the more you have to learn about what
really happens out there and the more you will benefit from the book. There is one point of
clarification required: I shall make many statements. I will generalise. Don’t discard the argument
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because you can think of an example where the opposite of what I have said is true. There are
always exceptions. (Except when there isn’t.)
Because there are individual instances where the general truth does not hold, it does not
mean the general truth should be discarded. It is a sweeping generalisation to say that doctors try
to heal people. That is their training and that is their purpose. But you may know of many examples
where individual doctors actually killed people – accidentally OR on purpose. That does not make
the basic premise false – killer doctors are the exception.

Life is too complicated to live it by exception. You must simplify, codify and put things
in boxes. (Contrary to what you have been told, it is sensible to discriminate and pigeon
hole people – if you know what you are doing. It is a problem when it is a mindless exercise
based on false assumption and prejudice.) Otherwise you will be overwhelmed by
information and options and become paralysed. It is better to live your life by these general
rules and be pleasantly surprised by the exception; rather than live your life hoping for the
exception while you are being hit over the head every day with the general rule.

I tell you this NOT because I want to soften you up to accept sweeping generalisations without
any logical substance, but no doubt, you will be told by many people that I am wrong. They will
protest and try to convince you otherwise – that life is not worth living if you can’t’ trust your fellow
human beings; and they will do so by quoting specific exceptions. The more they protest, the more
you should wonder why they are protesting so much? Ask them to refute the logic or to provide you
with an alternative.
This book is not laced with pseudo research – information presented as facts, selected for
the sole purpose of substantiating an argument. It is based on personal experience. Where I fail to
acknowledge the thinkers who have influenced me, it is for no other reason than that I have
absorbed those thoughts and philosophies to such an extent that it has become my own. It is based
on years of studying and thinking – the logic must convince you, not me paraphrasing what
someone else said and putting a footnote reference in. (Research is the refuge of those without
original thoughts?)
I have played the game in several countries and in multiple industries. I have worked for
government, non-profits, FMCG and services. I have tried them all and they are all the same – in
every city and in every company. I have multiple degrees, but none of what I am about to share
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with you was learned in the textbooks. I am a self-taught magician and I will share those secrets
with you. Their veracity is self-evident.
When you apply what I tell you, the doors of the secret society will open for you. That is all
the research you will need. I would be happy to take a small commission if you would be so kind…
(What am I thinking – you are in this for yourself, and good on you too.)
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CHAPTER 1: REALITY CHECK

For false messiahs and false prophets will rise up and
perform miraculous signs and wonders so as to deceive, if
possible, even God’s chosen ones.
Mark 13:22
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You have always been a little suspicious. Maybe you have even known it, but were too afraid
to admit to yourself. That little voice inside your head has become a chorus that you can no longer
ignore. Management is played by a set of rules that you were not privy too. Have you wondered
why you don’t get ahead faster, why you don’t get the plum projects or why the new guy seemed
to fit in better than you did? You have a sneaky suspicion that some other guy – or gal – who is
doing the same job, earns more money than you do.
You may have sought some answers from your manager. Or you may have blamed your
inexperience or your gender. You may have some very good friends who share your thoughts and
opinions but somehow you still hope you are wrong. I can unfortunately only confirm your fears.
That other guy is going to get the leg up. He or she will be promoted even if they don’t really do a
better job than you, and even if you have served more time.
Your friends will whinge with you and bemoan the unfairness of the system. You are all wrong
and you deserve to be losers. There is an adage that ‘life is what happens to you while you are
making other plans2’. And corporate life can be like that too. While you are working, beavering away
to deliver on the goals you have been set, other people get promoted around you in seemingly
mindless fashion. Before you know it, you are fat, fifty and forgotten.
If you are not sensible enough to figure out what the rules of the game are and if you are not
smart enough to remember them and not committed enough to play by these rules, how do you
expect the secret Brotherhood of managers to let you in to their little clan? How will you protect the
clan if you don’t know what the rules are? What benefit do you bring to the clan if you expect to be
given promotions or opportunities but you are too naive to even understand the fundamental rules
of engagement? Such ignorance is weakness and no group – especially the Brotherhood - will
willingly risk systemic failure by allowing weak links in the chain.
A coach will not choose weak players for the team just because they deserve an opportunity.
The corporate world is not grade school. This is LIFE. It does not owe you a living. People are not
kind. People don’t look out for you. We are not working towards a common goal. Resources are
not there to share. Realising it is a human jungle is a good start to being able to survive. Flowers
are not colourful and pretty because the world is a beautiful place – they are pretty because they
need to attract insects that can distribute their pollen across the paddock.
Beware passion – ‘tis a very unreasonable emotion. Beware beauty. Beware kindness.
Beware advice freely given. (That’s why you had to pay for the book.) I am not just making this up
to be interesting. The Stoics believed that the virtuous life is free of all passions, which are

2

John Lennon is commonly thought to have said it first. No original source. Hope you don’t mind John.
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intrinsically disturbing and harmful to the soul. I am not suggesting man = machine; this approach
does not preclude appropriate emotive responses conditioned by rational understanding.
But I am suggesting that you don’t believe the self-help books or the sitcoms or even the
psychiatrist. If a counsellor or psychiatrist (or any type of consultant) was really that good and they
could ‘fix’ you, they would be doing themselves out of a job. Why would any sane person do that?
I also bet you the people that will be telling you I am wrong are those very same consultants.
Surprise, surprise.
I am not suggesting that you can’t stop and smell the roses. Just beware the thorns! I am
advocating a healthy dose of cynicism. The famous cynic, Antisthenes says, "I would rather go
mad than experience pleasure." The archetypal cynics were the beggars who had questionable
personal hygiene, but even cynicism has moved beyond its roots. You don’t have to forego all
pleasures to have a healthy level of cynicism.

A coach will not choose weak players for the team just
because they deserve an opportunity. The corporate world is
not grade school. This is LIFE. It does not owe you a living.
People are not kind. People don’t look out for you. We are
not working towards a common goal. Resources are not
there to share. Realising it is a human jungle is a good start
to being able to survive. Flowers are not colourful and pretty
because the world is a beautiful place – they are pretty
because they need to attract insects that can distribute
their pollen across the paddock.
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The modern cynic is a street-smart operator who does not act overtly cynically simply because
they don’t want to give away a great advantage. (If people treat you as being naive when you are
not, is a powerful position to be in.) Modern cynics think things through; they expect that people
are selfish and that their motives are not transparent. They believe it is better to be pleasantly
surprised when someone does something good without ulterior motive; rather than be caught offguard when someone breaks a position of trust. The latter case invariably has dire consequences
whereas a pleasant surprise is of no real consequence other than fleeting appreciation.
Wariness will let you stay alive longer. Caution is the first step in the survival process. Without
a strong sense of doubt, you will fail to question motives. If you don’t understand the motives, you
can’t understand the processes and you will not be able to anticipate the outcomes. If you can’t
anticipate the outcomes, you cannot be prepared. If you are not prepared, you will end up as
corporate road kill. Cynics know the real rules of the road.
Why do you think there is host of people (writers included) out there who advocate that you
have to ‘be positive’, and encourage you to ‘feel good about yourself’? Trust yourself and open
yourself up – yeah right! Why do people encourage others to suspend judgement and to ‘believe’?
Believe in what? Believe in whatever they are selling you is what! That is perfectly sensible is it
not? If you are a writer/ speaker/ teacher/ coach and you have a ‘message’ then it makes sense to
tell your audience that they have to let go of their faculty of reason and rely on a warm fuzzy feeling.
That will make you more inclined to believe whatever the story is they are selling you. It is perfectly
sensible: the mellower and more relaxed the audience is, the less likely they are to question the
hocus pocus. They invoke emotions because they want to suppress reason. Snake oil salesmen
do it and tele-evangelists do it. Psychology 101.
The moment someone tells you relax, or to trust, or just be patient, you should immediately
dial up your cynicism radar. I shall come back to this later and I will test you:

NEVER believe what people tell you. You may act as if you do because you may not
have a choice, but ALWAYS be prepared that they may well have been telling you the exact
opposite of the truth, and therefore have a contingency or exit strategy in place.

Don’t believe anyone who says they are doing things with the best intentions. Or at least know
that ‘best intentions’ means the intentions that best suit them at that particular moment – and that
may be very different from the intentions they share with you.
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Your friends will whinge with you and bemoan the unfairness
of the system. You are all wrong and you deserve to be
losers. There is an adage that ‘life is what happens to you
while you are making other plans. And corporate life can be
like that too. While you are working, beavering away to
deliver on the goals you have been set, other people get
promoted around you in seemingly mindless fashion. Before
you know it, you are fat, fifty and forgotten.
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Andy Grove, the long-time chairman of Intel, was the person principally responsible for
building it into a corporate giant. His management cornerstone was… paranoia. Yes, that is right.
He constantly urged the whole organisation to be paranoid. Of course, he referred to being
paranoid about competitors mostly, but it is a very good principle: be paranoid about everything.
(Naturally, not in the clinical sense.) It is a very good start if you want to survive. Act as if you
believe – if you must - but at least be mentally prepared for the option that things may just be the
opposite of what they seem. And when someone is at their most generous or their most helpful,
that is when the bullshit radar should be making loud pinging noises in your head.
And just in case you wondered if that also applied to that one colleague who you get along
with so famously – in fact you would describe him or her even as a friend because you share the
same opinions, went to the same school or have the same whinges - the answer is yes, even that
one. Especially that one! Detractors would say I am describing a life not worth living. Romantic
fools!
Look around you and see whether you see more evidence of trust or evidence of mistrust?
Society is based on laws; which have been drafted because we all agreed that none of us could
be trusted. When I say, trust no one; that is exactly what I mean.
All of this may come as a shock to you. Do I really mean that no one is to be trusted? Yes, I
do. If you learn nothing from this book, learn this: Every person in the world is tuned to one radio
station – WIIFM. From George Bush to Mother Theresa, from Britney Spears to Nelson Mandela;
even they all dance to the music on that station: What’s In It For Me. And so do all of us. And so
do all of us. This point is crucial to the logic underpinning this entire book and the argument is made
more extensively in the next chapter.
So, how do you respond to people’s inherent selfishness?
Get used to it. Accept what I have just said and get over yourself. Self-pity is the worst possible
response and even if you knew all the rules, you will not be able to do anything with that knowledge
if you are still ruled by your emotions and especially not if self-pity plays any role.
Even worse than self-pity is the mistaken belief that you can change it! It is probably not a
good idea to reveal my personal weaknesses here – you might not respect me in the morning ()
but since I have vowed to tell the truth and reveal the hidden secrets, I should also reveal my own.
I suffer from a Messiah Complex. I think everyone has a bit of good inside him or her and that they
can be saved. No matter how incompetent and hopeless they are, I am always on a mission to
save them from themselves. (Maybe that makes me feel a little better about myself?) Even this
book is one last hurrah to try and change the (corporate) world. Even as I write this I find myself
thinking that if everyone knows how it works, they will be able to live a better life. And it won’t work.
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It never does. I can’t save the hopeless from their destiny. I am not some managerial messiah.
Most of you will read this and at best think it is interesting, but somehow over time just revert to
your old habits. (But then again if I can only save one…). Don’t repeat my mistakes – defeat is
guaranteed.
Life does not always reward the deserving. Accidents happen, bad people succeed and the
best player loses a match. Get over it and move on. Luck exists. And it is fickle. You can’t argue
with it and you can’t change it. The worst thing you can do about luck – good or bad – is to mull
over it and try and change it. Don’t admit when something was pure luck – claim it as a decisive
victory. When bad luck happens, point it out early and distance yourself from any associated
negative consequences.
The primary reason why women struggle more in the corporate world is simply because they

Men are emasculated in general society and at home
specifically through the relentless feminisation of what
acceptable behaviour is. As this continues men are more
likely to act aggressively in those avenues that remain open
to them: aggressive cost-cutting and retrenchments, hostile
takeovers, mergers and acquisitions that so large that the
chances of success are obscenely low; all become de rigueur.
Then they go home and do the dishes and read bedtime
stories to their sons like the nurturing fathers they are.
are much more inclined to be governed by their emotions. (They actually care…) This may not be
politically correct and you may site some examples of ball-breaking women out there who are
‘tougher’ than men. I am not saying it is a good thing and neither am I saying there aren’t any
exceptions. The world may well be a better place if women run it, because maybe there will be
more love and more compassion. That is just not the way it is right now.
It may well be another classic case of the Law of Unintended Consequences.
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The Brotherhood has had a bit of luck along the way as well of course. Our own survival has
been greatly prolonged by the arrival of Political Correctness (PC). In another classic case of
unintended consequences, the do-gooders who don’t want people to say hurtful, discriminatory
things and don’t want people to perpetuate preconceived ideas or stereotypes replaced that system
with PC.

But the unintended consequences are that people don’t speak the truth and they
communicate in bland inanities. Spinning the wheels of conversation in the mud of the fear
to offend. I would have preferred to know the truth about what people thought, but PC
demands that we all think and say the same. This has worked greatly in the favour of the
Brotherhood.

This may well change but we are a long way from the tipping point where we have a critical
mass of female managers in the Brotherhood. Recent research3 notes that women constitute
44.6% of the labour force in Australia, yet less than 9% are represented in Boards or Executive
management. Until this changes, the principles of this book hold true. And if women want to
succeed at this game, they must play by the rules the men have set.
There are several possible responses to situation I outlined above. Any one of these
responses is perfectly valid, simply because it is how you choose to respond and there is no single,
correct way. But there is only one response that will give you an entree into the secret society of
managers.
The appropriate response is to become more cynical. The cynicism I advocate is in the
traditional sense one that, in line with the Oxford Dictionary4 means shameless in avowing (…)
motives or passions usually concealed (…) sceptical of goodness…. Adopt a cynical mindset –
and such scepticism will stand you in good stead when you run the risk of being gullible. But be
conscious that an overtly cynical, whingeing approach to work will not get you anywhere. It may
show that you understand the basic premise of corporate life, but you won’t be demonstrating the
deeper understanding of the rules of the game that will allow you unto the field. Be cynical, just
don’t say you are cynical to try and prove that you ‘get it’. People who must say they are cool are
very uncool.

3
4

A Federal Government sponsored survey quoted in the Sydney Morning Herald, Section 7, p1.
The Pocket Oxford Dictionary, 1961.
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I am not referring to your personal life, where people relate to each other as people and not
as employee-subordinate, where you may well find people you can trust. Relationships that have
an axis of love may be governed by trust. (Given the current divorce rate, that would mean about
one third of relationships have an effective basis of trust.) Relationships that have an axis of power
must, of necessity, be governed by judgement, which requires inherent cynicism.
I don’t recommend a cynical approach to your life and your relationships because that may
well cause more harm than good. I am just informing you that, in the corporate world, trust is naïve
and cynicism improves the odds of your survival. If you always expect people to do the selfish
thing, if you expect the corporation to do things because it benefits the corporation; then you are
improving the odds of your own survival because the odds of personal interest being the true motive
is more likely than goodwill to mankind.
When a Company arranges a Christmas party, it does so not because it wants to reward staff,
but because it believes that making it a more sociable place to work will improve loyalty or
commitment. The free Gym exists not because they care about your health – they just want to
reduce the number of sick days and improve productivity.
If you don’t want to be a cynical player, you may choose to give up. In sport, the opposition
seem to have a gut feel for the player who lacks confidence and they will direct their attack
accordingly. If your heart is not in it, get out. (Go and get one of those ‘be-positive-and-just-do-it
books to help you discover another purpose. Their rules may well apply in a different world.)

In the corporate world, trust is naïve and cynicism
improves the odds of your survival. If you always expect
people to do the selfish thing, if you expect the corporation
to do things because it benefits the corporation; then you
are improving the odds of your own survival because the
odds of personal interest being the true motive is more
likely than goodwill to mankind.
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If your initial response is that ‘it is just not me’, then you should consider not playing the game.
It is the equivalent of someone wanting to earn a living as a tennis player, but they don’t have any
ball sense. You may come up with statements like:
I am just not mean enough
I can’t play the power game
I am not into corporate politics
In today’s Oprah-world, opting out, downshifting and sea changing are quite common and are
even deemed to be courageous. For some people it is, but for most people there is a fire in the
belly that demands to be fed. And that little fire will never die. It will flare up again, maybe in your
old age when it is too late to do anything about it and you will have to live with the fact that you
really wanted to play the game but did not have the courage.
These responses are perfectly acceptable, but with one very important proviso. You must be
honest with yourself. When you make these statements, consider whether you are dealing yourself
out of the game because you really don’t want to play or whether you are doing it because you
have found an ‘acceptable’ reason for explaining your failure. If your first response is that you really
don’t want to, you would be the exception. Exceptions may well exist but if you can hear that little
voice deep inside wondering if you are not opting out for the wrong reason; think again. But the
most common way for people to earn a living (at least those likely to buy a book like this) is to work
for an organisation in some way.
The rules of the game are valid for government, big business, NGO’s or even charitable
institutions. Wherever there are a few people working as non-owners but as employees, the rules
would apply. I won’t refer to small and micro businesses, since I have no experience in that field
except for my own small business – and that would hardly be representative. But I have spent over
twenty-five years in large organisations, in many roles and even in different countries. I have held
the magic ‘director’ title – albeit for a relatively small company. I have worked, taught or written
about business pretty much my entire working life. I earned my qualifications in the trenches.
If it is a game, it has rules. Rules that can be learned. Learn them – and practice. But
most of all do not fear failure. It is only a game after all. If you lose, it simply means you are
no good at that particular game. You don’t cry yourself to sleep every night because you
are no good at riding the Luge, or because you can’t pilot a helicopter. Same thing. You may
be poor, mediocre or good at this game; but that does not mean you are a poor, mediocre
or good person. Senior managers often act as if their elevated position makes them special
but those are just the dickheads.
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If you choose to play the game – play it with pizzazz and vigour. Once you know the rules of
the game, there is no reason why you can’t succeed. Within certain limits you don’t even have to
be of any particular sex. You don’t have to be attractive and you certainly don’t have to be smart.
You don’t even have to have a specific kind of personality and best of all; you don’t need a particular
skill. The Brotherhood of Managers does not discriminate too much. The rules are the rules and
that is pretty much it. It is a hard game, but in most respects, it is fair. The best news is that there
is no limit to the number of players. There will always be enough drones out there who are just too
willing to be managed. And there are those who failed to learn who also need managing.
Whichever way you choose to play, remember that it is a choice. Your choice. The difference
between this and that is a decision. It is a decision you must take. It is also a game. After reading
this you will know the rules. So, no more excuses. That may be tough to deal with. No more
excuses. If you are stuck as a secretary – your fault. If you are stuck in middle management – your
fault. If you can think of anyone else to blame or you can find another excuse, turn to page one
and start reading again – you obviously don’t get it.
Winning or losing at the corporate game of management is determined by rules designed by
the business for the business. It has no real reference to you as an individual. Your personal (life) meaning and your purpose are some things that can only be determined by YOU. Your
participation – and subsequent success or failure – must always be seen from that perspective.
Success brings certain benefits, most notably financial, but none of these benefits (including the
financial ones) can only be achieved in management. There is a myriad of ways you can spend
your life in such a way that it is satisfying and rewarding. Writing books for instance. Or gambling.
Or Stealing. Priesthood. None of which are recommended, especially writing books.
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CHAPTER 2: CONTEXT

Idealism is what precedes experience; cynicism is what
follows.
David T. Wolf
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The Brotherhood cannot simply be explained by a litany of rules and conventions. People are
woefully naïve and terminally under-prepared to survive in the corporate jungle. City slickers can’t
expect to survive the outback by learning a few rules – because knowing the breeding habits of a
snake won’t stop you from wandering onto its nest. The process of gaining experience is more
intuitive and implicit. Nothing will prepare you for survival like survival does. The examples,
concepts and principles are meant to illustrate these ideas rather than a compendium of complete
management tricks.
To fully understand the Brotherhood, requires an understanding of the context. What is an
organisation? How does it function? How do people interact with each other in the organisation?
What motivates people? These questions must be answered if you are going to stand a chance to
recognise the subtle signals that will help you survive the corporate jungle.
It is not necessary for you to be converted dear reader. Your own (mis) beliefs are deeply
ingrained and any attempt would be a fool’s quest. We all have our own realities. To each their
own. And if this book does nothing but strengthen your own beliefs, I would have achieved my goal.

Nothing prepares you for survival like survival does.
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You may choose to adopt some of these principles or you may choose to (re-) construct your
own. The important thing to understand is that you already have a philosophical framework against
which you make judgements about life. The question is whether you understand your own
framework or whether it is a hodgepodge of misconceptions and assumptions that (mis-)directs
you?
The questions raised earlier demand big answers; more than I can reasonably cover in this
book. In the final analysis, all that matters whether you believe it or not. Belief requires a leap of
faith. I cannot prove it to you, and neither can anyone else prove his or her belief system.
This particular belief system is a patchwork quilt of variety philosophical and mathematical
constructs: systems thinking, game theory, chaos theory, motivational psychology, Christian
philosophy and a healthy dose insecurity & prejudice. It works for me in totality, but it is only relevant
that it is guaranteed to offer a framework for dealing comprehensively with the business of
management.
But, don’t get your hopes up too much. Nobody has ALL the secrets. Life – and organisational
life specifically – is too complex for anyone to have all the answers. And anybody who believes
those who profess to have all the answers should be hit with a very big C – stick (That is Cynicism
if you haven’t been paying attention). The secret of a happy life is not a convenient acronym, and
even less some 7-step program.
If you choose to play, you must understand a few philosophical considerations about the world
of business. You must understand the prevailing worldview. You may simply want a 7-step program
or a TDA (Three Digit Acronym); but not only is there no such thing; and secondly, none of the
secrets or rules of engagement (the content) will make any real sense unless you understand the
context5. As much as you want to get to the meaty bits, take the time to understand what makes
corporations tick and what makes people tick.
There are only a handful concepts/rules that you need to know to do any management job in
any organisation. These principles are the very basic rules by which the game is played. I only
touch the surface with this explanation, much like describing tennis as a game played on a court
where two opposing players hit a tennis ball with a racquet and the loser of each point is the person
who hits the ball outside the lines or who lets the ball bounce twice before hitting it back. Clearly
these ‘rules’ are not enough to play a game of competitive tennis, but it is sufficient for you the get
the gist of the type of game it is.

5

Thanks Dave for explaining the difference between content and context
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Systems thinking
A central thesis of the approach followed in this book is idea of a ‘system’ and a more detailed
explanation is warranted. This may be boring/academic to some. But sincerely and seriously, if you
want to understand the actual mechanics of the system, you need to read this and understand.
The concept that explains the corporation, management and all the component parts best is
that of General Systems Theory.6 Over the years of half-listening and half-understanding other
people’s ideas – as we all do - I have evolved my own theories and philosophies: Why people can’t
be trusted. Why there is Racism. God. The importance of Truth. Why some people are slower to
act than others. Why children misbehave. The best way to shave. The best way to study. Good
sex. Bad movies.
I have an explanation for everything – as you do. I need it to give me a sense of control, an
illusion of understanding the incredible complexity of the world we live in. Part through creative
application, part through misunderstanding and ignorance, I developed a management philosophy:
a bastardisation the original General Systems Theory (GST) crossed with Chaos Theory. You’re
welcome…
GST is quite complicated and fortunately I still probably don’t understand well enough to bore
you with the gory metaphysical detail. But it is a life view that makes sense. It is a way of describing
how the world works, without committing to any particular doctrine. It is relatively assumptionneutral and it is comprehensive.

I have NEVER been able to think of any aspect of life in
general, and management in particular, that do not fit this
framework. If you have the patience, you can discover for
yourself whether I am nuts, or very lucky. Either way, it is
worth the trip.

6

The father of systems thinking is arguably Stafford Beer
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The theory that Life is a system can be graphically illustrated as in figure 1:

INPUTS

TRANSFORMATION
PROCESS

Feedback Loop

OUTPUTS

STANDARDS

Inputs are transformed into Outputs. Then the outputs are measured against standards and fed
back to the inputs or the process.

Consider these examples.
INPUTS

PROCESSES

OUTPUTS

Ingredients
Utensils
Oven

Mixing
Baking
Icing

Bookstore
Cake store
People

Buying
Selling

Profit

Book
Chair
Student

Listen
Learn

Knowledge

Cake

The inter-connectedness of these systems can be illustrated by thinking how the
(knowledgeable) retail student bakes cakes to supply a cake store – which eventually feeds the
economic system. But that is not the end of it. It would be simply too deterministic – and too simple.
This is the crux: There is only one system – the system of the universe. Every other system
is a sub-system of that system. A system is a system of systems. Systems within systems. Each
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of these sub-systems form one Lego block in the giant system of life. Inputs of the one system are
the outputs of another and a whole system of systems may be the inputs of another system, which
is part of another system of systems. Everything is connected.
General Systems Theory welds the apparently contradictory concepts of entropy and
anamorphosis together - equilibrium homeostasis. The basic premise is that reality is a collection
of systems – the principle of universal relatedness. The throwaway magazines of Sunday papers
write of the Karma of the Universe; but it is simply the supreme inter-connectedness of the subsystems of the universe.

The Universe is: An eco-system. A biological system.
An economic system. A human system. A management
system. A financial system. A cultural system. A solar
system. Wheels within wheels within wheels – ad infinitum –
until you can only see chaos when you look at the whole.
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To understand how the mechanistic concept of ‘system’ creates a fluid and dynamic system,
we have to deviate into chaos theory briefly – particularly a sub-branch concerning fractals that
illustrate clearly how ‘apparent’ chaos is in fact a pattern. Fractals are weird geometric patterns,
which appear chaotic, but in the infinitesimal detail is a repetition of specific patterns. The Koch
Snowflake is a simple illustration of a fractal.

The Koch Snowflake

It starts as a triangle and adds on triangles to its trisection points that point outward for all
infinity. This causes it to look like a snowflake (an apparently random shape) after a few iterations.
A geometric function hence explains irregular shapes like coastlines, clouds and arteries etc. Thus,
what appears to be a chaotic, irregular shape is actually a systematic geometric pattern.
Reality is more than you can see and touch. Reality is everything. The Universe, the love of
a mother, a muffin. Everything. How is a muffin part of a system? The inputs are flower and yeast
and so on; the process is the baking and the output is a tasty muffin. You can get feedback by
looking through the oven window or by sticking a knife into the muffin to see if it is done. And the
muffin is part of a baking system that is part of an entrepreneurial system that is part of an economic
system that is part of the human system of living that is part of the eco-system of the Universe.
When you stick a knife in a muffin to test if it is ready, you are performing a health check on
mankind. This is the principle of universal relatedness. It is connected. All the systems are linked
together, within each other across each other. Systems within systems, even though it may appear
chaotic.
Does this mean the Universe is a giant clock? Does it mean that mankind has been set upon
a pre-determined path? The Clock Maker has wound up the clock and it is ticking inexorably to
death? Not at all. In fact, because everything is connected, there is no way that you can actually
predict what can happen. The inputs of one process are the outputs of another, the outputs of one
are the inputs of another; and several systems may produce one input of another system. Chaos 7

7

Chaos is therefore systematic and orderly, but cannot be perceived as such because of its complexity.
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on the surface, and perfect order underneath. This is Isaac Newton’s ‘determinism’ with a twist:
mathematically deterministic yet impossible to predict.
Chaos theorists often refer to the ‘butterfly flapping its wings in a forest’ metaphor to illustrate
the concept of ‘sensitive to initial conditions’ in chaos theory. ‘The Butterfly Effect was vaguely
understood centuries ago and is still satisfactorily portrayed in folklore’ 8 as follows:
For want of a nail, the shoe was lost;
For want of a shoe, the horse was lost;
For want of a horse, the rider was lost;
For want of a rider, a message was lost;
For want of a message the battle was lost;
For want of a battle, the kingdom was lost!

A contemporary illustration of the kingdom and horses analogy may be as follows:
Mother slaps child for swearing.
Child runs out of the house, across the street.
He is run over by a Palestinian truck driver.
The child’s brother kills the driver in a fit of rage.
Palestinian family counter-attacks by bombing the family home.
Israelis, taking revenge attacks Palestinian target.
Conflict escalates into full-blown regional war.
Other Middle East countries are drawn in.
Price of fuel escalates.
High price of fuel increases input costs for farmers.
Price of all ingredients for small bakery in Newcastle goes up.
Last straw for the small operator and he goes broke.

Systems with systems, intricately interwoven even as it is seemingly disconnected. The
example above illustrates how small changes in initial conditions can result in a completely
different, and sometimes catastrophically different, outcome. Think of how a single infection can
result in a plague, or how a single disaffected person can cause political upheaval that topples a
government.

8

Manus J. Donahue http://www.duke.edu/~mjd/chaos/chaos.html
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It is a favourite conversation starter at dinner parties to speculate about the ‘what ifs’ that
could have resulted in such different outcomes. What if Hitler was successful artist? Would the
holocaust still have happened? Another manifestation is the game of ‘if only’. If only I did not turn
back to get my sunglasses, I would not have been at that intersection at that time and would not
have caused the accident. If only I took that other job.
Small changes in initial conditions result in completely unexpected outcomes. This may
explain the Law of Unintended Consequences. [First cousin of the concept of sensitivity to initial
conditions.] We often do not consider the possible (contrarian) consequences of even small
decisions we take daily. If we do, it is only in a very limited cause and effect manner. Consider how
often people come up with a single ‘solution’ to a ‘problem’ such as unemployment. An old saying
states that: If the only tool you have is a hammer, you tend to see every problem as a nail. 9. This
captures an approach the vast majority of people on our planet take. They ignore that the interrelatedness of systems, which means that there is more than cause and more than one effect; and
that the solution reverberates to a greater or lesser extent through the entire system of life. This
does not have to become an excuse for indecision, because the myriad of consequences that flow
from even a minor decision may be paralysing.
A simple example will suffice: Tenants in the shopping centre complain that they do not
receive the memos circulated by management, despite the fact that the security guards handdeliver these memos to every store. The centre manager’s reaction is to get the guards to have the
tenants sign for the receipt of the memo. It is perfectly logical in a linear world, because there would
now be ‘evidence’ of the actual delivery, and hence would prevent further complaints. But the
unintended consequences (but consequences nevertheless) of that minor change would results in
a significant breakdown of trust. The guards (who are theoretically in a position of trust) would feel
offended that management would seem to take another person’s (a tenant) word above theirs.
That is my version of General Systems Theory (GST). Now for the litmus test: How does
that relate to the corporate world and how can your understanding of GST be of any use?

9

Attributed to A Maslow. No too confident about that.
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An old saying states that: If the only tool you have is a

hammer, you tend to see every problem as a nail.

This captures an approach the vast majority of people on our
planet take. They ignore that the inter-relatedness of
systems, which means that there is more than cause and
more than one effect; and that the solution reverberates to
a greater or lesser extent through the entire system of life.

©2005

33

Secrets of the Brotherhood of Managers
Systems thinking: Rooting out the problem

There is a problem that goes to the heart of the organisation. It explains why people fail at
their jobs and why companies fail at their strategies. It is one of the single biggest frustrations a
manager can have with an employee. It is the failure to differentiate between a symptom and a
problem. It is a problem that is so pervasive that even the most senior people could suffer from it.
The CEO addresses the Monday morning meeting. Ladies & gentlemen, we have a problem.
Our sales are flat. We must do something. That CEO is an &%rse who should not be in that role.
Declining sales is not a problem. Maybe it is poor quality products? Or is poor quality a symptom
of something else? Maybe the problem is the pricing strategy? Or is the wrong pricing strategy a
symptom of something else like poor market research? Wait, no, poor market research may be
because of wrong brief? Wrong research agency? Where does it end? Is everything not then just
a bloody symptom and don’t really have problems? (That is the frustration of interconnected
systems – once you start asking ‘why’ it is hard to stop. Ask any five-year old.)

Too few people understand the difference between cause and effect. This results in the
propensity to generate band-aid solutions and knee-jerk reactions to problems that are
simply a symptomatic of underlying issues. Retrenchment of employees is the biggest
knee-jerk reaction of all.
It does cut costs – along with cutting the ability to innovate and grow. Occasionally it
is necessary to stop the bleeding with a band-aid, but it is an indictment on managers who
have allowed it to get to that point. Retrenchment is tantamount to executive manslaughter
– because jobs (livelihoods) are stolen from people who rarely are able to engineer a
different outcome.

When you analyse any problem or symptom in terms of systems thinking, you are likely to
work your way back from the symptom (output) towards the root cause by asking ‘Why is that so?’
There are three possible types of root causes:
-

The wrong standards apply and there is really no problem.

-

There is a process-fault. These are typically easy to fix.

-

There is a fault with one of the key inputs. Problems originating here are sometimes

more difficult to fix – for reasons which will become apparent soon.
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Time to go back to Economics 101. (They did teach us some useful stuff at university; we just
did not know it then.) The principle inputs into the economic system are the 4 M’s: Man – Machine
– Material – Money.
These four ‘resources’ are the key inputs, and root problems can be traced back to one of
them. And surprise, surprise, the real problem is almost always PEOPLE. People making mistakes.
Technically ninety-five percent of problems are process problems, but in the management system,
the processes are designed, implemented and managed by people. An organisation is nothing
more than a collection of tribes huddled together around the warm glow of positive cash flow.

Knowledge of systems thinking is not mere arcane philosophy; it has useful and very
practical outcomes. There are several ways you as manager can benefit from your
knowledge of the system. The first benefit is political in nature. Get as close as possible top
the source of power. The key resource is usually money ($) – and hence the jobs closer to
the purse strings pay more. You may choose to align yourself with people who are more
adept at playing the system correctly.

You could do this by trying to work on the same projects and getting to be on the same teams.
If you are able to select team members, you can do that basis of how well they work the system.
People are often told to be more strategic, but find it hard to articulate what that means. It is
quite simple: Strategy concerns itself with factors outside and/or the future of the organisation.
Operations are concerned with internal processes and activities. Being more strategic simply
requires you align operational activities with strategic issues. Being more strategic is paradoxically
about how you respond operationally… to strategic issues. In simple terms being more strategic is
about doing the things that will address strategic issues. That is not as easy as it sounds. There
are so many things that can be done and these things are so inter-connected – there is simply so
much noise that is difficult to identify the major point of influence.

The second benefit is more pragmatic. You will acquire the skill is to be able to trace
problems back to their real, root cause and then be able to address it at that level. You will
become an instant managerial magician. You may become the person who other aspiring
managers try to align themselves with. Now it should make sense that Chairman always
says, ‘People are our greatest resource’? What a wanker! But he is right, speaking in code
of course.
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Systems thinking: Point of Influence

Understanding systems thinking means you can view a problem/issue from that perspective
and by identifying the key inputs and key processes, the point that you can best influence becomes
apparent. That is very useful in saving you head-banging-against-the-wall time.
If you think I am stating the bleeding obvious, consider this: In February 2005, a leading
surgeon resigns from a major Sydney hospital. The professor (no kidding) cites that he is fed up
with cancer patients having to wait more than six months for surgery. Patients are dying while
waiting for life-saving surgery and he wants to have nothing to do with that. And resigning is going
to help those patients how? Our learned professor suffers from delusions of his own importance
and he does not understand the difference between symptoms and causes.
In the following stylised systems, I attempt illustrate where the logical and best point of
influence10 resides. (There is no single point-of-influence, but given a certain set of circumstances,
there is usually a ‘best’.)

Ingredients
Utensils
Oven

Mixing*
Baking
Icing

Cake

In the mudcake system above, the chef has relatively little influence over the ingredients and
other inputs. Most of the inputs are standardised and off the shelf. Of course, you have some
influence over some of these, but you are best off to devote time to the key processes – particularly
the process of mixing the ingredients exactly right.

Most of the rest is quite standard and

controllable, but the mixing process is what requires flair and judgement and is where one chef will
shine and another fail.
Point-of-influence is not the only area where a different outcome can be influenced. In a
system, all parts play a role. It is just that some element of the system is more readily influenceable
than others. The key skill is in identifying those areas or elements that are more susceptible to
influence.

10

Indicated with an
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The same sort of reasoning would apply to the examples below:

Performance evaluation
Survey Doc
Perceptions
Actual
Performance*

360 Survey
completion
Performance
Appraisal
Meeting

Performance
Score

A sales presentation
Brochures
Office
Products

Sales pitch*
Communication

The sale

A management meeting
Meeting
room
Attendees
Agenda

Taking
minutes*
Communication

Executive
decision

Is there an aspect of corporate life that cannot be fitted into the concept of system? Quality
problems? Recruiting? Bookkeeping? Anything? Now that you understand the concept and that
the component parts of a system are different; you can start analysing things within this framework.
This skill alone can propel you up the organisational leader because people will think you are an
absolute genius. It is the prerequisite knowledge framework that allows you to distinguish between
a problem (root cause) and a symptom – the indicator of the problem.
But this system will be most useful if, somehow, you can internalise how to use it for your
personal happiness, right? Right. It gives me great pleasure to share it with you. Who would have
thought that the universal secret to success and happiness would be found an anonymous little
book about management? But here it is.
The basic structure of the system of the universe is:
INPUT  PROCESS  OUTPUT
Using everyday words people can relate to, this translates into
SOURCE  ACTIVITY  OUTCOME
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Even if you have never heard of the concept of system thinking, it makes intuitive sense:
THINGS  HAPPEN  TO CREATE A RESULT.
You can’t have it any simpler than that.
The secret to really understanding how this system works can be found in the arrows ( )
which you may not even have noticed. These arrows represent the sequence of events or the flow
of the energy.
As we apply ourselves to the challenges of life, like being a good manager, you start with
end in mind. You articulate the desired outcomes, then determine what needs to happen to create
those outcomes and what needs to happen in turn determines what resources you need. The flow
looks like this:
SOURCE  ACTIVITY  OUTCOME
This direction of flow applies to most systems you interact with that are external to yourself.
It applies when you coach a football team, when you draft a strategic business plan or when you
go to war.
It is no surprise then that most people get it wrong when they deal with themselves as the
system (internalised system). The central human motivation is survival – as stated earlier – but
most people would probably use the word ‘happiness’ to describe their own personal quest in life.
Any personal goals and achievements are set because ‘that is what would make me happy.’ That
is very selfish, I know, but that is the human race.
When you are trying to understand how to survive, how to be happy or successful, the starting
point is NOT the outcome, as most people think. Typically, people would reason as follows.
I want to have a few million dollars in the bank. (Outcome)

Therefore, I have to work hard at this business venture. (Activity)

Then I will be happy/secure or whatever. (Source)
Such thinking is fallacious and the reason why people are unhappy. The outcome (million
dollars) is not in your control. The successful business venture is not in your control, no matter how
hard or smart you work. But being happy is in your control.
If you are really interested in ‘happiness’, you should never put it at the mercy of things that
you don’t control. The only thing that you control is YOU. Thinks about the source, the fundamental
input; think about your self-concept.11 Who you really, truly are and make peace with that. THAT is

11

The idea of self-concept is discussed in greater detail in a following section.
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what will bring you happiness. Then working at the business and making millions will be a great
adventure, but you won’t risk your personal health and happiness on thing you have no control
over.

The way successful and happy people live their lives, is alike this:
SOURCE  ACTIVITY  OUTCOME
Then I am happy/secure or whatever. (Source)

Therefore, I have to work hard at this business venture. (Activity)

I want to have a few million dollars in the bank. (Outcome)
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Turn your thinking upside down and you will turn your life upside down – in the best possible
way. That is the secret to success.12 It is not easy to do because it requires a great deal of selfknowledge and even harder to do, self-acceptance.

Lack of money
Bad job
Other people

Self-acceptance
Understanding
We blame

Real
self

But it is

GAP

Ideal
self

Cause of
stress and
resentment

The gap between who you think you should be (or mistakenly believe you are) is the
real cause of most stresses we impose on ourselves. It can only be overcome by true selfunderstanding. Knowing who you are and why you are that way, is the key. Be that and
experience joy. Any changes you want to make must be from that basis, and not from the
starting point of complete dissatisfaction or imperfect knowledge.

12

See section on The Myth of Happiness
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RESOURCES
http://www.brint.com
http://systemsthinkingpress.com

http://www.asc-cybernetics.org
http://www.josseybass.com
http://en.wikipedia.org/wiki/Systems_theory
http://encyclozine.com/Chaos_theory
http://members.aol.com/ifprice/ifresch.html
http://perso.wanadoo.fr/l.d.v.dujardin/ct/eng_index.html
Or search on the following authors/scientists: Beer, Haines, Lorenz, Ian Stewart, Gleick.
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It’s all about survival
One of the most popular theories (because of its intuitive sensibility) is Maslow’s ‘hierarchy of
needs’ theory. This theory postulates a hierarchy of needs as the motivators of human behaviour.

Maslow’s Hierarchy of Needs13
The lower four levels he calls deficit needs, or D-needs. These needs only motivate if there
is a need. (Love and esteem are needed for the maintenance of health.) At the highest level –
which only a few truly fulfilled people ever achieve – humans have a need to ‘self-actualise’. At this
most basic level, it is about physical needs. (Self-actualisation is discussed in more detail in the
following section.)
The idea of a hierarchy of needs depending on life stage and circumstance seems to make
sense. I prefer to think of this hierarchy of needs, as the same ‘need’ which simply manifests itself
differently based on different environmental factors. Maslow himself sees all these needs as
survival needs. The first four layers of needs are effectively a single need: (a need for) survival.
Survival is the ‘core’ need that manifests itself in different ways in different aspects of your life. In
modern society needs are not easily recognisable because they are hidden under layers of
affluence.
People are driven by SURVIVAL – on many different levels. That is the most basic driver of
human behaviour. There are different kinds of survival. Physical survival is the most obvious one.
People will do anything to survive – even cut off their own hand or jump in the lion’s den to grab
some food if it means a chance of survival. People will put up with shitty jobs and bad public
transport - anything they believe is necessary to put food on the table and a roof over the head.

13

http://www.ship.edu/~cgboeree/maslow.html
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I shouldn’t admit to reading such trash, but I happened to read a Sydney tabloid 14 covering a
story about Katherine Keating, the daughter of a past Prime Minister who was testifying in State
Government corruption enquiry. “Forced to turn on her former school friend, Orange Grove
developer Nabil Gazal Jr, Ms Keating displayed impressive survival instincts. She dismissed him
as not credible…”. Friend turning on friend when survival is at stake. This is the way things are.
This example is not meant to overwhelmingly prove to you that survival is indeed the core
motive/need; it just happened to be a piece of news at the time of writing. Every day, everywhere
you will find countless examples of how people are driven by the need to ‘survive’.

People are driven by SURVIVAL – on many different
levels. That is the most basic driver of human behaviour.
There are different kinds of survival. Physical survival is the
most obvious one. People will do anything to survive – even
cut off their own hand or jump in the lion’s den to grab some
food if it means a chance of survival. People will put up with
shitty jobs and bad public transport - anything they believe is
necessary to put food on the table and a roof over the head.

14

Daily Telegraph on 30 November 2004
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There is also a whole category of types of personal survival needs. Emotional survival is about
the need to maintain (some kind of) emotional equilibrium. Not too sad, not too happy for too long.
There is relationship survival. Self-image survival. Ego survival. Spiritual survival. Or what about
social survival? We all need a degree of acceptance. No one wants to be cast out as a pariah;
there must always be a few other souls that you can cling to. We wear certain clothes (brands), we
say certain things and do certain things – all of which are designed to signal to the rest of the
people around us that we are the same. Acceptance is survival; social isolation is ‘death’. Survival
is also relative. If you have a certain amount of money, social survival is different to what it is when
you mix in another circle of society.
I won’t belabour the point, but just think how your actions, decisions and attitudes are driven
by the need to stay alive, to not die or succumb to the unknown. The opposite of survival is death.
Emotional death, image death or social death. We all want to just survive. Even achievements are
simply ‘surviving’ in the sense that it is matter of living up to your own expectations relative to your
self-concept.

A company – or any organisation – is nothing more than a collection of individuals.
These collections refer to themselves as teams, but don’t get too carried away. The only
meaningful thing that unites these collections of individuals is the survival instinct. Any
other reasons or benefits of joining a team are coincidental.

Teams are the modern-day manifestation of tribes, and tribes were always formed to improve
survival rates. Group forming is an instinct and division of labour is a sensible mechanism that
improves the odds survival and quality of life. We all recognise that a deeper emotional bond would
strengthen a tribe; but that is very difficult to achieve when survival is not at stake. A group of
people living in a block of flats is not a community – until the developers arrive to demolish the
block.
The lower hierarchy of needs like physical survival is not top of mind when you live in an
affluent, first world country. Most the population would be more concerned with ego needs and selfactualisation. The focus will be on achievement and accumulation of surplus wealth rather life or
death. But as soon as the physical survival is threatened, the focus will return to economic or
physical survival. If your only option is to be unemployed or work in a poisonous team environment,
economic survival wins out

©2005

44

Secrets of the Brotherhood of Managers
Teams exist principally because economic survival is at stake. Until then these individuals
will co-operate to a greater or lesser extent depending on what song is playing on WIIFM. For
instance, consider any team sport - say soccer. When the selectors pick a representative team
(state or country), do they pick the whole team because it is the best team? Obviously not. They
pick the best individuals from various teams to create the ‘best’ team. Managers will also drop an
individual from a team – never the whole team.
Survival dictates that it is smart to co-operate with others because when it does not take
anything away from you. That enables you to build up some credits for future trades. But remember,
no matter how many credits you have banked, it will be absolutely useless if you think you can
trade them when survival is at stake. Nobody will sacrifice himself or herself, no matter what they
owe you.
Consider this hypothetical situation: You go for a swim in the ocean and get into trouble. You
are on the verge of drowning, when a stranger jumps in and saves you. The next week you find out
that this person is critically ill in hospital awaiting a kidney donor. You are compatible. What would
you do? People will invariably choose to walk away – to live and fight another day.
The Siamese twin of survival is selfishness. Survival is essentially selfish.
People are selfish. Every manager, every organisation and every person will always do what
is in their own self-interest. This may not sit well with you if you believe in the fundamental goodness
of mankind. All of mankind – myself included are selfish.
People eat for selfish reasons, they sleep for selfish reasons and they work for selfish
reasons.
People believe in God because they don’t want to go to hell.
People fall in love to be loved, even if they declare otherwise.
People destroy the environment because they are selfish about their lifestyle.
Companies donate to charity for PR… i.e. what they get out of it.
And if you thought civilisation and modernity would improve things, just look around you.
Declining birth rates? Selfishness.
Increasing divorce rates? Selfishness.
The ‘me’ generation? Selfishness.
Instant gratification? Selfishness.
The most obvious counter-argument is to ask why (for instance) someone will lay down his
or her life for another. There are many soldiers and ordinary people who become heroes doing just
that. What was in it for them? The answer is very simple, but we must briefly get somewhat
philosophical.
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Organisational survival

To survive in the corporate sense, is about remaining part of the inner circle of the
Brotherhood. That is the first job at hand (whatever it says on your job description) and you should
always remember that. People will do anything, and I mean anything to survive. They are not there
to help you survive unless your survival is beneficial to their own. The Brotherhood will not allow
you into the inner sanctum unless your participation improves the chances of its survival. You
should bring something to the (proverbial) table that will strengthen the Brotherhood. That way its
survival is also your survival. The virtuous circle. That is what makes the organisation tick.
Survival is the central human motive and corporations are nothing more than people
collectives. It follows therefore that survival is also the central agenda for the corporation. The
difficulty lies in how corporate survival manifests itself.

You should bring something to the (proverbial) table
that will strengthen the Brotherhood. That way its survival is
also your survival. The virtuous circle. That is what makes
the organisation tick.
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Corporations specifically, and the capitalist system in general, exist for one reason only. It
redistributes wealth, time and other resources in the most efficient way possible. In fact, that would
be a fair definition of a corporation… a system for redistribution of wealth. We can’t all be primary
farmers living a simple life, making our own food and clothes, and educating our own children.
Society has evolved too much for that to ever be a realistic alternative in any significant way.
The network of businesses and government organisations that make up the capitalist system
is a relatively efficient machine that consists of many specialist parts, each playing a specific role
to produce an outcome. It processes resources in order to deliver an outcome that is understood
by all – wealth. Wealth is simply a surplus capacity to buy future resources and outputs. Wealth is
a safety net - to enable us to survive – even when we lose the capacity to participate in the system.
(And some people are just greedy.)

An efficient system is not necessarily fair or pleasant. The system may ruthlessly
discard an individual. There is a great deal of personal pain that gets produced in the
system. It would be an understatement to say it is tough for the individual to experience,
but retrenchment is simply temporary systemic friction. It is a concept that can only apply
to and be understood at a total systems level. It makes no sense to look at it a personal,
individual level. At that level, it can (by definition) not exist. I am not suggesting the
individual does not matter – on the contrary, I write this to empower the individual – but in
the whole corporate/capitalist system, the individual is simply one of the inputs.

Robert Reich15, a leading thinker in Bill Clinton’s cabinet said the following: “But the more
basic threat to families is the relentless economy that is superficially successful, but when you
scratch the surface you see families under more stress than before.” He also states further (in the
same piece) that: “…people are being forced to redefine success away from the post-World War II
model, based on making more and more money, because of the price paid in private life.” He is of
course referring to the principle of zero sum. Nothing is free. Everything, including success comes
at a price.
Any profession still operates on the same basis as the guilds of the Middle Ages. Those who
are members of the profession also operate a system that governs who can join the system by
setting ‘standards’ that apply to those who wish to join. This may include a formal examination,
qualifications or experience. The management profession has no formal system, although there
15

Australian Financial Review Nov 27-28, 2004
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are a few bodies (institutes and associations) that try to fulfil this function formally. Its membership
is a fraction of the management cadre, so the formal system does not work effectively. There is
really very little need for a formal system if the informal one works so well.
The informal system is based on a myth that management is complicated, because it is part
‘science’ and part ‘art’. (That is always a good way to explain away the bits we don’t understand.)
The myth also perpetuates the idea that as you climb the ladder, you will understand more and
more about how it works, when in fact the same principles and concepts apply throughout.
To play the system, you must be part of the system. To be part of the system you must
contribute towards the survival. If the system survives, so do you. The most treasured attribute an
individual possesses is the ability to generate surplus wealth. Those skills and will always outweigh
personal traits. I would rather go to war with a vicious mean fighter than a lovely people person
who cannot fight. The ultimate survival of the system depends on whether people want to play.

To play the system, you must be part of the system.
To be part of the system you must contribute towards the
survival. If the system survives, so do you. The most
treasured attribute an individual possesses is the ability to
generate surplus wealth. Those skills and will always
outweigh personal traits. I would rather go to war with a
vicious mean fighter than a lovely people person who cannot
fight. The ultimate survival of the system depends on
whether people want to play.
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The self-concept

Onions have layers. Ogres have layers.
Shrek

The most important question in the Universe is undoubtedly: Who am I? Self-concept or selfidentity must precede the idea of self-actualisation because self-actualisation presumes that the
person is actualising a self that exists. Your self-concept is what you self-actualise to. In effect, it
is the most meaningful type of self-actualisation than can occur, and in some respects, it
supersedes the need for physical survival. What is it that we cherish more than life itself? It is life
in accordance with who we are. It is the foundation of philosophy; it is the cause of all wars. At its
most fundamental, life is about survival of the self.
At your innermost core resides your self-concept. In simple terms, it is WHO you believe
yourself to be. Sometimes we have a clear understanding of who we are, for others it is a life-long
journey of discovery to understand the true self-concept. The extent to which we are truly and
clearly in touch with our self-concept determines our happiness, our stresses and our
achievements and failures.
Some people can articulate clearly (at least to themselves) who they are. Mother. Soldier.
Saviour. Anarchist. Hero. Victim. And some people (most?) never reach that level of personal
understanding. More often than not, this happens because they don’t want to admit to themselves
who they really are, and fail to accept fully their total self. Often there is a presence of a deepseated fear of failure and inadequacy.
If you put a person under severe stress or extreme relaxation (including hypnosis) or even
intoxication, you see the ‘real’ person. These situations peel away the layers of self-delusion and/or
self-protection people employ to protect the real Self. Put two men in a jail and the one becomes
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a rapist and the other commits suicide when they are violated – very different responses to the
same situation.
When people are put into a situation when they are forced to behave in a way that is contrary
to who they believe they are, they go crazy. It has been said it is a fine line between genius and
crazy – and indeed it is. By definition, ‘crazy’ is when people lose touch with who they are – their
self-concept. People deny the truth – about Life, about themselves – anything but face up to who
they are.
Even more important than physical survival is the ineffable need to stay alive… in a way that
is congruent with one’s self-concept. If we fail at that, we lose grip on reality – and many people
would rather die than have to deal with that.
Chin-Ning Chu16 states that “(p)overty is more a state of mind than an external condition.” It
is a profoundly disturbing observation. She says that some people’s self-concept (state of mind) is
such that they are destined to be poor – and that poverty is not because of circumstances, bad
because of luck or the environment. Some people are poor because they think of themselves as
poor. People are poor because that is what their self-concept dictates. People peak at a certain
level in their career because that is what their self-concept dictates. Even though her views support
the assertion, this is a topic that requires much, much more discussion – more than this context
allows.
It is hard to be brutally honest with one self. From a very young age we are conditioned
otherwise. It is as if the whole world is in cahoots to protect us from ourselves. Almost every social
custom exists to protect us from others and ourselves. Every bookstore is lined with books that
falsely proclaim solutions to self-discovery when all it takes is to be honest. The Australian ad man
and consultant Simon Hammond17 states that all it takes to be successful in business and life is to
… have guts. He then goes on to state that it takes guts “to be selfish and self-absorbed, when all
around are begging not to rock the boat…”
If you can accept that people are driven by survival (needs) and that survival is an act of
selfishness, it underscores the need for you to be more sceptical and cynical of people’s motives
– especially those motives that are ostensibly for the ‘good’. Self-concept is a personal,
philosophical thing. It is also a very emotive thing.

16

Thick face, Black face, p180. I highly recommend this book if you have not read it. Many of these complex Asian
philosophies resonate very well with the basics of what this book is all about – and I hope Chin-Ning Chu does not mind me
saying so.
17
All it takes to be successful in business (and life). Simon Hammond. Some of Simon’s other philosophies are divergent to my
own – principally because he does actually believe in the goodness of man and man’s capacity to transform the world by doing
good things.
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It is hard to be brutally honest with one self. From a very
young age we are conditioned otherwise. It is as if the whole
world is in cahoots to protect us from ourselves. Almost
every social custom exists to protect us from others and
ourselves. Every bookstore is lined with books that falsely
proclaim solutions to self-discovery when all it takes is to be
honest.

©2005

51

Secrets of the Brotherhood of Managers
Corporations’ response to the idea of a self-concept is that of Brand. Brand is the box into
which the corporation puts the ‘being-ness’ (attributes, values, identity) of the product. People will
always look for the essence, the truth… the real thing. Whether we like it or not, people will tend
to reduce complex human beings to a label – something they understand. You can object to being
‘put in a box’ – or you can create a box to your liking.
Human beings are complex animals. We need shortcuts to be able to interact effectively with
each other. People put people in little boxes – there is simply no other way. Your choice is whether
you decide what the ‘box’ is or whether people do it for you. Consumers use brands as just such a
shortcut. They attribute certain values to a brand and then in their minds, once they have figured
out what a brand ‘stands’ for, they don’t have to re-think every purchase.
Corporations understand the concept of brand. A brand is an identity – the essence of the
thing. Pick your positioning and BE it. Talk your brand, act your brand: Live your brand. It is easier
when the brand closely resembles who you are because it is less hard work, but there is no rule to
say that your brand should be you. The important thing is that you must be able to be that brand
consistently. McDonalds would not be McDonalds if looked different and tasted different in every
city. It is not about having the right or wrong brand – it is simply about consistency. A brand is not
just a logo or a name. It is a total identity.
It is about your position, your brand. How do you set yourself up in an organisation? Who do
you associate with? What do you think of yourself? When do you talk and when do you listen? You
can be the hard-arsed, know-it-all and succeed; or you can be the mild-mannered professor and
succeed. It is about who you really are and whether you can be true to that vision.
Being a brand is not a selective thing that you do depending on the situation or on how you
feel. The brand must match the self-concept. Maybe you are a difficult person to like and get along
with? Never be genuinely you with all flaws clearly exaggerated. Just like any other brand does not
emphasise inferior materials or poor design, neither should you. But be genuinely who you want to
be. Be true to your brand. But don’t show any thoughts or actions that are inconsistent with your
brand – even at the expense of being nice. Create the personal brand that will work, and live it.
This is not the book about creating the right brand – but there are books out there that do just
that. In short; when creating a successful personal brand think of Brand Archetypes. Pick one that
you like: The Warrior, The Wise Man, Robin Hood, The Joker or any other ‘identity’ that you can
clearly articulate.
Ensure that you understand it, think through the various applications for that brand – for
instance how it would behave in certain common scenarios. Consider carefully if it is a close match
for you. Consider whether that brand would be able to survive in the organisational culture. Then
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go about constructing the brand through the things you say and do. Sometimes it is even
appropriate to do a few symbolic things like certain mannerisms or dress code peculiarities. (The
power tie, the shaven head?) But most importantly be consistent. Did I mention that consistency is
the most important thing?
If you are going to survive, you should have a good network in place, and a team is an
instant network. You must be connected to the grapevine in order to pick up some of the advance
signals of pending changes. I received very good advice from a senior executive. He said that when
you choose your career, you should first choose the industry you would like. It is easy to change
from being an accountant to a marketer – in the same industry – but it is hard to change from being
a marketer in one industry to a marketer in another industry. His rationale was that you succeed
because of the network of people – your alliances. If you change industries, your previous network
becomes useless, requiring a long time to rebuild. He was right.

Achieving success is not about accomplishing things for the vast majority of
managers. It plays a big role for people who generate measurable outcomes like sales. But
for everyone else – in IT, HR, Marketing etc. – it is not about achievement. It is about creating
and ditching alliances. In no corporation do you ever really work alone. The corporate
warrior hunts in packs – often called teams, and the principal skill is about shifting alliances.

The reality-TV show Survivor is an excellent simulation of what happens in a corporation. The
show is successful for that very reason – people can identify with it. The actual storyline is poor,
the games are not that entertaining and the scenery becomes repetitive very soon. But the
skulduggery is so exciting. It really is about surviving, about making and breaking alliances; but in
such a way that those people you stab in the back today will still vote to give you a million dollars
tomorrow.
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The central organising paradox

There are as many theories as there are psychologists. I have a few Psychology credits to
my name, which makes me as dangerous as anyone to put forward a theory, but that has never
prevented me from opining before. I am a simple man, so it is a simple theory. There are no models
and no formulae. It is not necessary to study children, mice or monkeys for a decade, or to conduct
focus groups to assess the validity of my hypothesis. Just think for yourself if it rings true for you.
If it does, that is all that matters. (Put aside your newly acquired cynicism and trust me on this ).
People make decisions based on their emotions. Think of all the things you worry about, all
the things you strive for. Most (if not all) of it is intangible and emotive. I feel down. I am happy. I
am bored. I love you. I am afraid. These are our drivers. Emotions are what drive every decision
we make. We do things for how it makes us feel. We say things for how it makes us feel.
Humans are fundamentally emotional beings. The apparent rule of engagement in the
corporation is reason. Apparent, because there is a fundamental paradox hidden in the
organisation. Managers recognise that all people are driven by emotion, but we have a tacit
understanding that those motives are personal. In business, emotions don’t get mentioned. That is
your personal life. If you are emotional, you have ‘issues’ – and ‘issues’ is the leprosy of the
Brotherhood.
The paradox is that when you group people together in an organisation reason rules simply
because the system is not designed to cope with the chaos of emotive decision-making. It is too
variable and unpredictable. The system cherishes consistency – homeostasis. Maybe it is not a
paradox. Maybe it is the nature of the system. Apparent chaos disguising perfect order. Emotion
disguising logic. But people strive for the underlying logic, but the pull of the emotive response is
strong.
Logic and reason are the preferred processes. That is why it is still a male-dominated world.
Men are better able to divorce themselves from their emotional inclinations. There is no reason
why logic is a better way; it just is so. The shape of a rugby ball is what it is. It could be different
but it just isn’t.
Even people who profess to be logical or pursue scientific methods and outcomes are actually
still driven by emotions. They use logic and reason as their security blanket. They do ‘logical’ things
because it is what they enjoy… it is about how it makes them feel.
This is the paradox: emotional beings choose logic as the governing principle to make them
feel secure. (Is there a word for beyond irony?). That is why managers prefer ‘hard’ words like

©2005

54

Secrets of the Brotherhood of Managers
accountability, performance indicators, deliverable and so forth. They struggle with ambiguity and
uncertainty. They want outcomes to correlate with actions and processes – it is a system after all.

In business, emotions don’t get mentioned. That is your
personal life. If you are emotional, you have ‘issues’ – and
‘issues’ is the leprosy of the Brotherhood.

When you operate in this environment, you must learn the language. You need it when you want
to claim successes or when you want to apportion blame. When you want to sabotage a strategy,
ask hard questions about the outcomes. When you want to gain approval for a project,
demonstrate the logic with facts and figures and enhance your case with the right code words:
Targets. Factors. Margins. Parameters. People can’t argue with logic – that would be illogical.
Nobody will convince a Board or an Executive Committee by basing a recommendation that
‘it just feels right’. That may be an acceptable basis for choosing the paint colour for your lounge
but not a business project. We all understand the importance of gut-feel. We hear the entrepreneurs
proclaim the importance instinct, but the Brotherhood does not function based on irrational
impulses. It just does not feel right. 
Any argument with substance can be instantly shot down with a simple – ‘what’s the logic
behind that?’ question. Logic is the ultimate weapon in the war of emotions. Not winning the logical
argument makes people feel inferior. Exactly where you want them.
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CHAPTER 3: MYTHS AND ABSURDITIES

"Contemplate thy powers, contemplate thy wants and thy
connections; so shalt thou discover the duties of life, and be
directed in all thy ways."
-- Akhenaton (d. c.1354 BC), Egyptian king

©2005

56

Secrets of the Brotherhood of Managers
Your goal is not, as most employees would think, completion of tasks or even the
achievement of job goals; it is acceptance into the Brotherhood. This simple reality changes what
you must do to be successful quite substantially. In order to achieve your goal, you must know the
rules and play the game. But it is fine line between success and failure; so fine that few people
master that tight rope act. There are absurd myths and outright deceptions – too many to mention.
The process of debunking the myths and exposing the absurdities of modern management
practices is done systemically. If the organisation is indeed a system, it makes sense to highlight
the more obvious myths prevalent in each component of the system.
Some myths relate to the inputs (resources) of management, such as people, time and
money. In that section, we’ll cover the ideas of human resources, leadership and team in
reasonable detail. This includes several tips and techniques on getting recruited.
In the next section I will shine the light of truth on myths relating to the processes such
training, decision-making and communicating. The myth that it is bad to play politics is also
debunked.
In the third section the focus will be on the outputs of management. In that section I will
discuss values, goals and performance. The ‘outputs’ or ‘outcomes’ are ostensibly the reasons why
you would engage in those ‘processes’ in the first instance; and many people labour under the
complete misconception that it is important to have goals.
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In the final section I shall discuss the standards and principles that seemingly apply to the
brotherhood. Topics like passion, excellence, happiness and humour shall come under the
spotlight.

Some of these concepts rely on you understanding the fine line between two often confusingly
similar concepts. To understand a fine line, you should understand what a line is. It connects two
points, literally. And in this instance also figuratively. There is the ‘point’ made by the Brotherhood
(or anyone else) and there is the (counter-)point. The art lies in defining what the ‘other’ point is –
the juxtaposition of the statement made before. Once you understand both points, you will see the
line that must be walked.
In the recent documentary (the word being used in the loosest possible way) Supersize Me,
by Morgan Spurlock, he makes the point that eating McDonalds food only for thirty days straight
causes serious health problems. It has proven to be a very popular point and from the deafening
silence I would assume that there aren’t too many detractors and objectors, except of course from
McDonalds’s.
But, just think about it for a moment. Here you have an individual doing “research” of a very
dubious nature. If you drink only spring water for a month, you would probably damage your health.
There is no control group. Any self-respecting scientist will laugh at you if you present as ‘fact’
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research based on a sample of ONE! Yet this individual is allowed to spew his views onto the world,
damaging the reputation of a major company. There is no way of knowing whether he actually
cheated – the research was not scientifically supervised. But because of popular misconception,
we ‘see’ his point and blindly agree. His right freedom of expression allows him to denigrate the
reputation of a major company that has boosted the economies of all the countries in which they
operate.
McDonalds employees millions of people, operates perfectly legally in dozens and dozens of
countries, pays its taxes and even sustains its own charitable organisation is made out to be a
villain. If people were so concerned with the fat content of their food, they are perfectly free not to
eat it. Nobody is suggesting it is good food or that it should be liked; but it is certainly no worse
than anything made by Cadbury’s. If they were very concerned they could lobby their governments
to ban those types of food that are ostensibly so bad for your health. The fact is that even the
scientists of the world can’t agree whether fat, carbohydrates or a gene that causes weight gain.
But Mr Spurlock can ignore all of that.
There you have two points: Mr Spurlock and McDonalds. It is fine line between freedom of
expression and opinionated, unsubstantiated drivel. You choose.

If you do not want to participate in this game (of the Brotherhood) but still want to be
part of the system, you should also pay close attention. If you are not progressing up the
ladder you may well become cannon fodder at some time in the future. Standing still makes
you vulnerable because you become progressively more expensive and more expendable.
Expensive people who don’t actively participate to strengthen the system are actually
risking the survival of the system. If you are not playing the game according to the rules,
you will most likely become corporate road kill.

It is really important that you realise that you will actually have to do different things or do
things differently. If you read this and simply carry on as before, there really is no point in showing
you what is behind the secret door. The main skill to acquire is that of distinction. If you can ‘see’
the line, you can walk on it.
When I am on my favourite seat – that of my Yamaha FJR 1300 – and I lean into a nice
sweeping curve, I have to look up – through the bend and see the line of travel. The worst thing
you can do is to look just in front of your wheel as you lose the ability to see the line. See the line.
Walk the line.
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There is a fine between….
-

Innovation vs. Stupid risks

-

Fun to be with vs. the Silly Joker

-

Don’t sweat the small stuff vs. No attention detail

-

Attention to detail vs. Being Anal

-

Great team player vs. Team player but not a Leader

-

Approachable vs. A Suck-up

The list is endless but you get the idea. This is one of those good/bad news scenarios; so
let’s get the bad news out of the way. There is no training, no tips and no tricks that may help
master the art of the fine line. Be aware. Think about it rationally and frequently. Ensure that you
pick a ‘line’ that suits your Brand.
The good news is that nobody is perfect and no one picks every (fine) line perfectly so you
need not get hung up on every error you might make. The other good news is that at any point in
time in a company’s life cycle and considering the cultural imperatives, there are only a few key
elements that are critical and that must be picked correctly for your overall position. Don’t be
overwhelmed by all the options.
As you read some of these explorations into the psyche of the Brotherhood, you will see that
our principle method of deception is based on using counter-intuitive strategies. Relying on
counter-intuition is the managerial equivalent of sleight of hand – it explains most our tricks; except
for those few cases where we have a bit of fun and go for an outright lie. Being counter-intuitive is
a rare skill, but a skill that can be learned.

Consider a normal distribution curve (bell curve).

50% 
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The reality is that 50% of the population (workforce) has a below average IQ. (Or EQ or
whatever measures you choose to use.) That means only half of the workforce is theoretically
eligible to succeed in entering the ranks of the Brotherhood. Sad but true. Then, by employing our
counter-intuitive approach, the Pareto principle applies (the 80:20 rule). Only 20% of the people
get it (either consciously or consciously) and there you have your natural pyramid or hierarchy.

Diagrammatically it can be represented as follows:

The 10% who make it into the
Brotherhood (20% of 50%)
The 40% Maybe Managers who could
get it but just don’t – they could be
saved
The lost 50% - who will always be
the ‘workforce’ that needs to be
managed

The large number of myths that exist about the brotherhood serves our purposes. It is our
smoke machine that sends gusts of opacity onto the stage where we perform. It adds mystique.
But most importantly, it acts as a decoy. Some of these myths are sneaky and some are funny. I
dare say some of them are a little mean. But if you play a contact sport, you are bound to get hurt
occasionally.
The Brotherhood of Management generates these myths – assisted by our trusted aides –
the consultants. They are our sidekicks, the girls on stage with the shiny dresses and big boobs
who hold open the door for the magician to walk through.
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MYTH TYPE 1 – INPUT MYTHS
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The Money Myth

No. No. No. It is not all about money. Money is about as consequential as a thermometer to
a fever or a scoreboard to a soccer match. It is about power. The power to influence things. The
power to make or break people. Especially break. That is the really fun bit. Why power? Because
those with the most power are the ones most likely to survive. We just make you think it is about
money, and if you believe that, your loyalty and sacrifices are easy to buy. It also means you are
predictable. Exactly what we want.
In the modern corporation is not about brute, physical power of course. It is subtler than that.
Managerial power is a rapier, not a cannon. Physical power is important in the sporting arena – but
real power is exercised behind the scenes. Nothing much has changed from the era of Roman
Emperors who had gladiators fight for their entertainment.

It is not all about money. Money is about as consequential as
a thermometer to a fever or a scoreboard to a soccer match.
It is about power. The power to influence things. The power
to make or break people. Especially break

But as the captains of industry steer their ships in blissful ignorance, a revolution brews. The
shift to a so-called the knowledge economy predicates well for the individual. Not only does
technology bring with it a freedom from a physical workplace; it also disaggregates labour supply.
Union movements all over the world bemoan the fact they (and hence the members) are losing
power in the workplace, but that is not true. Power cannot be lost (it is a zero-sum game) but it is
shifting from the group to the individual. In the factory of the industrial era, organisations
homogenised and unitised time and labour. For a long period, the balance of power has rested with
the corporation. Paradoxically the individual had less say and had to subject itself to the group.
Time and labour was valued based on the lowest common denominator.

©2005

63

Secrets of the Brotherhood of Managers
Some people won (the lazy and the stupid) and some people lost (the smart and industrious)
but on average everybody was looked after – more or less.
The balance of power does move from time to time between the following three constituents 18:

Corporation
(incl. Management)

Individual
(you)

Group
(incl. Employees)

Modern management is a relatively recent phenomenon that can be traced back to post WW2.
The initial power struggle has been between groups of employees (who formed unions) and
corporations. In the nineties, the individual has emerged as a powerful entity. This has been
expedited by the emergence of the service economy and particularly the boom in knowledge-based
jobs. In some jobs the power of the individual has held substantial power, as can be evidenced by
the disproportionately huge salaries that CEOs can command in certain industries and companies.
Further evidence of this general shift in power is that whereas it previously took an entire
workforce to strike for an extended period in order force a corporation’s hand, it can now be done
by small specialist departments, or even by a single person who threatens to withdraw his/her
expertise in maintaining a company’s firewall, making the company susceptible to viruses and
hacker attacks. In a recent strike, the small corps of staff who manages the signal operations –
specialised, highly skilled operators - for the State Rail Authority in New South Wales forced the
suspension of all services, involving thousands of employees.
The advent of the ‘computer era’ was predicted to result in the paperless office and
paradoxically has not done so Similarly, the demand for knowledgeable employees will not
decrease as ‘computers’ do the thinking, but will increase the demand for these people. From there
on it is simple economics – increased demand and steady supply will raise the value = power =
price of individuals.
Creativity is regarded as a valuable skill. Creativity is a magical insight that allows you to
bridge the gap between things not previously connected. This is not contrary to the concept of zero
sum, as creativity, in the human context, is simply about the creation of a new outcome from
existing resources.
18

Of course, a corporation = group = individuals who make up the company; but is separated here to indicate the primary driver/objective that would set the
boundaries at various times.
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Knowledge cannot be aggregated; it cannot be stored and cannot be redistributed – only data
can. It cannot be substituted (yet) because it is unique. Knowledge Management is a new(ish)
discipline that attempts to do this, but as it is practised currently it is unlikely that it will ever become
more than glorified data storage, and desolate intranets. The positive outcome is that an
organisation must pay you the price you determine for your knowledge because only you have it.
The bad news is that they will only pay for it when they need it. Zero sum again. You win by
getting ‘paid’ according to your true value, but you lose the security of tenure – the regular pay
check. It is an adjustment worth making.
The corollary of the money myth is that remuneration drives value. The Brotherhood uses
pure logic to work for us. The exceptional case where benchmarking is about copying the very
highest standard is when the remuneration consultants benchmark CEO pay. All boards want their
CEOs to be earning top quartile incomes because that will minimise the possibility of them leaving,
ostensibly retaining them for the sake of stability. But guess what happens to the upper quartile
when every CEO is paid in the upper quartile at their salary review time? That’s right, it moves up
and up and up.
That does explain executive remuneration somewhat, doesn’t it? We must pay
ourselves a market rate, and we do that by creating a market system that can never stagnate.
This is a case very clever myth making. We use logic and reasonableness to secure an
upwardly spiralling remuneration cycle. You’ve gotta admire that!

Another common fallacy about executive remuneration is the myth that owing shares makes
you act like an owner, which is good for the organisation. We have convinced the real owners that
we must have an employee share acquisition plan. It ties the success of the company to the
employee in a very personal way. Shareholders are owners, so by making employees feel like
owners they will act like owners. Like the chef eating a second helping of his own dessert at the
restaurant is going to make him a better chef? Or maybe if the chef was allowed to take some of
the ingredients home, that would make them a better chef. Yep, that is what people believe. Let’s
give away the capital, our means for acquiring resources and that will make us a better business.
Let us have the managers double dip – no make that double, double dip:  we will pay them
a salary,  then a bonus,  plus profit share and  throw in a few share options, preferably ones
that are already in the money. We have always said that the shareholders are our most important
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stakeholders, so managers must make themselves the shareholder because we are the important
stakeholders, so if nothing else it is consistent with our beliefs.

Far too many executives have become more concerned with
the "four P's" -- pay, perks, power and prestige -- rather
than making profits for shareholders.

~ T. Boone Pickens ~
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The Time Management Myth
Of all the things that I don’t ‘get’ in this world, this specific myth confounds more than most.
Sometimes the Brotherhood draws a long bow; but sometimes we just tell an outrageous lie. And
not a sneaky lie, not a white lie, but a fantastically illogical lie – and you still lap it up. I am referring
to the notion of ‘time management.’ What is time? And can you really ‘manage’ it? Of course, time
cannot be managed. It cannot even be properly understood.
We perceive it to be a linear experience that somehow passes us by with supreme
consistency. It is how we measure everything, even our lives; yet the great philosophers and the
great scientists still grapple with the concept. We all labour under serious fallacies when it comes
to the concept of time, but when a Manager pronounces that a certain individual cannot manage
‘time’ we nod sagely and thankfully – glad that it is not us.
Nobody can manage time. Some people might struggle to prioritise – but in the absence of
some great Ultimate Truth that definitively determines that one task is more important than another
– not many people can point a finger at those who get it wrong. Others simply work more slowly,
but that is no sin either. (Except against the god of Productivity.)
When it is one of our own favourite sons (and sometimes daughters) we will ascribe their
problems to poor training, under-resourcing or the complexity of the task. When YOU have a
problem, it is poor time management. Because it does not exist, it is incurable! How good is that?
A disease without a cure that can be laid on you in an instant.
Hands up if you agree with the view that modern man is time poor? You do? How is that,
when time is infinite? How is it possible if time is constant? There has never been more of it and
there never has been less of it. It does not cease when we die. Time does not fly. Time cannot be
planned, lead, organised or controlled – hence it cannot be managed. Time is the ONE thing you
can stake your life on that does not discriminate and that every single person in the world will be
treated the same by ‘Father’ time.
There is nothing any person can do to change one aspect or characteristic of time; but that
does not prevent a manager from accusing a subordinate that he or she has poor time management
skills. If we like them a little bit, we will send them on a course – and that way they owe us for
saving them from themselves. Of course, the Brotherhood is hardly ever poor at managing time,
we are simply just time poor. We encourage you to believe that poor time management is your fault
and that being time poor is society’s fault.
The fact of the matter is that we are not time poor. We are option rich. We don’t have less
time – that has always remained constant in absolute terms; we just have more options that we
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may or could exercise in the amount of available time. But it does not sound good to say we are
option rich because that implies it is something that may be treated very simply. Ignore some
options or refuse to exercise them. Simple. But that would give us one less instrument to use in
how we manage people’s perceptions of themselves and of how much (or not) the organisation
values them.

The fact of the matter is that we are not time poor.
We are option rich.
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The drones who have been diagnosed with the time management disease must simply realise
that they have been (purposely) misdiagnosed. You only really suffer from failure to manage
options. This is usually the result of an inability to understand the priority/importance of one option
relative to another. This failure in turn is a result of your failure to understand the laws of
consequences and unintended consequences.
Having said that, a failure to properly prioritise is a weakness that you don’t need. And it is
easy to remedy once you understand that the issue is not managing time but prioritising decisions.

Issues
Problems
Tasks
Options

Thinking
&
Decisions

ACTION

Can change this
Can’t change this
Think less
Think better
Decide quicker

But there are some simple guidelines to identify high priority tasks. That is, just in case you
thought that the most important task would be the one that is most beneficial to the business, let
me set you on the right path. It is NOT.
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To determine priority tasks, ask yourself these questions:
-

Could it get you fired if you did not complete it on the agreed time? – Important

-

Is it really a priority for your boss or his boss? – Important

-

Is it interesting? – Not important

-

Is it easy? – Not important

-

Is it in your job description? – Important. (Don’t get side-tracked!)

You get the idea. Set down the rules that govern relative priority in your business. (Consider
culture & politics carefully.) Apply those rules diligently and never, never admit to suffering from a
‘time management’ problem – it is the corporate equivalent of leprosy. And with good reason – if
you have this problem, the system cannot ever rely on you to complete something that might be
vital to the survival of the system.
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People & Recruitment

Job-hunting is not high on the list of fun things to do. That is understandable because few
people enjoy being judged, sorted and (possibly) rejected as not being ‘suitable’ – or even worse,
not good enough. It is likely to be the ONLY time when you are in control and when you have
something the company wants. They have a hole in their hierarchy and you are the solution. You
will never have more power, more credibility and more goodwill than you have when you walk
through the door to be interviewed. From there on it is downhill all the way – it is just a matter of
degree.
If you see the job interview as an opportunity as opposed an inquisition that must be endured,
it will enable you to approach the interview with the confidence and self-assurance of a person who
knows what they want. Confidence shines through and it is one of the most appealing
characteristics a candidate can display. Or at least that is what they think they want, and I you
know this, for once use it to your advantage.
Before you embark on the interviewing process of searching for jobs and researching
companies and people, your first ‘job’ is to work on yourself. Before you work on the job hunt, you
must first work on your attitudes, motivation and presentation. This may seem simple logic, but you
will be amazed about how seldom people follow logic. Every interview you go into without having
done the pre-pre-work is a wasted opportunity because the lack of preparation shows almost every
time. If you get through to the next round, it will be because of pure luck or bad interviewing, but
you should not rely on that luck to continue. (The one immutable truth about luck is that it always
runs out – always!)

You will never have more power, more credibility and
more goodwill than you have when you walk through the door
to be interviewed. From there on it is downhill all the way –
it is just a matter of degree.
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Your attitude towards the job-hunting and interviewing process is the first – and most
important – aspect that you should get right. This is very difficult when you are unemployed and
under financial pressure. I won’t insult you by saying that you must ignore those realities and just
‘be positive’. You must take extra care to recognise the fact that you are desperate, under
pressure and possibly negative; it is vital to act positively and confidently – even if that is not how
you feel at all.
Fake it till you make it. It is not a solution and in the long run you should find a more enduring
remedy for poor mental attitudes. That is beyond the scope of this book, and until then, you can at
least act positively. You will be surprised at how effective the process of acting positively is in
creating a more positive feeling. More importantly, you may just be able to carry it off. The key is
of course to prepare your answers and other interview responses (non-verbal) well, in order to
ensure the actual response as well as the sub-text is checked for any tell-tale signs of negativity.
This may seem like cheating, but if you follow the other principles in this book, you will only
be going after the right jobs and it won’t be cheating. (A magician does not really cheat, right?) The
reality is that interviewers are unlikely to employ desperate people because they equate that to
someone who will do anything to just get a job and that is always the wrong reason to take a job.
If you are honest with yourself and you are not taking the job just because it is available, then it is
not really cheating, but you are simply managing how you present yourself.
Take the time out to think seriously and honestly about your achievements and failures. Think
about the times in your career where you had the great moments of joy and the greatest moments
of stress. Why did you succeed or fail? Know what you really want. Uncertainty about the job is as
bad as insecurity about yourself. Understand the difference between the job you want vs. the job
you must have. Do your homework. If you don’t get the job you want, it is because you have made
a mistake. The Company seldom gets it wrong – the candidate just failed to present a compelling
case.

Appearance matters. In fact, the packaging matters more than the substance. There is
no substance. You are just talking about substance. Package YOU Inc, correctly and it will
sell. Dress up. They know you don’t normally dress like that, but if you are not smart enough
to know the rule that the interviewee should be better dressed than the interviewer, you are
probably not smart enough to do the job. Respect the system. Being under-dressed is a
sign of disrespect towards your prospective employer - before you have even started.
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Sell yourself. I am tempted to say you should lie, but that would be stretching it too far. They
expect you to be a little creative with your accomplishments and achievements. Nothing is perfect
– no one is perfect. They know that. When you are ‘selling’ yourself you have focus on the bits that
are great. You can’t sell a car by saying it is powerful but a bit heavy on the gas. The person selling
the V8 Ford won’t be stressing the fuel consumption. Powerful cars ARE heavy on gas. Buyers
know it. If it bothers them they will ask and if it bothers them a lot, they probably can’t afford it
anyway.
Your ‘job’ in the interview is to sell yourself. If you can’t do that properly, how are you going
to sell yourself to your team when you join, or how will you sell your ideas to others? The
interviewers want to see you do your job – it is a proxy for the real thing. You can choose perfect
honesty and volunteer your weaknesses and failures or you can get the job. Your choice.
Understand what a question is. This may seem like stating the bleeding obvious, but most
magicians’ tricks are obvious when you seem them in broad daylight. There are open-ended
questions that require one or more complete sentences in response and there are closed-ended
questions requiring simple ‘yes’ or ‘no’ answers.
Closed-ended questions are necessary to establish essential information such as whether
the person has a valid driver’s license, which is a legitimate requirement for many sales positions.
If you are lucky enough to get an (unskilled) interviewer who asks mostly closed questions, all you
must do is say yes and no at the appropriate times and to do it with the appropriate accompanying
facial expressions and filler words. But, as usual, the Brotherhood has a few tricks. If you are too
dismissive of closed questions, you may be caught out. It can sometimes be used to test your
decision-making under pressure. Or, with skill, effectively corral you into a position where you might
be forced to admit an unpleasant truth.
Do you believe it is acceptable for employees to be late for work? NO.
Have you ever been late for work? YES
So, are you saying that you follow unacceptable practises? UMMHH
Closely related to closed-ended questions are the ‘leading’ questions – those questions that
make the preferred response obvious. ‘Give me an example of why you think it is important to get
along with your boss’. Even if you don’t think it is important to get along with the boss, during the
interview is not the time to say so. The question is leading you to the interviewer’s prejudice. Smile,
and make up an appropriate answer.
Open-ended questions are the tougher ones, but even they can be quite predictable. The
worst of the bunch is the “where do you want to be in five years’ time” question. It is beyond the
scope of this book to go into detailed question and response examples, but it is important to
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understand what an appropriate response to a question is because you understand the question.
Do not volunteer information when you are asked a closed question and prepare your responses
for the predictable open questions.
Understand who the interviewer is. Know their demographic, know their role and most
importantly know their decision-making power. It is mind blowing how many people walk in and
then proceed to try and sell themselves when they have no ideas who they are selling to. This
would be the HR equivalent of not knowing your customer!
Know the difference between company interviewers and agency interviewers. Ask yourself
what their real job is. The agency hack wants to place you. But they don’t want to take the risk of
appearing to disregard the brief. Apply your knowledge of systems thinking and you will realise that
‘placement’ is a process – not the outcome. The real desired outcome is client satisfaction – which
leads to repeat business and real profits. They therefore approach things narrowly and rarely willing
to take a risk with an ‘outside-the-square’ appointment. (Which they will deny of course.)
Agencies are harder to get an interview with because they see so many resumes, but the
interviewing quality is actually surprisingly poor. They seem to rely on their vast experience to make
very quick judgements about how the candidate will ‘come across’. These interviewers have finelyhoned intuitions, but are also are influenced more by appearances than they would ever admit.
Having said that, if you can’t make a good first impression, then the other impressions don’t really
matter, do they?
The company interviewer on the other hand will be a tougher interview because their job is to
expose any weaknesses. They try and find reasons not to employ you, simply because the
consequences of employing the wrong person are quite severe. They want someone to fill the
vacancy, but they do that by eliminating unsuitable candidates rather than finding the suitable
candidate.
It is also important to understand how line managers interview differently to HR staffers. The
line managers are not (meaningfully) trained in interviewing techniques but this makes them more
unpredictable and more difficult to read and understand their agendas. Their main aim is to firstly
check whether you will be able to do the job so will be seeking some evidence to that effect, and
secondly will try and assess your impact on the team and environment – that is your ability to get
along.
The HR hack will ask you all the questions you get in the interviewing books. They rarely
know what it is like to work in the line role so have no idea as to what to ask or look for. They will
also be more pedantic and careful not to ask inappropriate questions. On the positive side, they
are less likely to be threatened by an outstanding talent. They will be the first ones to talk and make
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you feel at ease. But they are rarely influential in the decision-making process. The line manager
will make the decision that suits them because they got there by trusting their gut. Make sure you
know whom you are facing across the table.
Understand what employers want. That is, what they want from their employees generally,
not just you personally. The general trait they are looking for is variously known as ‘Passion for the
Business’, ‘Attitude’ or ‘Work Ethic’. Other traits desired are: Creativity

- Discipline - Team

player - Go-getter - Results orientated - Well-presented - Articulate - Passionate - Innovator Visionary - Good leader – Focussed.
They are looking for a worker so they hope to get someone who wants to work rather than
someone who has to work. They know that people cannot be motivated (motivation is internal) and
they would rather not have to spend resources doing that. If someone can delude himself or herself
that they are ‘passionate’ then it saves the corporation time and money.
In an interview, you should have evidence of where you have exhibited those traits (which
would have been identified in the job advertisement) to some extent. If you can’t massage your
resume and your interview responses appropriately, you may not be suited for the job.
Are you getting paid your true worth? Consider the following two questions: How much do
you earn? How much are you worth? Is the re a big difference between the two? I will share a little
surprise with you. I have only ever met one person who whose answer to question two was more
than 20% greater than the answer to question one. What a hopeless bunch you all are! If you don’t
think you are worth millions, then you should not be playing this game. That does not mean you
will be earning millions any time soon, but you should you’re your potential in very high regard.
Remember that what is valued and what is paid for? In the case of the corporation, that is only that
which has economic value.
Customise the CV and each letter for every job application. It is time consuming, but
important. Don’t lie, but highlight the parts of your experience and achievements that are relevant
to the job you are applying for.
Don’t apply for jobs that don’t suit your background – you end up looking stupid and your
judgement will be considered questionable. If you want to make a career change, you must go
outside the normal channels to find a job.
Don’t try and be completely out-of-the-box when applying for regular, management-type jobs.
It may be suitable under certain circumstances (creative director for an Ad agency?), but not
usually. Companies may not want to take the risk of hiring an oddball – even if you think you are
being innovative or funny.
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Dress well – dark suit preferably - and be clean and slick. Everybody knows you are dressing
up, but the point is that you are sending a message that you are prepared to play the game and do
‘what is expected’.
Prepare answers to a list of standard questions that you surely know you are going to be
asked. Don’t rattle off the answers in the interview, but demonstrate that you give the question
some thought. (Your strengths and weaknesses, where you want to be in five years’ time etc.)
Don’t lean back in a chair. Sit slightly forward – as if you are ready to get on with the job, but
without appearing ready to run away.
Keep your hands on the table (palms up) in a posture of openness and willingness to accept.
Look your interviewer in the eye.
Mimic the interviewer’s body language – subtly.
Answer questions truthfully, but don’t give information that is unnecessary or too revealing.
Everybody has flaws. You don’t have to brag about your ability to fart in a crowded room without
looking guilty. The key during the interview is to mask your weaknesses rather than emphasize
your achievements. You must be prepared to admit weaknesses – you wouldn’t be normal
otherwise, and nobody wants to employ a freak. Try and avoid the old trick of dressing up a strength
as a weakness: I pay too much attention to the detail – or – I get frustrated when people are not
punctual. I work too hard. (Puhhleeease).
Don’t accept offers of food or drink. You won’t be taken seriously if you have coke dribbling
down your chin.
Be prepared to chitchat in the opening minute, but even if it took you an hour to find parking,
don’t go on and on about it – the interviewer does not really care.
Make sure you have a few intelligent questions lined up when you are given your turn at the
end. But there is plenty of time to go into the finer detail later.
At the close of the interview, make sure you are clear as to what the next step will be and
what is expected of you. The last thing you want to do is to have to phone the interviewer back the
next day to check.
Avoid talking salary during the first interview. The corporation has not yet made up its mind
that it wants you. If pushed, give some platitude about ‘market rates’ or ‘according to my ability’.
Once the decision to employ someone is made, the company has made an emotional investment
in you and that is the best time to talk salary.
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People, Leadership & Teams

Here is the funny thing. In Management 101, professors, teach, authors write and students
learn that the functions of management are: Planning, Leading, Organising, Controlling & Staffing.
(I always remember it by the PLOCS acronym. I also checked a current MBA curriculum – and
nothing has changed in the twenty years since I first studied it.) Each function is analysed in minute
detail and to the point of theoretical ridiculousness. And then you forget.
The management journals, the business books and motivational speakers start talking about
management vs. leadership. And leadership has a capital L – and management is somehow a
lesser thing. We then do our best to make you think that leadership is somehow a little bit magical.
That being a leader requires some magical x-factor, and that without it you will not make a good
leader.
Jay Conger19 is one of those gurus who makes such a distinction. He views managers as
more operationally focussed and leaders somehow being more strategic. But he does concede
that ‘a manager can still be both’. I take it one step further – back to the basics of Management
101: A manager MUST be both. The difference is that a good manager has leadership qualities
and an average manager does not. But most importantly, heed this warning. If you are a ‘leader’
but not a manager, you have no place in the organisation. Richard Donkin20 agrees: ‘Leadership is
terrific for setting vision, but it doesn’t really deliver anything.’
Simply put: all managers don’t have to be leaders, but all leaders must be managers. The
system will not tolerate anyone freeloading who does not actually contribute. Conger refers to
managers as ‘executors, people who carry out the mandate’.
His view is that organisations have ‘perverse ideas about leadership’ since (during the normal
operational phase) companies actually discourage leadership. It is not perverse Jay, it is logical.
We don’t need many leaders. (Under normal circumstances we only need one.) Not if they don’t
manage to do anything else but ‘lead’. When we go into crisis mode, someone with greater
leadership qualities may be necessary – and that is when they have a mandate that their skills set
can deliver.

19

Why Chief Executives Fail. Quoted at www.aim.com.au. Conger was rated by Business Week (2003) as the No. 5
management guru.
20

AFR BOSS, Mar 2005, p45
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To manage is PLOCS. But to Lead – now that is really special. Off you go and chase
that magic dragon. That will allow us managers to keep planning, organising and controlling
and staffing. We know Leadership is just management with a bit of charisma. But we have
to feed our own, so some deluded consultants and academics have something to write and
talk about – something slightly magical that will keep you entranced – just the way we like
it.

And leaders need teams of course. You are not supposed to think that it is just a group of
people who are working in the same department or on the same project. Never that. No, it is a team
– really. Harry Onsman21 wryly notes that ‘to be against teams is second only to being un-Australian
on the scale of heresies’. I am a heretic then, and I agree with his observation that ‘the (team)
concept is often based on widespread misunderstanding of what makes a team different from a
group’.
Actually, it is not merely a team, for most people it is a TEAM. But if you really must know,
that it is a myth if you think you are working in the team or even working for the team. Business is
not a team sport. A team is several people and a clock. Business is a team sport like cricket is team
sport. Sure, sometimes the scores are added together and the total goes against the name of the
team; but the bottom line is that it is really a bunch of individuals who must group their individual
efforts. If teams existed, that would be hired and fired.
From time to time one individual relies on another like bowler needs a catcher – but in the
final analysis the statistics reflect the wicket against the bowler’s name. (Yeah… I know girls play
cricket too – my point exactly.) The individuals are interchangeable and the notion of team exists
purely to convince the ‘members’ that they have a common goal. It is merely a similar goal, but a
common goal makes them focus a little harder. Us managers understand human psychology.
Creating teams are effective at creating groups who are self-governing in terms of individuals
keeping mutual obligations - because individuals are loathe to let other people down. But you can
use the concept of team to great advantage.

If teams existed, that would be hired and fired.
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AFR-Boss. Feb, 2005, p 16.
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Just as we promote the concept of team to ensure a group of people feel obliged to act
cohesively; there are also other concepts that used to encourage conformity. We don’t want
a bunch of individuals running around imposing their personalities and quirks on the
organisation. The fewer variables, the easier for the Brotherhood to manage. One culture.
One vision. Or at worst a few teams. Anything but individual differences. Conformity is easy.
Just the way we like it.
Once you realise this, don’t make the novice’s mistake of not being a team player. They may
intuitively realise that they are getting lost in a sea of conformity and like spoilt child choose to
become disruptive. The way around the equalising effects of team cultures is not resistance; but it
is to participate with a difference. You must create and become your own distinct brand.
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People as Human Resources

Ironically, when we refer to human resources we say exactly what we mean, but the meaning
seems to escape most people. We call the people who work in the organisation ‘resources’, which
applies everybody but whoever is using the term. I am not a ‘resource’, but the people who work
for me are. We used to call them ‘personnel’, but that was simply too human so it was changed to
human resources. Or even more dismissively, HR. The modern term has a more scientific cachet,
and rightly so since it has become a numbers game. The drones thought we had humanised our
practises, but we actually just got smarter about how to screw greater productivity from people.
The drones don’t seem to mind being equated other resources like materials, machinery and
money, so, why should we?
We can’t treat our resources like humans simply because it is unaffordable. And a
more humane approach would mean treating everyone differently. The system can’t cope
with such complexity. It must fit our policy, because… well, because it has to.
Our HR Managers are often the most powerless people in the organisation – only we can’t
admit it to each other. Having a HR department is the penalty the organisation pays to pretend it
cares. The HR hacks are important only when the organisation goes through a restructuring or
retrenchment cycle. Then they have the ability to cost OR save the company a lot of money.
If you need convincing, just check their pay rates compared to some other managers. If
people were really our most important asset, wouldn’t you pay the people who are supposed to
guide these people a lot more money? And would CEOs not routinely come from their ranks? (I
cannot recall a single CEO of a Fortune 100 company that was the HR Director before assuming
the CEO role.)
To prove how successful this myth is, consider how deluded even the HR people have
become. They now call themselves ‘Talent Managers’, misguidedly thinking that they will now be
valued by association with ‘talent’. As if ‘talent’ can be managed. It would be funny if it wasn’t so
sad.
People are not valued as people by the Brotherhood. Don’t believe it for a minute. You are
valued for what you can do, what you can contribute – not for who you are. What you can ‘do’ is
what ensures the survival of the system, not the fact that you are a human being. During the good
times (positive sales growth & profits) and during the times when labour demand outstrips supply,
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companies will proclaim loudly that ‘it is all about the people’. To this day every annual report
contains statements about the importance of people. Lies, lies, lies. The most recent example being
the incredible (and ultimately unsustainable) dotcom boom that caused a massive personnel
shortage leading to some spectacular excesses as staff exploited the shift in power. The minute
the dotcom boom went bust, employers reigned in all the practices they previously espoused as
being essential for happy employees.
People are resources, employed to engage in processes to produce a certain set of
outcomes. That is simply that. Go and be a person in your time.

People are not valued as people by the Brotherhood. Don’t
believe it for a minute. You are valued for what you can do,
what you can contribute – not for who you are. What you can
‘do’ is what ensures the survival of the system, not the fact
that you are a human being.
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People: Getting on vs. sucking up
You should make contact with the boss of the boss very sparingly. Don’t act as if you have a
relationship when you patently don’t. Making a move too early will (correctly) identify you as a suckup, and that is baggage that you don’t need. Despite what you may have been led to believe,
organisational hierarchies are not flat. There are bosses and subordinates. You might call him Ben,
but he is still the Boss.
Many books have been written about first impressions22 and you should know how important
it is. It is logical and obvious (to the point of cliché) but people still forget that you only get the one
chance to make a first impression. You have to manage your first (and all early impressions) very
well. It is best to make the ‘first’ impression when you know what you are talking about and not in
the early days when you are still green. That ‘solution’ you propose might just be a very sensitive
past failure of the boss or his/her boss.
Speak when spoken to – and do so with confidence – but never criticise. Everybody is
sensitive to criticism, even when those who claim to the contrary, and a key attribute executives
are looking for is whether they can trust you not to undermine them. The boss’s boss will sacrifice
you at the altar of convenience if you even attempt to undermine your superior. Letting their own
subordinate know what you have attempted to do is a double win for them:
- They subtly remind their own subordinate that such disloyalty is unacceptable
- They get brownie points for protecting their subordinate from another subversive influence,
and are now owed a favour.
Never attempt to get into a fight with the boss and expect to win. They have more power than
you do, and the odds of you winning are laughably remote. And if you win, you’ll be like a dog that
ran after the bus… and caught it. What the hell will do you do then? Do you expect your new boss
to like you and admire you for undermining him or her? Like a chess game, career planning means
you should think and plan a few steps ahead.
One of my own potential career-limiting moves came about after a series of strategy planning
sessions initiated by the most senior executives in the Asia-Pacific Region. After weeks of
workshops, the outcomes of various tasks groups were presented. The room was packed with
senior executives and decision-makers – it spelled opportunity or disaster. Towards the end of the
day, the pattern that was emerging was (in my mind at least) disturbing. All the outcomes appeared
so insignificant; a change to the website, another newsletter, a new committee here and new

22

Blink by Malcolm Gladwell in 2005 the most recent example.
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appointment there – but nothing that struck me as cumulatively having the effect of creating the
massive shift that I thought was required. I made the mistake of saying so.
In hindsight, it was a stupid thing to say. Every participant and the executives there had
invested so much emotional capital in the process and the outcomes, that such a blanket criticism
would serve the sole purpose of pissing everybody off because it is in effect an insult. What was I
thinking? That he was going to say, “you know what, you are right. Let’s scrap this and start again”?
What was I thinking?
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People: People person vs. Try hard

The art of getting on with people is not so much about who you are, but how you behave and
communicate. If this is something that does not come naturally to you, then make it your mission
to study NLP23. You really, really have to master the art of reading body language. Study and
practise until it becomes second nature. Knowledge about how other people are feeling is
relationship gold. It allows you to act appropriately – and when it comes to relationships and
communications it is the finest lines of all.
Nobody likes a suck-up, and if you find yourself trying hard to be liked (and be honest with
yourself) stop immediately. Nobody has the purest motives all the time, so it becomes very hard to
operate when people question your motives all the time because they think you are doing
something to be liked. People like different things about people, which mean you must be a
relationship chameleon to be liked by all. People know that intuitively and avoid such inconsistency.
You will never be able to praise someone; you won’t be able to strike up an innocent conversation
without your motives being questioned.
Make eye contact and smile. It may be a cliché, but the eyes are the windows to the soul and
if you draw the shutters, it signals that there is something worth hiding. There are micro-signals
that experienced NLP practitioners can detect; such as the dilution of pupils, but rather than worry
about those few exceptions, learn to face people, looking them in the eye no matter what.
Dress like your boss. Imitation is the sincerest form…. blah blah and all that. The fact is that
your boss is most likely to be living up to the expectations set for him or her, so it pays to start early
and set those standards for yourself. Even if you are a mechanic and you are required to wear an
overall; if your boss wears an open-neck shirt with the company logo, you should at least arrive at
work dressed like that – and then change into your overalls.
Be quiet – and smile. Most of the time, but in the early days especially, it is well worth keeping
your mouth shut. If you don’t say anything, you can’t say anything wrong. Beware of first
impressions – or at the very least, manage them to your own advantage. Be sure to smile (and
make eye-contact) lest you be seen as being surly.
Take notes – you are new and you are not expected to remember everything. It is a smart
thing to do, buys you time to think and by reviewing those notes, you will be able to form a solid
view of who is who and what their hot buttons are.

23

Neuro Linguistic Programming

©2005

84

Secrets of the Brotherhood of Managers
Never try and change the mood in a group situation (i.e. lighten it or try and get serious.) It
takes considerable skill and knowledge to be able to manipulate the mood in a room. A wisecrack
at the wrong moment can cause you to lose friends before you have even made them and cause
you to make enemies that you don’t even know you have. Not a fun place to be.
Don’t confide anything in anyone – even if they do. Remember that people will
generally do the stuff that improves their chances of survival. Confiding in people means
by definition that you are saying things that you don’t generally want to be known. That is
very rarely a smart thing to do.
Be flexible at every opportunity - when it doesn’t really matter. Be firm when it does. It is a
fine line indeed, but you want to strike the balance between being flexible and accommodating, yet
you don’t want to be a pushover. Be flexible when people are deciding about the venue for the
Christmas lunch, but be firm when someone wants to poach a client or diminish your responsibilities
in any way. Go the extra mile - if it is in the direction you are walking. That is being helpful.
Otherwise it is sacrifice, and you need to really understand what you are doing when you are
playing the sacrifice game.
Arrive before your boss, leave after your boss. This way no one can ever criticise your work
habits without indirectly criticising the boss. That is a safe place to be.
Don’t question anything with a view to change it. There is always a reason why it is so. You
may ask a question with a view to understand, but never with the intention to change. Don’t try
anything you have never done before you are well established – enough to risk failure.
Don’t knock yourself and don’t praise yourself. There are plenty of people around who will
take every opportunity to peg you back a notch or two. Self-deprecation is usually interpreted as
lack of confidence. Silence is a much better option. Especially if you are also silent about your own
strengths. If you don’t boast, even if you some reason too, you don’t have to balance that by false
modesty. Such modesty is either a lie, or an unnecessary burden; but both ways you lose.
Getting on with people requires (unfortunately) that you understand and accept that people
are fundamentally selfish. Getting on is mostly a matter of accepting their flaws and playing to their
vanities. The most useful tool is praise. Praise is a boomerang; don’t underestimate its power. Like
touch, praise is a powerful weapon. It is also cheap – give it away often. All human beings, despite
the occasional protestation, respond positively towards the giver of praise. Surprisingly, even if it
is clearly insincere or meant as an obvious ploy to gain some goodwill, it still works. But you cross
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the fine line when praise does not have a basis in truth. Don’t tell the lard-arse they look good in
the tight jeans; tell them it is nice pair of jeans.
The best way to get your way is to ask the way. Don’t try and change people by taking away
something from them (sculpting) but do it by adding and shaping to what they have got (pottery).
When you ask for help, people become helpful. It is an old salesmen’s trick: When the
encyclopaedia salesman knocks on the door, they immediately appeal to people’s sense of fairness
and decency: Hi, my name is Joe, I wonder if you can help me? I am looking for families with
children under the age of six… How clever is that? Learn from it.
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Management means, in the last analysis, the substitution of
thought for brawn and muscle, of knowledge for folkways
and superstition, and of cooperation for force. It means
the substitution of responsibility for obedience to rank, and
of authority of performance for the authority of rank.
Peter Drucker
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MYTH TYPE 2 – PROCESS MYTHS
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The Training & Development myth

A favourite adage is that if the only tool you have is a hammer, every problem looks like a
nail24. Training is the process of equipping people with hammers as the tools of the trade. It is
strictly for use on company business. Need proof? This quote25 from a manager of a large
organisation giving a training organisation a big rap: ‘we wanted a training program that was tailored
and linked to our business performance and we chose XYZ because it had the best fit with the
KPIs that our managers had to deliver.” Contemplate that and tell me you still think that training is
about the employee.
Training is the mediocre manager’s favourite weapon of destruction. It is used to destroy an
employee’s self-image. Whenever someone thinks they are getting on top of things, a manager will
suggest a training course - sub-text: you are not good enough; some training will rectify that. Need
an excuse not to promote someone? Identify training and development opportunities. Training is
the filter to keep the undesirables out.
Training cannot cure the world’s ills, even if management suggests that as the panacea.
Training is most effective in task-orientated and relatively process driven jobs. These jobs are also
mostly lower level positions. Training is entirely for the benefit of the company, which gains in
productivity. More efficient workers don’t benefit the workers: There are only so many days per
month you can work and whether you earn a wage or a salary, there is only so much you can earn
in a month. (Unions have resisted these productivity increases because they understand that they
are managing the supply of work. Who exactly benefits from efficiency? Management might argue
that efficiency gains will improve (our) chances of survival in a cutthroat world; but who makes it a
‘cutthroat’ world in the first place? It is only cutthroat because we are all chasing the same
productivity gains.
The skills that you allegedly need when you rise through the ranks are not as easy to come
by: You may be able to acquire some insight about creativity, innovation, decision-making and
problem solving. These courses exist – naturally – we need time off just like everyone else; but the
skills of the operating inside the Brotherhood are only learned inside. Not so easy to acquire are
the skills of politicking, lying, positioning and the art of myth making. You watch, you listen, you
learn. Most consultants, trainers and academics either has no idea or is not letting on what it is
really about.

24
25

As far as I can determine the phrase was first coined by Mark Twain.
Quoted from a newsletter. Specific detail withheld to spare her potential embarrassment.
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If you are sceptical about these claims, ask yourself how often the CEO or the Financial
Director goes on a training course. Surely, they are paid more than the drones because they have
the hardest jobs? Their jobs should be the most important to get right, surely? Even the most
specialised surgeon goes for regular refresher courses; but the CEO of $10Bn Company? Naahhh.
Surely the executives need the most training? Of course, we will attend the occasional
conference, which you don’t need me to tell you is just pleasure disguised as business. When the
organisation embarks on a major leadership training initiative, the CEO may be there to launch it –
and (s)he might even stay until tea time. But never beyond that – their time is too precious to be
spent getting trained.
If training was about improving your skills, the training would have prepared you for the next
role. But invariably, it simply makes you more proficient at your existing job; and rarely prepares
you for the next job. If you are lucky enough to get promoted to the next role, you must have
‘development needs’ – it is inconceivable that someone could slot into a role and do it perfectly
from day one. Luckily for us, management is said to be 50% art…and that gives us a lot of wriggle
room.

Surely the executives need the most training? Of
course, we will attend the occasional conference, which you
don’t need me to tell you is just pleasure disguised as
business. When the organisation embarks on a major
leadership training initiative, the CEO may be there to launch
it – and (s)he might even stay until tea time. But never
beyond that – their time is too precious to be spent getting
trained.
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Systems thinking practitioner If Price (no relation, except maybe somewhere in the system
of the universe) makes the following quote and observation: “The most succinct insight into the
management of change may still be Machiavelli’s five hundred-year old observation that ‘(c)hange
is difficult because of the incredulity of mankind who do not truly believe in anything new until they
have experienced it for themselves.’
People do not seem to learn, at least not at a level that generates different actions, from the
lectures, advice and papers of others.’ The type of learning required for operating within the
Brotherhood only comes from doing – never a pre-packaged course. We do it the old way – Master
and Apprentice. The latest incarnation of this model is Executive Coaching. It is one-on-one, in a
private space where we can make mistakes and ask stupid questions without giving anything away
to the enemy.
If you want to develop yourself, the only way to is… to develop yourself. If you rely on the
company, you will simply be trained to push the levers and twirl the knobs that will keep you running
the wheel like a Rat Meister.
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The myth of politics
Corporate politics is often derided as a ‘game’ that serious managers should not be playing.
How naïve. It is unclear who first coined the phrase, so I must surmise that the intention was to
draw upon the similarities of politics and the corporate game playing that seems so prevalent.
Politics is the art of the broken promise. So is the corporate equivalent. Politics is about gathering
support from the proletariat. So it is too with teams that need leading. Politics is about diplomacy –
which has been described as the art of telling someone to go to hell in such a way that they look
forward to the trip. In the corporate world diplomacy is called sensitivity. Politicians are members
of factions and managers are members of networks. Politics is about expediency. Politics is about
power. Politics is about shaping the other people’s destiny. And all of these things too, apply to the
management ranks.
Politics got an undeservedly bad rap as being inappropriate or even undesirable. People who
do so confuse ‘politics’ with gossiping and backstabbing. Politics is about playing to your
constituency:
Making promises  providing vision
Breaking those promises  change management
Shifting alliances  networking
None of these activities are inherently bad; but most importantly they are all crucial survival
skills. Without them you will drift to the back of the pack and out of contention.
I test people’s attitude towards (corporate) politics at first interview stage. People’s responses
to questions regarding their approach to company politics reveal quite a bit more than they might
intend. The stock response is: ‘I don’t play politics’. Depending on how the response is phrased, it
reveals either gross naiveté or a propensity to lie or massive stupidity. Politics is a fact of corporate
life; and everybody generally accepts that. Getting the corner office and/or a raise involves
politicking.
The naive won’t survive long enough to do a half-decent job. I don’t want people who will lie
outright about their behaviour and the destructive players will do a lot of harm to the team. Yet you
must accept a little bit of shirt tugging as part of the game. If politicking is not too destructive, it
plays an important role in the organisation.
It exposes weaknesses. Some weaknesses may be buried forever if nobody exposes them.
Bob in accounting may be the next Finance Director if nobody bothers to hint about how he has a
fondness for the odd wager on the horses.
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It shows social skills. People who can participate within the rules of the game have a certain
level of social skill and cultural awareness – a prerequisite for successful management.
The only way to protect yourself against political manoeuvring is to play the game yourself.
Office politics establishing a personal advantage over others. If you don’t participate, it is rather
obvious that all that will happen is that you will be ceding your own position. Consider the following
examples:
I know Joe is doing a good job in the Sales department, and as soon as they get their
expenses under control, it will be a great department.
Now that was not too nasty, was it? If the manager is not paying attention too closely, you
have just praised a peer in a competitive situation, but succeeded in highlighting one small
deficiency without appearing to be vindictive. But an even better move would be to say:
I know Joe is doing a great job in the Sales department, and I hope I am also lucky enough
to inherit a department that is well run.
Now you have not only managed to cast a small doubt over whether Joe deserves all the
credit, you have also managed to flatter the predecessor who, now being one level higher up, may
just get hear about the fact that you thought he did a good job.
More dangerous than some other strategies, but you can also denigrate someone neutral or
distant who can’t do it. When you know someone, who your boss does not care about too much, it
is fairly safe to refer to something that person has done or can’t do in such a way that it emphasises
that you can do a lot better. Obviously, your ‘victim’ should be chosen with care. A casual reference
to the effect that I thought Joe could have handled that customer with a bit more care, plants the
seed that you are a very customer-orientated person. A safer alternative, but less effective, is to
express admiration for someone who has done it. Same as above, but it is likely to backfire. Selfpromotion can also be done vicariously by associating yourself with someone who is doing
something well.
Ben and I think the same about customer service.
There were always be a queue of people ready to knock you back a peg or two, and you
should be ready to defend yourself. Your manager must know that, despite a few shortcomings
here and there, you are on par or even ahead of the competition. Be especially wary of those
people who tell anybody who cares to listen that they don’t play politics.
If you are going to play, make sure you understand the unwritten rules. It differs from office to
office and company to company, but there is a limit to what is tolerated as fair play. Politics is not
a substitute for performance – and if you work for a boss who sees it that way, get another job.
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Make sure you keep your eye on the main game and don’t let office politics become the main focus.
There is a time and a place for everything.

Be especially wary of those people who tell anybody who
cares to listen that they don’t play politics.
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Communication: The fine line between questioning and asking
It is a fine line between asking questions – and learning from it, and questioning someone.
Asking questions is a fine art – Socrates believed anything could be taught without ever telling
someone anything; but simply by asking astute questions. As a managerial wannabe, you must
learn how and when to ask questions. A few of these rules my surprise you.
Never ask for help. If I must explain why, you obviously have not been paying attention. If you
are helpless, you are no good to the system. If you need help, go to your boss with a solution and
test whether that is the best option. Never ask them what to do next. You may put them on the spot
and force them to admit that they don’t know. Not a good move. Avoid asking questions that you
don’t know the answers too. If the answer comes as a surprise, you have not thought about it. If
you are surprised, you may be forced to make decisions that are not thought through – increasing
the risks enormously.
I had a subordinate once - a real young go-getter whom I thought will take it far. Except that
she suffered from a minor flaw, which may over time, exaggerate and may even prove terminal. It
was a total inability to admit ignorance. Even when she reluctantly had to ask a question, she’d
stop listening midway into the explanation, feigning understanding. She had a misguided idea of
what her brand of ‘The Smart One’ really meant. Being over-anxious to demonstrate that
understanding prematurely, and so, over time, all those little knowledge gaps will grow and
eventually become chasms. The irony is that this person is smart and there is no need to
demonstrate or prove anything.

Never ask for help. If I must explain why, you obviously have
not been paying attention. If you are helpless, you are no
good to the system. If you need help, go to your boss with a
solution and test whether that is the best option. Never ask
them what to do next. You may put them on the spot and
force them to admit that they don’t know.
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Ask questions to clarify your understanding. The risk of looking stupid asking a question is
less than the certainty of making a mistake. There is no benefit in doing what you don’t know how
to do – ‘tis better to ask. Too many people are afraid to ask – when there are plenty of people
around that know how. As you move up the ranks, the types of problems become greyer and the
solutions are usually compromises that morph into strategic decisions.
There is also a risk that you may appear inexperienced when you ask too many questions. In
order to minimise the questions you have to ask; make sure you listen carefully to other people’s
questions, and if you have to ask questions, ask different people and ask them one on one.
Contrary to what you were told at school, there are dumb questions. A question is dumb when
the answer makes you look dumb. The best way around this is to ask indirect questions. For
instance, instead of asking how something works, ask what problems have been experienced in
that past. The answer will reveal much about how it works.

Contrary to what you were told at school, there are dumb
questions. A question is dumb when the answer makes you
look dumb.
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The right answers or correct methods diminish in direct proportion to the salary that you are
paid. As you go up the ranks, you will be paid more to deal with ambiguity and your ability to make
decisions on the fly with incomplete information will be rewarded. But to make wrong decisions
when the information is freely available is plainly stupid.
How many times has someone’s spluttering excuse …but I thought…been answered
by…don’t think? You do your career a lot of damage by ignoring established practice, not seeking
help when you need it, than you gain from demonstrating initiative when it really was not necessary.
Be careful not to bite off more than you can chew. It is much easier to take on additional
responsibilities than it is to reduce it, because you have to find a sucker to take on what you have
tried (unsuccessfully) to do up that point.
Questions are going to be asked of you of course. Answering tough questions in the correct
manner is precious skill few people acquire. If you are relatively new and you can hide behind that,
do so. If not, weigh your answer carefully. Distinguish between fact and opinion. Your opinion rarely
matters. (Tell me you did not believe that one?) Surely it is too obvious? Yet people still think that.
The only opinion that matters is consensus.
Sometimes, just occasionally a charismatic individual can put forward an opinion that his or
her cohorts choose not to oppose. It may seem like the power of a single opinion, but it is consensus
by the rest of the people not to oppose. There are a variety of reasons why they may choose to do
so, but believe me when that person’s behaviour threatens to bring down the house, they will let
mediocrity loose again. Mediocrity is the ultimate enforcer.
Be light on opinion and heavy on fact. The biggest risk with your answer is the risk of being
wrong. And being wrong too often will diminish your value to the system. Rather than risk being
wrong by guessing an answer, the best strategy is to ask another question! Say your asked to pick
Plan A or Plan B. You simply don’t know (but feel you should know) the detail about Plan A. rather
than risk selecting the wrong answer, ask another question. What would happen if went with Plan
A and it was wrong? The response may allow you to flick pass the question to someone else more
knowledgeable about a specific element.
Another difficult communications scenario is to confront someone and to tell them off. People
don’t like to face up to the fact that they were wrong – for all the reasons articulated earlier. These
situations are often emotionally charged, even if it is not evident. This is topic worthy of lengthy
discussion and its best dealt with by studying a specialist (book) about it. Suffice to say, it is an
important skill to master: The art of successful disagreement. It rests on dealing with the behaviour
and the outcomes (processes and outputs) and never the person (the source).
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What remains unsaid speaks more clearly than what is said. Never disagree with an emotional
person directly. Don’t disagree because you disagree; have a clear and logical reason to justify the
alternative. Allow the other person to save face. Apply hard facts, but with a soft touch.
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Decision-making: A fine line between taking initiative vs. staying focussed
Don’t try and do the boss’s job – ever. The way to get ahead is not to demonstrate that you
can do his/her job, but rather to do your own job so well that it demonstrates the ability to get a job
done – any job, including the next one up. There is a distinction between getting on to high profile
projects and being a smart ass and telling everybody – especially your boss – that you could do
their jobs.
As a young retail trainee I once made a suggestion that we should sub-divide part of our (Lshaped) store and put our newly launched fine jewellery department in a stand-alone store. My
Regional Manager ignored the proposal – or rather never acknowledged it – because I was way
out of line for someone who had been in the industry only two months. The irony is that about
eighteen months later that is exactly what happened and to my immature satisfaction the Regional
Manager did not last many years more. I never got any credit, but I did learn a valuable lesson that
turned out to be worth more than a little bit of instant credit.
When trying to promote yourself, you should avoid trying to any optional extras. This is a
primary lesson that I was also fortunate to learn very early in my career. Often young managers
are tempted to do more than their job. This would show initiative, right? The answer is of course
that ‘it depends’.
You only extend yourself to other projects or new job functions when you are one hundred
percent sure you are conquering the basic job that you are paid to do, really well. Make no mistake.
You are employed to do a job, and that is what will make or break you. It will never be an excuse
to say ‘but I was helping John on his project’ or ‘I was investigating the feasibility of…’ when neither
of these things are core to your job. The first rule is to stick to the basics. All the sporting clichés of
keeping the eye on the ball and the like come to mind. Do not risk failure of your real job for the
sake of trying to prove that you can do another job. People get promoted for doing their own jobs
well, not because they have proven that they can do their supervisor’s job. In fact, trying to do your
boss’s job is a serious CLM (career limiting move). Even if you succeed, you are only likely piss
your boss off, because you might emerge as a threat to his or her position.
The key to success is the ability to cut through the noise of many competing priorities and
stay focussed on the important issues at hand. The ability to do things right is less valued than
doing the right things. The former relies on experience, the latter expertise.
It was always a tough question: when is enough, enough? When are you being persistent and
when is it foolhardiness? It all comes down to managing options:
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When you still have other options, it is good to persist. You can sell your option to your boss,
not by exploiting the alternative’s weaknesses but by how it strengthens its positives.
When the other options are better options, it is obstinate to persist.
When you have no other options, you can only persist. Make sure you really don’t have any
options because there is often a missed option. (Get a consultant if a necessary.)

People get promoted for doing their own jobs well, not
because they have proven that they can do their supervisor’s
job.
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Action: A fine line between being productive vs. working too hard

In the first instance remember that productivity is for the benefit of the company. Whenever
you give more than you should, you should do so with a clear expectation in your own mind as to
what you want in return. It may be a bonus, or it may be as simple as a little bit of goodwill. The
rules are this:
- Never do less than the minimum. If it is an 8-hour day, do it unfailingly.
- Give a little bit extra that can be banked for those days when you are going to have to take
little.
Don’t follow the clock – vary your arrival times and departure times enough for you not to get
stuck with the label of a clock-watcher.
Take your tea breaks most of the time – only a poor time manager can never afford to take
time out for a cup of tea or chat with a colleague.
Look busy, but never frantic. Busy is productive, frantic is panic.
Say. Do. Say. There is an important set of lessons in these three words:
Say what you are going to do before you do it. Good systems thinkers (you are by now a
believer, aren’t you?) always start with the end in mind:
- Don’t do things you have not said you would do – most of the times it won’t get noticed – in
which case it usually does not matter.
- Don’t take on things you have not said you would – you will risk not doing the things you
have committed to. Always, but always follow up what you said you would do, by doing it. Once
you have done what you said, tell them. There is no point in them not knowing.
- By clearly articulating what you will do, you are setting expectations in your terms.
- How you do it, is as important as what you do. Say not only what you will do, but how and
when. No surprises. Otherwise it will be perceived as luck.
- The think-do-say ratio is: Think thrice, say twice and do once. Thinking any more than that
will inevitably lead to analysis paralysis. Say once before and once after. Do it well enough so that
once is all it takes.
- Don’t commit too early. (All points in a match are not equal.) Saying before doing buys you
time. The risks or the benefits of what you will do must be clear before you do it. Saving someone
from certain death when they never saw the danger does not make you a hero – it makes you an
interfering arsehole.
- By clearly articulating what you will do, you will avoid conflict with others who different ideas.
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- By clearly articulating what you will do, gives those who disagree to say so, reducing their
ability sabotage you afterwards with subtle politics.
- You get the reputation of someone who delivers – and you won’t be seen as impulsive.
- You get the reputation as a ‘strategist’ because you can articulate the future – which along
with the trait above is really the best of both worlds.
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A fine line: Sweat the small stuff vs. attention to detail
It is all small stuff and if you don’t sweat it, you lose. It is true that only champions know the
sweat smell of success. I find it hilarious how so many people actually take pride in saying that they
are ‘not good with the detail’ but they really get the big picture. Truth be told, there are only a
handful of people in the organisation who need to get the big picture – and you are probably not
one of them.
The devil is truly in the detail and if you study the big success and failures of people’s careers,
it is always because they somehow got the detail right. Granted, some may have simply been lucky,
but for the majority – the millions and millions – the hundreds of millions managers out there are
paid to sweat the small stuff. A contract is made invalid because of one small omission, a plant
grinds to a halt because a small screw got loose and a computer program does not work because
there might be one line of code out of several million that is an error.

The world, and all the businesses therein tick on detail. That is the nature of a system.
Wheels within wheels. And every manager has a little patch to mind and it is his or her job
to take care of the detail. We know it is boring and we know it does not sound terribly
strategic or glamorous; so we will indulge by saying you must be able to see the big picture
– and obviously it does not hurt – but that only applies while you still manage the detail. If
you get your priorities wrong, you do so at your own peril.
Don’t believe your own hype and don’t get fooled by the false promise of a job that sounds
strategic. Pay attention to the detail; that is what will trip you up. If things go wrong with the big
picture, there will be plenty of factors outside of your control that you can blame; but no so with the
detail.
If you are the manager of the Bookshop – manage your own performance. Don’t fret about
the Cake shop, or the worry about the performance of any of the other stores in the shopping
centre. Sure enough, if they all fail, so will you. But if you fail, they may not all fail. You are paid to
manage your own little system and nobody cares whether you are helping the other stores.
Besides, unasked help is simply interference, the way the system works is for each to mind its own.
When the Brotherhood recruits, we look for typos on the resume and stains on your suit – not
for any other reason than we want to assess your ability to pay attention to detail. Do it.
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MYTH TYPE 3 - OUTPUT MYTHS
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How the Brotherhood measures success

I have explained how you should not focus on the output (goals) but rather on the inputs and
processes that lead to those outputs. But you still have to understand very clearly and intimately
what those desired outputs (goals) are. I always ask the question of myself: What does success
look like? The drones think it may be money, benefits or titles. But money is really only a proxy for
ability to generate or influence a specific outcome. This ability is called POWER. That is what
ensures the survival of the system. Power is the aim of the game.
The operative word here is ability. You don’t actually have to generate any profits or sales,
but simply have the potential to do so. Quite perverse, I know. If the rules were meant to be
sensible, you would reward the people who actually stopped you from losing customers a great
deal lot more. Secretaries, service staff or maintenance people save the company the cost of
acquiring new customers and keep the existing cash flows happening, but they are often at the
bottom of the remuneration ladder. Those who can prove that they can acquire (or influence the
acquisition of) the future income stream are the ones who get paid most. It does not matter how
fast we lose them, as long as we have people able to secure new ones, we will be all right.
CEOs work similar hours to most other workers, but earn a hundred times more because they
are paid for their potential to influence. Finance people don’t actually generate any money – they
are the bean counters after all, but the CFO is often paid as much as the CEO because they can
influence an outcome simply by how they choose to treat financial information. Just ask the guys
at Enron.

The drones think it may be money, benefits or titles. But
money is really only a proxy for ability to generate or
influence a specific outcome. This ability is called POWER.
That is what ensures the survival of the system.
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You measure your importance by your ability to influence an outcome. Despite the professed
importance of ‘our people’, the HR Director never earns nowhere near the money the CFO or the
Sales Director does. It is simply because their influence does not stretch to financial impact in any
demonstrable way. And it will come as no surprise to you that the people most likely to protest the
veracity of these claims more vehemently than anyone else are the HR people. The Marketing
Director is often in the same boat. It is short sighted and it is wrong, but the rule is unambiguous
and universally understood. It is fair because it can be applied consistently – even if it is perverse.
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The Myth of Performance

The universal wet dream of all employees is to be a high performer. And all wet dreams are
disappointing when you wake up. Excellence is a wet spot on the sheet of life. It was first recognised
by Laurence Peter26 who stated that ‘Everyone rises to his or her level of incompetence.’ The Peter
Principle is simply about the lifecycle of every promotion that iterates to the point of failure.
It can be paraphrased as follows: A company is by definition filled with people who are
incapable of doing the job they are meant to be doing. As competent people are successively
promoted to the next level, they soon reach a level where they are not competent enough to be
promoted they get stuck at the level. So (large organisations in particular) must be filled with people
unsuited to their jobs. Thus systemic excellence is unattainable. Excellence is the exception, not
the rule.
The exceptions being the people who have just been promoted (say in the last two years?)
and have not yet proven to be too incompetent to be promoted again. The norm is to have the
drones in the majority. The proof? Company talk turns to ‘creating stable environments’, ‘preventing
churn’ or ‘management stability’. These phrases are code for the incompetents saying that it is best
to retain the status quo.
Status quo is death. Growth and survival demands change - go through the cycle or die.
Those are the only two options. It is almost impossible to have too much churn/promotion – unless
it is happening because too many people are deserting a sinking ship; but if it is happening because
of job well done, there is no reason to penalise anyone by holding them back. Consistency is
achieved by systematising the processes, not keeping people locked to roles. McDonalds achieve
the same quality of burger daily, anywhere in the world irrespective of which teenagers do which
shift. [Admittedly flipping burgers is simpler process than management, but the same principle
applies.] Of course, a promotion must be earned through proven performance, but there is no time
limit. It just depends on the nature of challenge. Growth is good. Change is good. Growth (and
change) is predictable. Managers must simply make the corresponding decisions.
Some managers are very good at faking it, and it is useful to be able to pick the fakers. Some
managers succeed in creating the illusion of being in control by constantly driving change. To
understand what I am saying, I should first explain the concept of inconsequential change. This is
the type of change that people pursue in order to impact the system without changing the nature

26

The Peter Principle - Why Things Go Wrong –1969. Laurence J. Peter
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of the system. This most notable example of inconsequential change is when managers pursue
cyclical changes.
First, they push to centralise everything because of ‘economies of scale’ or ‘improved control’.
Then a new manager comes along and the push is to decentralise, because there is a need to cut
overhead at head office and to focus the resources where the action is. These types of changes
don’t change the nature of the decisions and therefore don’t change the nature of the system. It
simply changes where (in the system) the decision gets made. (And any consequential change is
purely accidental.) These types of changes create the illusion of growth and progress, but are quite
meaningless in the scheme of things. Inconsequential change are also the inevitable result when
managers debate options such as:
- The insource/outsource
- Diversify/Focus on the core business
- Innovate vs. Back-to-Basics
Real change results when fundamental issues are addressed. Issues that change the
business model, product or the market in a significant way are introduced less often. The
management pendulum swings between many such bi-polar action dimensions. Clever managers
identify the current status on several of these programs and importantly, identify which ones are
due for a change. These change programs are often misconstrued for action by the workers, but
manager to manager, it is good to identify early what the trends are and to position yourself
accordingly. When there is a push to decentralise (e.g) good managers hop on the bandwagon
with exquisite timing.
Driving organisational focus alternately between any two dimensions on these favourite axes
of action is a favourite strategy for disguising inaction. This legitimises what you do as a manager.

Status quo is death
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The Goal Myth

One of the subtler and more pervasive myths about the Brotherhood relates to goals,
objectives and planning. To understand why it is a myth, re-visit the concept of a system, as the
outputs of the system is normally articulated as objectives. We like to use objectives in our
management approach for a number of reasons. Firstly, it is used to judge unequivocally whether
we have achieved a certain outcome. We know that you can’t actually achieve the outcome, but
that you must go through certain processes to achieve the outcome. But processes and resource
allocation is messy and less clear-cut. We prefer to judge by objectives. Secondly, objectives are
very handy to keep you focussed on what WE think is important.
The benefits of knowing the goal (desired output) is simply that it informs and directs what
actions need to be taken. It is simply a case of knowing what you want to achieve, clarifies what
you want to do. A goal provides knowledge and clarity, but in the modern myth making machinery
of publishers and consultants contrive to attach disproportionate importance to goals – as if goals
have some magical power. Just having goals won’t make you successful. The real secret to
success is to do – to ‘process’ – to take the actions necessary. Success is a verb.
An athlete may know (s)he must cross the finish line first. But that objective contributes very
little to success. The athlete must train, prepare and then run the race – these are the things that
win races. Obsessive focus on goals may prevent you from achieving the goal. Focus on the
process is what makes the difference.
If you are not successful, it is because you have found an acceptable reason not to be. We
often find ourselves in a 'place' where we don't want to be be:
- Too junior a role?
- Not enough money?
- Too little time for family?
- Not in the right job?
- Uncompleted honours/masters?
In short, we just don't feel successful. Or to be more brutal, we feel fail like a failure.
Should we feel like that? The answer, unfortunately, is YES. If you feel like a failure you are
a failure. This is the first step in achieving success: ADMIT IT.
The next step is to re-evaluate what it is that makes you happy and what would make you
feel like a success. Would a completed honours degree, more money or a different job really
make you happy? Be honest and truthful with yourself. Most of the 'unhappiness' stems from the
fact that people have no idea what makes them really happy. Ask yourself why a particular
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achievement would make you unhappy. Think it through and mull over it. "Because" is not an
answer. Understand the logic of your response. Don't confuse the root cause of happiness with
some of the superficial elements. For instance, is it really money that will make you happy or is it
the freedom to do something else?
The third and final step is to bare your soul and your underlying motives to yourself as you
investigate the reasons you have given yourself to fail. Do you blame luck, your parents, the
environment, your looks or the company? Whatever excuse you have come up with must be
banished from your life. These excuses are the reason why you are not pursuing your vision of
success. No excuse is valid. And I mean NO EXCUSE. Think about those reasons you have
come up with. All that it is, is you giving yourself permission to fail.
If you really, really understood and accepted that your success or failure is entirely your own
decision, there is no escaping the consequences. And that is a very tough thing to deal with. You
are forced to face up to your own inadequacies. Something that people find very hard to deal
with. The western world has a culture of blame - and everyone else is too blame, never me. It is
tough to break that mindset, but it is something you must do.
Once you have a clear vision of who you are and what the source of your personal success
and happiness is, you will be able to take responsibility for the actions that will lead you there.
Actions that only you control. Actions that will take you to that happy place...
An organisation’s purpose is usually captured in its vision, mission or brand promises. All
would be lies of course. The only reason a company would articulate a vision or mission is to focus
everybody’s attention on that, and NOT on what it really is. Think about it. Should your mission –
which is the one line summary of your strategy – not be a ‘secret’? Why would a company share
its strategy with its competitors and the public? It would only do so if there were no harm in doing
so. If it is harmless then it is useless. The more you focus on the stated vision, or mission, the less
you will be focus on your own survival. Who wins in that case? Very clever of us, don’t you think?
Give the drones a ‘purpose’ and it takes their attention away from their own life. Brainwashing, 21st
century style.
The strategic planning myth is one of my personal favourites. I am even quite good at it. The
only benefit in planning is that it forces a management team to think about their work in a structured
way, outlining where they would like to be. This can be convenient when you look back at the end
of a period and judge where you actually are relative to where you hoped to be.
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If you really, really understood and accepted that your
success or failure is entirely your own decision, there is no
escaping the consequences. And that is a very tough thing to
deal with. You are forced to face up to your own
inadequacies. Something that people find very hard to deal
with. The western world has a culture of blame - and
everyone else is too blame, never me. It is tough to break
that mindset, but it is something you must do.

Planning is an exercise in learning. Planning, by itself, will not take you to your end goal –
logically – but the argument is that it highlights what needs to be done in order to get there. This is
precisely the area in which most planning systems fall short, and many a grand plan is shelved
immediately after completion and/or presentation to some higher committee.
Larry Ellison27 of Oracle fame realised that he could not beat Microsoft at its own game, but
would need a paradigm shifting new development that will supersede what Bill Gates was doing.
He is quoted as saying: “Those with the most have the most to lose; they tend not to recognise the
world when it is turning”. He is absolutely correct (as all people are who agree with me ) He was
referring of course to Microsoft’s error of missing the paradigm shifting capability of the Internet.
But think about what the statement means. By definition planning perpetuates an existing system
of doing business. It is relatively rare for any planning outputs (including scenario planning) to
predict and prepare a company for a fundamental shift in business assumptions and practice.
Ellison observes correctly that it is ‘human nature not to recognise this’. Human beings naturally
think of survival above all else. In business terms this translates into ‘protecting market share’ or
‘product development’ or ‘brand management’ and so forth. All of these managerial activities are
designed to grow an existing business (making it easier to survive). And planning is all about
perpetuating those practices.

27

Business Review Weekly - 8/12/2000
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But Mr. Ellison himself fell victim to the very thing he warned against. He ran out of ideas to
jump the curve and grow Oracle, so went and bought Peoplesoft – arguably his main competitor).
Now he too has become one of those with the most who have the most to lose.
Companies that have managed to jump the curve 28 have done so more often through luck
than planning. I cannot think of a single company that has done it twice. And if you want statistical
proof, think again about the very simple, elegant and very old concept of the ‘life cycle’. You now
know what a life cycle curve looks like: the four phases are introduction, growth, maturity, and
decline. In theory, the mature, cash-cow phase must be used to fund new incubator businesses.
Few companies do that successfully, and almost none do that consistently. More often than not, a
new growth business is started by a disgruntled or entrepreneurial former employee who sees the
light… and off he or she goes.
A handful of companies have been around for a hundred years and still going strong; a handful
of CEO’s survive a decade in the top job. All the money, skills, or planning in the world can never
prepare you for a paradigm shift. By definition, a shift in the paradigm means something is
happening that was not previously in your frame of reference. Planning does not cure human
nature. Planning is a bad substitute for flexibility and agility, which is what is required if you want
to jump the curve.
One of the few longest surviving companies is General Electric and its former CEO’s Jack
Welch who was in the chair for a few decades. The conglomerate consists of hundreds of (much
smaller) companies, which were (famously) bought and sold on performance in a process of
constant reinvention. This was meant to ensure that the company remained flexible and agile. It
was (and still is) large enough to buy its way into the No1 or No2 spot in every industry or sector
where it wants a presence. Its own life cycle curve is a series of little curves.
As an organisation, it has mastered the system of constant rejuvenation by systematically
shedding and acquiring growth companies. Whilst it maintains that model, it will continue to stretch
its own growth curve. But human nature being what it is, the organisation will eventually make a
critical mass of bad acquisitions or change the business model. Then even the mighty GE will go
into decline, hard as it is to believe right now.29
Companies have managed to jump the curve have done so more often through luck than
planning. The rate of change we face as a society has spelled the death of planning. ‘Strategic

28

Jumping the curve is an expression used to describes what happens when accompany moves successfully from stage 4
(decline) in the life cycle curve, to stage 1 (re-introduction) of the next life cycle curve.
29
UPDATE: GE is currently trading about 20% below their 2005 price, having struggled significantly post GFC 2009 to recover
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operationalising’ is the term I use to describe the organisations that have mastered the art of
perpetual adaptability. This is evolution on steroids…
Planning, as you know it, is simply painting road marks on a road already built. The real
innovation where pioneers are hacking through the undergrowth of uncharted forests does not sit
well with the tyranny of quarterly profit forecasts. If you work in (Strategic) Planning, I can almost
guarantee you that, when things get tough, you will be among the first to get the pink slip. And so
you should, because the ‘planning’ obviously did not work if pink slips are the reality.
Life is too short to have rigid objectives. Not only do you strip life of its adventure and fun, but
also it is a very limiting thing to do. By having rigid objectives, you also, by definition, exclude
millions of other opportunities and events from your life. Life is too complicated to think that firm
objectives will actually, really shape your destiny.
The inter-connectedness of systems and their sensitivity to initial conditions means that a
minute change can result in a completely different outcome. Objectives only influence your life as
much as choosing a direction to walk influences the journey. In no way does it influence the actual
outcome, or indeed, whether you complete the journey or not. All that an objective does is that it
sets you on path. All that crap about focusing on your objectives by writing it down, memorising it
or picturing it daily in your mind’s eye has no actual influence on the eventual outcome. You are
more likely to end up focusing on the wrong thing.

Planning, as you know it, is simply painting road marks on a road already built.
The real innovation where pioneers are hacking through the undergrowth of
uncharted forests does not sit well with the tyranny of quarterly profit
forecasts. If you work in (Strategic) Planning, I can almost guarantee you that,
when things get tough, you will be among the first to get the pink slip. And so
you should, because the ‘planning’ obviously did not work if pink slips are the
reality.
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It is not the objective that determines the outcome – but the process; i.e. that what you do. A
baker cannot change a cake that came out badly, but she can bake another cake. So, the focus
should be on the process (baking) rather than objective (having a nice cake). You cannot have nice
cake to eat by having a cake – you get to have nice cake by baking it. This is stating the obvious,
but it is a point that many people miss. Stop visualising the red Ferrari, and start doing the selling,
investing, working. The visualisation is not the key, the doing is. Besides, your taste in cars might
change by the time you have accumulated enough to afford your dream car.
It would be extreme to say that goals serve no purpose whatsoever. Some of the more modern
approaches to goal setting distinguish between process goals and outcome goals. That is correct
because those goals are quite different. Outcome goals clarify what you would like to achieve and
process goals articulate what needs to be done better or differently. Both of these goal types must
be considered, but as a general rule, obsessive determination to reach a particular goal is rarely
the reason why people achieve things. They may delude themselves that it is, but it simply isn’t.
Having a firm set of objectives is likely to make you fundamentally unhappy because you
will perpetually have the desire to be in a different place, have different things than you already
have. By definition, you will never have ‘arrived’ since the ‘goal’ is that place where you are not.
This means focussing on an output objective structurally and systematically prevents you from ever
being happy. Many people have discovered and shared the discovery that it is not the goal but the
journey that is important. Yet many people still obsess about the goal.
There is just too much randomness in life. The mere fact that you arrive alive at your place of
work every morning requires so many things to go ‘right’, and all of them are out of your hands. It
is delusional to think you actually control your destiny. Diego Maradonna called it the hand of God
when he steered a high ball towards the goals in a World Cup match. People just laugh because it
was clearly Maradonna's own hand. But that is just the point – that IS how God works. He gives
you your own hand. All the decisions that I take, or think I take, is God’s way of shaping my life. If
I had asked myself where I wanted to be six years ago, it certainly would not be unemployed, alone
in one of the most expensive cities of the world. I did not plan to have a 3 rd child, yet I cannot
imagine my life without my son.
There are so many mistakes made in life, none of which are planned - obviously. Unavoidable
things. You do the best you can in every situation that you are presented with. You have to have
faith, but of course it is a difficult thing. And as the Age of Enlightenment evolves into the Age of
Reason, simple faith seems to be such a primitive thing. It seems so…simple. In a complicated life,
simple solutions are not in vogue.

©2005

114

Secrets of the Brotherhood of Managers
Charles Handy, the British management guru, talks of the Age of Unreason now, and this new
age requires radical approaches. I rather feel that the more things change, the more they stay the
same. Everybody believes. Everybody has faith. It may be in their own abilities, their bank balances
or their Footy team. It may be faith in Mother Nature or Budda or God or the Laws of Science. But,
as some gay, popstar poet singer30 famously said: you’ve gotta have faith.
The notion that living without a goal is somehow a lesser kind of living is nothing more than
literary hoax. Don’t take any notice of it. You are born. You live. You die. You don’t take anything
with you when depart this world. It is not race; it is not a contest. It does not need a goal. It is more
important to just BE. And be it authentically. In fact, that is the point of the whole thing. Living is
only experienced in the present. Goals are the future, which may or may not eventuate; but more
than likely the future will look different to the one you had in mind. Here is the proof: Are you doing
today what you thought you’d be doing five years ago? Well, are you? Stop and think. What were
you doing then? What did you think you would be doing then? Is what you are doing today the
same as what you set your goals to be five years ago? I rest my case.

Stop visualising the red Ferrari, and start doing the selling,
investing, working. The visualisation is not the key, the
doing is.

30

George Michael (now deceased)
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The Value Myth

What has been will be again, what has been done will be done
again; there is nothing new under the sun
Ecclesiastes 1: 9. NIV

Or as it is also otherwise known: The productivity myth.

Productivity is defined as

Outputs
Inputs

A system that produces outputs greater than its inputs is ‘productive’. This is a fallacy. The
myth that we add value is underpinned by a concept that forms part of the chaos theory body of
knowledge. Chaos explains everything – isn’t that ironic? The concept of zero sum was coined
specifically in the context of games theory, when von Neumann and Morgenstern described a
certain set of games that result in a win/loss outcome. For every winner, there is a loser – hence
the notion of zero sum.
The concept of ‘zero-sum’ is not new per se, but does not seem to have found its way into
many people’s worldview. Why that is so is a whole other topic, but I would guess man’s delusional
sense of greatness might have something to do with it. We cannot tolerate the idea that maybe we
can create anything new, but only re-arrange the resources we have in new ways. Yet Zero Sum
makes perfect sense - Newton’s laws on a metaphysical level. For every action, there is an opposite
and equal reaction. This the only way that there can be any semblance of balance. The inputs and
outputs of a system balances perfectly. The concept of value added is simply cost postponed.
There is a time delay between true cost and current cost.
It is impossible to add value in the true sense of the word. If the universe is indeed a System
– and everything else a sub-system within that system, then resources can be shifted and
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processes instituted to achieve different outcomes that mean different things to different people;
who may perceive it as more valuable. A lifeboat is worth say $5000 when the owners of the Titanic
bought them. When it hit the iceberg, these boats became more valuable because it became a
critical resource required for the life-saving process. They were still only worth $5000 in terms of
intrinsic, true value. But given the circumstances at that point, the perceived ‘value’ skyrocketed. If
you assume that the market determines the true value, an open auction for lifeboats amongst
10,000 randomly selected people all over the world would yield a price that of a few hundred or a
few thousand dollars. But I’d imagine some people on that boat would have happily given their
entire net worth for a spot on the boat.
Value is therefore conditional and relative: dependent on circumstance. Value cannot be
added. The economic system is designed to exploit circumstantial factors and temporal
discrepancies to extract a greater price than the intrinsic value of the product. Let me illustrate:
Coffee beans + labour + electricity + water + cow + paper cup = $0 Value to me
Coffee beans + labour + electricity + water + cow + paper cup = $1 value to coffee shop
Take away Cappuccino = $3 value to me

The inputs and outputs of a system balances perfectly. The
concept of value added is simply cost postponed. There is a
time delay between true cost and current cost.

The coffee shop owner did not add $2 in value, but simply exploited the fact that I am not
geared to convert those inputs conveniently into a cup of coffee. If I were another coffee shop
owner, those inputs would not be worth $3 to me – but $1. The inputs, processes and outputs did
not change, my circumstances did. Value fluctuates because of such extraneous factors, not
because someone is adding value.
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A good example of how perceived ‘value add’ is merely cost postponed, can be seen in the
fuel industry. We all pay a certain rate per litre of petrol. One can argue that it is a true market rate
because that is what we are willing to pay. The price includes ‘profit’ to every member in the supply
chain. We pay for it in other ways. The cost of pollution is not factored into that price. Neither is the
cost of obesity (less likely to exercise) or the cost of accidents (more cars on the road), to mention
a few. One litre of fuel has so many unknown and unintended consequences that it is impossible
to even begin to consider its impact or cost.

The conclusion is that all profits made now are only postponed costs. This time lag
causes illusory profits simply because the ‘true’ or total cost is not monetised or because
the supplier under-values his/their input because they do not understand their own cost
situation.

You may want to point out that when a young man breaks into song in a beautiful baritone
voice and sings a song that never existed and creates emotions in an audience; then it would seem
to stretch the boundaries of the zero-sum argument to breaking point. Is the creation of a work of
art not proof that the zero-sum concept is limited – or indeed even that it is false? Personal creativity
is such a powerful force, but ultimately the singer is simply discovering a song that has always
been there. The invention of writing (the alphabet and the tools to go with it) is equally marvellous.
When you hold this book in your hand and think of all the technologies and creativity that has
been required to get it there, it is hard to think that all these things have existed before, and mankind
has simply discovered what was already there and all the newness is just a blend of many things
that have always been in existence. I am not dismissive of man’s ingenuity, but ultimately the most
powerful and complex piece of software is simply a collection of negative and positive electrical
pulses, which were created 13Bn years ago.
In the context of Games Theory, there are examples of non-zero sum games; most notably
the Prisoner’s dilemma. This suggests of course that there is indeed an alternative to ‘zero sum’,
contrary to what I have previously said. This game creates a scenario where the outcomes are
win/win or lose/lose; i.e. not the win/lose dynamic of a zero-sum game like football etc. I won’t go
into to it in great detail, suffice to say that whilst it is true that the two prisoners potentially end up
in a win/win or lose/lose scenario. If the two prisoners collaborate by not dobbing each other in,
they both walk free (win/win for them). But that win/win only applies in the very narrow context of
that particular decision in the game. Systems being what they are, you should consider the fact
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that, at the system level, those two wins (for the prisoners) are offset by the loss/loss for the
prosecutors; hence once again creating a zero-sum scenario. You simply must consider the larger
system to understand that – at some level – there is always a corresponding win or loss to balance
things out.

In the context of our daily struggle to manage our work, the Brotherhood has decreed
that all those who aspire to management shall add value or perish. This is the ultimate fraud,
because it is an impossible task. There is no profit or value without an equal ‘loss’
somewhere else. Workers give their time, energy and initiative at a price; and all of that is
converted to products/services, which are sold at another price. The price difference is
deemed profit, but all it really is, is that the sellers (workers) value their inputs differently to
what the buyers value the outputs they are selling.

The company will see it as value-added and hence the right to charge for that and make the
subsequent profit. Workers do not attach a price or value to many of the other inputs they also
contribute. In particular, they do not value the opportunity cost of our labour. In a perfect world,
everyone must be able to price his or her labour to perfection, but the perfect world does not exist.
For instance, we do not value the loss of dignity or deterioration of health. The evidence lies in the
fact that a company pays a certain hourly rate, whereas the people doing that job would normally
value their time differently. A mother’s time (could be raising her children) or an older person’s time
(lesser supply, more experienced) should be worth more than that of a college student, but we pay
the same rate. We justify that because the organisation prices or values the job - i.e. the process
– not the input.
Whilst you may argue that the fact these people participate willingly in the open market and
hence that rate they are paid is the true value of their work, we pay in other ways (increased Health
Care costs, increased juvenile delinquency). Ultimately, we (as society) pay the true price for that
labour, albeit in non-monetary/indirect ways, such as a social cost. Another example is how
organisations who sell products earn revenue but pay only some of the expenses. The massive
expense of rubbish removal and recycling is born by communities and not the companies who
created the rubbish (production effluent?) in the first place.
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The important thing to realise is this. There is no such thing like a win-win. (That would
be contrary to the concept of zero sum.) It is logically impossible for two parties to both win
equally and simultaneously on the same issue. We can’t both get the apple. You can have
the apple if I have the pear and if we are both happy with that. That would be the closest you
can get to a win-win.
In a situation like the one illustrated above, the organisation wants staff-retention. The
employee wants a nice environment. Ask yourself if the employer would have created an
environment if there was no benefit to it? Of course not! This is actually a conditional win.
It is a trade-off: I will do this if you that. I will give a nice work environment if you stay longer.
Loyalty is not given for its own sake; the employer must buy it. By the same token the
employer won’t pay for something or pay more than they have to.

I am not arguing that the ostensible win/win scenarios are bad. In this particular example, I
would prefer the pleasant working environment too. But I am issuing a reminder that you should
remember who they are doing it for. And it ain’t you. (If it’s all about me, then it can’t be about you,
right?)
All the ‘good’ things employers/ organisations do are for the very specific purpose of getting
something in return. And that ‘something’ is always worth more than the Brotherhood pays for it –
that is the definition of profit and that is our business. So, when you see that ‘evidence’ around you,
remember that it was something that the organisation traded for something else they wanted in
return. And that is the way of the world of the Brotherhood.
What does this mean for a manager? In practice, it means that the management of employees
is really about getting then to postpone a greater proportion of costs. This could manifest itself in
getting them to work harder/ more productively/ more efficiently without a concomitant increase in
cost to company. This is done variously under the guise of encouraging new initiatives, thinking
outside the square or whatever sounds good but costs nothing.
Sacrifice personal relationships, free time and sense of self, and subjugate that in favour of
the team as a surrogate family.
Get them to define their self-worth entirely in terms of their contribution to the work place
generally, but specifically by the extent to which they exceed expectations. Of course, as
expectations are exceeded the bar gets raised for the next round of ‘expectations’.
People perceive ‘adding value’ as a positive and limitless endeavour. It is only a matter of
time before man triumphs over whatever prevents you from adding value. But when value is
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defined as a deferred and unaccounted cost, then adding value becomes a negative and futile
exercise.

When the Brotherhood demands that you add value, we
are playing on your own delusions of grandeur. We ask you
to do the impossible, and we get away with simply because
people have heard it often enough to believe that it is
possible. So please go right ahead; beaver away to deliver on
our goal. Re-arrange your family life and your spare time and
go and add some value. It is good for my bonus.
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MYTH TYPE 4 – STANDARDS MYTHS
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All outputs or outcomes can be measured against certain criteria. A cake tastes good, a golf
ball has travelled a certain distance and a sales deal is profitable or not. Similarly, there are many
criteria that apply to successful managers. These criteria are largely furphies31 too. They are based
myth and misconceptions, all designed to strengthen the hand of the Brotherhood in ensuring its
survival.
There are myths about commitment, excellence and happiness. There are myths about
passion, humour and work/life balance. And many more. And most of it is a crock…
The approach favoured by all the self-made gurus that publish pop-management books, is to
take one of the ‘standards’ as listed below and to combine it with one of the other elements
(inputs/processes/outputs) and create a new dynamic solution. If the guru can coin a sexy phrase
or maybe even a three-digit-acronym, it is a sure-fire strategy to rake in the money as the lost and
the hopeless members of the Brotherhood embrace yet another fad: Accountable Communication.
Performance Excellence. Passionate People. Any of the standards combined with any other
element of the system is offered as a viable panacea offered by the peddlers of such crap.

31

a rumour or story, especially one that is untrue or absurd.
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The Myth of Excellence

Much has already been said about excellence in the context of performance, because
excellence is the standard by which we measure performance. But it is worth continuing the
discussion.
There is a genre of management books that all proclaim to have found the ‘secrets of
successful companies’. The first and best of these were In Search of Excellence by Peters &
Waterman32. (Yes, that Tom Peters… and he has built an empire on that concept and hasn’t had
an original idea since; but never mind, if there were a Nobel Prize for management concepts, this
would win it.) That book was followed by a whole range of books exploring the same concept and
coming up with different answers: The learning organisation, TQM, Innovation – as many concepts
and reasons for excellence as there are authors able to coin a phrase.
Originally, the idea of In Search of Excellence was to identify the common traits of successful
companies. They came up with the 7-S framework.

Staff

Structur
e

Style

Shared
Values

Strategy

Systems

Skills

When you look at this list, it seems so simple but do remember that it is almost thirty years
ago. Many of the companies on the original list are no longer ‘excellent’ so the model did not
actually accurately capture the essence of success.
What Peters & Waterman did (excellently) was identify the main elements of the organisation.
I have used this framework to design customer service training programs, write strategy reports
32

In Search of Excellence
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and implement change management programs, as well as a thousand other uses. It is a simple yet
comprehensive way to approach any issue or problem that an organisation may have.
Most importantly, the relationship between these elements was graphically illustrated as
above, which shows that each element in the system is systematically connected to every other
element. Change the one and everything else changes.
This model is a simple, elegant way of capturing the key elements of the corporate system
and show how they are inter-connected. It has saved me a lot of heartbreak and made a lot of
management tasks a lot easier by simply using that framework when I approach anything.
Although Peters & Waterman failed to identify the recipe for success, the same applies to
other titles. A more recent best seller of the same genre is Built to Last, of which Fast Company33
wrote ‘() it’s been a decade since Jim Collins and Jerry Porras wrote Built to Last, a book that took
the management world by storm. But some of its companies haven't held up as well as its sales.()
Ten years on, almost half of the visionary companies on the list have slipped dramatically in
performance and reputation, and their vision currently seems more blurred than clairvoyant.’ When
Fast Company pushed Collins to respond, he said ‘It is the principles (), that are critical, while the
companies are simply a conduit for those ideas.’ He is absolutely correct. There are principles.
(Maybe not just those he identified, but principles nevertheless.)
Modern managerial myth making clouds most of these principles. The truth is that excellence
for any system cannot be everlasting – there are simply too many variables and sub-systems within
the system that ultimately determine its outcome. Excellence is good goal, but the reality is that it
happens because of a confluence of events that cannot be planned or managed in a complex
system.
Excellence is not systematically attainable. Improvement and growth is possible only to the
point of failure. That is a universal law: everything dies – it is only a matter of time. Microsoft and
Wal-mart will one day be no more.
We perpetuate the myth of excellence – it is our substitute for meaning. The religion of the
Brotherhood. (People search for meaning and if you can’t find it, the Brotherhood will give it to you.)
Excellence in the workplace almost makes life worth living… doesn’t it?
To give it a scientific aura, we will even benchmark excellence. Benchmarking is a good word
used to cloak poor management practice. Somewhere along the line the Brotherhood
substituted best practice with ‘industry’ practice – so the benchmark became whatever
everyone else was doing. Originally benchmarking was about best practice; nowadays it is about

33

Fast Company, Nov 2003
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finding an acceptable level of performance – one that is comparable with the competition. It makes
no sense to aim for mediocrity – the average – level of performance, which is really what
benchmarking has become. The stock exchanges of the world are awash with index funds – which
are designed to replicate the mediocre performance of the pack by using ‘benchmarking’.
There is no ‘excellence’ per se. Some companies may be at the top of their game at a certain
time (during the life cycle) but none stay there forever. The number of variables required to be
aligned to create excellence are too many, and in the context of systems thinking and chaos theory,
can’t be manipulated in a controlled way to produce excellence. The search for excellence is a
perpetual diversion from doing the best you can with what you’ve got.

Excellence is good goal, but the reality is that it
happens because of a confluence of events that cannot be
planned or managed in a complex system.
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The Sustainability Myth

Healthy

Society

Environment

Sustainable
State
Just

Efficient

Economy

Along with convincing the world that the corporation somehow has values, organisations also
claim to do good by focussing on the Triple Bottom Line.
The triple bottom line consists of social profit, environmental profit and of course economic
profit34. I am sure that you would agree that it is a great ruse. If the world at large values social and
environmental outcomes and are beginning to pressure us to respond to that, we tie our real
concern – the financial bottom line – to the other two concepts and treat it as a single concept. We
call it sustainability.
We ensure that we don’t have to concern ourselves with any of the social or environmental
concerns IF they impact negatively on the financial outcomes. Surely it is not sustainable if we
pursue environmental or social concerns simply because it is a good thing to do. If we don’t make
or save money along the way, the corporate system is not sustainable. So, beyond the token
initiatives, which either cost nothing or where the costs can be passed on to the consumer, we are
only obligated to concern ourselves with the community concerns if it also satisfies the profit motive.
We don’t make too much money selling environmentally friendly shopping bags to consumers.
Wink. Wink.
The Brotherhood is nothing if not smart. We saw the writing on the wall and made sure that
the triple bottom line concept was created. What would have happened if we were simply pressured

Lately the concept of a Cultural bottom line has been introduced – the so-called quadruple bottom line. Adding more ‘bottom
lines’ is simply a response to an increasing understanding that all these systems are inter-connected.
34
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into being socially responsible for the sake of it? Or if environmentalist activists pursued greener
outcomes in their own right? By combining these concepts into one (and putting the most rabid
environmentalist in charge who is bound to annoy everyone else) we managed to make sure that
every social or environmental initiative is tied to the economic outcome – otherwise it would not
have been sustainable, right?
Don’t be fooled. Social and Environmental bottom lines only get attention the companies think
communities (read vigilant customers) will let them get away with. And where we actually do some
good, we will make sure we feed the PR monster because it is not about doing good – it is about
the public knowing it. The do-gooders in organisations who often head up these initiatives are
happy to take any beneficial results they get because they believe that any amount of good will do,
even if the company is cynical – and good on them if they see through the ruse.
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The Myth of the Open Mind
There is one thing that is almost universally portrayed – especially in the media – as a good
thing; and that is having an open mind. We like an open mind. And there is good reason for that:
An open mind is easier to change because it is not cluttered with false beliefs and convictions and
all those pesky principles. Sub-ordinates must keep an open mind in order to be willing and able
to change their minds when requested and accept whatever strategic direction we set. This allows
the organisation to function smoothly. We don’t want anything but the Brotherhood’s mandate
occupying your mind.
A closed mind is conversely portrayed as a bad thing. If you don’t have values and
principles, we will give you some – just read the handouts and the posters on the boardroom
wall, or if you are technologically inclined, go to the intranet. Once you have adopted our
values, we shall ask that you remain focused. This is necessary because we don’t want you
to see what we don’t want seen. What we really mean is that you should stay focused on
the tasks (that is our tasks), and we will keep people focused on that as long as you are able
to stay focused.
This is the Brotherhood’s myth making machine in full swing. You must not have an open
mind. Have a mind full of ideas. Have convictions. Have principles. You are rudderless otherwise.
The secret is that you should know when to shut up – when to appear to have an open mind and
appear to be flexible. Know when to stop pushing your agenda and know when to (pretend to)
adopt another point-of-view. This again is the art of politics: I will support on you on that bill to have
the road built in your constituency if you will help me get my bill passed by the anti-gun lobby.
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The proviso being that you make up your mind about things only after due consideration of
all the facts at your disposal and where a particular issue sits in terms of your own world view. Too
many people feel compelled to have opinions about everything and then are forced to change them
when they are confronted with (new) facts. Not having an opinion about everything is actually a
great positive because not only will you not be perceived to be opinionated, it also effectively makes
it look like you have an open mind.
Constantly test your beliefs, principles and assumptions. Often these can become
preconceived ideas. A willingness to recognise and then to let go of those assumptions and
preconceptions is the sign of a human interacting in a rational manner with the environment and
the facts they are presented with.
Don’t be afraid to not have an opinion and don’t be afraid to admit it. More often than not that
is the wisest thing you can do. Having an open mind is often synonymous with willingness to be
led and not having faith in your own opinions and ideas. Any wonder why the Brotherhood prefers
you to have an open mind?

An open mind is easier to change because it is not cluttered
with false beliefs and convictions and all those pesky
principles.
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The Maverick Myth

One of the most well-known figures who has propagated the idea of the successful maverick
is Ricardo Semler.35 His idea of being a maverick was to make his company very employee–centric.
Stories like these lead to widespread misconception. (Semler himself recognises that his strategy
was not appropriate for every organisation.) The real lesson in his particular story is not that he
was a maverick, but what he did to turn the business around.
In Statistics, there is a concept termed ‘sampling bias’. It is one of those potential flaws in
research that you only understand if you ‘get’ the big picture. Sampling bias is at the ‘system’ level
whereas many of the more obvious problems are at the ‘process’ level. It is a bias in the result that
occurs when the respondents are (selected from) a sample that is inherently biased. Simplistically,
if you wanted to test the percentage of pregnant women in society, and you select your sample
from the inhabitants of the maternity ward, you will deduce that almost all women are pregnant.
The error is obvious in this instance, but in real life it is harder to spot.
One such example is that of the corporate hero. The Company will often relate stories about
the ‘maverick’ that bucked the system and achieved a great result and has now been promoted to
X position. And there might even be many examples of these people in the organisation. What we
fail to tell you is that the sample is biased. Our heroes and mavericks are chosen from a sample of
survivors. We fail to mention that there were ten times more people who tried and failed – and they
are no longer around to tell the story.
Take risks only if you are prepared to fail. And be very sure of the limits of your company’s
tolerance of failure. Never risk doing something when you really don’t know how. Human nature is
such that people often overrate their own abilities as much as they underestimate their potential.
Inside the Brotherhood, conformity ensures progress. It is required so that we can obtain
consensus. Thinking outside the square challenges the status quo. Non-conformity tests direction,
and whilst occasionally worthwhile, is actually more often a stumbling block.
Reality is the sum of two mutually exclusive outcomes. Status quo is ‘inside the square’ – the
way it is. Outside the square (OTS) defines the other outcome – the way it is not. Status quo wins
every time; it is what it is. Should sub-ordinates persist with OTS-thinking, then we will oblige. We
will put them in positions – while we can afford it – to participate from the sidelines, to keep an eye
on things and keep the system honest. But they will not and cannot – BY THEIR OWN DEFINITION
- be able to be on the field as a player, or they are outside the square. And as soon as times are

35

Maverick – Ricardo Semler. Warner Books – 1993.
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tough, we can get rid of them; or even if they prove to be a nuisance, we can just label them as not
being team players. That should get rid of them easily.
The war amongst peers takes various forms. On the simplest level, it is about relative
performance in a job. Did you produce the net returns required? Did you make budget? Did you
reach sales targets? In some jobs, performance is easily measured and this may or may not be
advantageous. All jobs have a second (and more important) level of performance, which is less
quantifiable, but nevertheless concrete enough for fairly objective assessment. This involves
attributes like completing projects on time, completing the paperwork on time and correctly, being
at work when you are expected to be and so forth.
You can’t defend a position that is fundamentally weak – make sure you can do your
job. If you are really smart, you will even say no to a promotion or transfer that will put you
in a position that demands skills and abilities that you are unlikely to have or acquire in time
to succeed. Your best chance of succeeding is to play the game on your turf. Taking risks
is part of the game, but taking stupid risks (for short-term ego boosting) is not. It is just
stupid.
The problem you have – if you haven’t realised it yet – is that it is very difficult to stand out
and be noticed. The better you are as a team player, the less likely you are to be the team captain.
Which, of course, suits us fine. We have enough problems dealing with those wannabe leaders
who demand attention.
If a maverick is a ten on the scale of disruption, those who do nothing are at the other end of
the scale. Whilst a system may occasionally be so broken as to only be able to be fixed through
disruptive intervention, this is the exception rather than the rule. Doing nothing (new or different) is
more often acceptable than most people think, but the ideal manager operates somewhere in the
middle. These managers are constructively engaged – staying busy with the things at hand.
The myth of the maverick and hero is pervasive. It is ingrained in our culture to admire the
hero and the saviour. Firstly, we admire those who get others to do, not us managers actually doing
it ourselves. Secondly, things are never done and can never be done completely. We would not
have a job then, would we? Sure, we want things to get done, but in the process, you should always
find more things to be done. A consultant who succeeds will not be needed, a coach who has a
winning team is less important. Always find something to change, something to improve or
preferably something that challenges the survival of the system. Get things done but maintain the
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momentum of the system and keep creating more things to be done. We would not want to create
any kind of precedent where a manager does such a good job that they actually do themselves out
of job, do we?
Staying busy is not simply a ruse. I am not suggesting that you don’t DO things. The system
will stagnate. But you do spend a good amount of time thinking and planning about what to do next.
This is often a hollow pursuit with no real benefit other than keeping the system going. The socalled High Achievers are often a threat to the system. It is rare that the maverick finds him- or
herself in an environment where a confluence of circumstances has created an ideal operating
environment. The odds of you being in the ‘right’ position and everything else being in your favour
is very small indeed. You’d be better off buying a Lotto ticket. Occasionally mavericks can energise
the system and improve the survival odds, but when they do so well as to jeopardise too large a
part of the system, they will be sabotaged.
If you want get an idea of what percentage of your work is real action and what is action for
the sake of action, do the Inbox exercise. Next time you come back from a month’s leave, you will
most likely return to several hundred emails. Count the number that you delete because they have
been overtaken by events versus the number that still requires your action. I have no research, but
my guess is that you would be lucky if you have to deal with more than 50%. Doesn’t say much for
our importance, does it?

It is rare that the maverick finds him- or herself in an environment
where a confluence of circumstances has created an ideal operating
environment. The odds of you being in the ‘right’ position and
everything else being in your favour is very small indeed. You’d be
better off buying a Lotto ticket. Occasionally mavericks can energise
the system and improve the survival odds, but when they do so well
as to jeopardise too large a part of the system, they will be
sabotaged.
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The Honesty Myth

Admit failure they say. Be brave they say. Everyone likes a person who owns up; who can
‘stand up like a man’. Nod if you agree. And then, if you have nodded, slap yourself in the face to
give yourself a wake-up call. This is an important myth to perpetuate, and the Brotherhood does
so with religious fervour. Most organisations will even say so in their corporate values statement.
That way its importance is enhanced. Integrity cannot be questioned. Those who believe in it and
act accordingly can be trusted. Not that that is important in and of itself, it simply makes managing
them easier.
There was a TV advertisement for Nesquick (children’s flavoured milk) in which the mascot –
a bunny rabbit – would come to life from the packaging and whiz around the kitchen and make little
Johnny his favourite milk drink and causing a mess. When mum gets home she is likely to get
upset that all the milk has been used up and the kitchen is mess. When mum eventually arrives
home, the bunny morphs back onto the packaging, but before it does, it exhorts the kid to blame
the bunny. Blame it on the Bunny. The BoB-syndrome: there is always someone else to blame.
Real leaders stand up and take the blame for when things go wrong. Puhhllleaase! They do
no such thing. The smart ones can pull a bunny out of the hat and find something or someone to
blame. Just watch when a new manager – say a CEO - takes over a business. They always use
that opportunity to re-write targets to levels that they know they can achieve. They blame their
predecessor in very nice way of everything that is wrong with the organisation. The irony is that
they are right – their predecessors are to blame, as they will be when they leave. But that does not
stop them from playing the blame game.
People don’t really like people who are prepared to own up to their mistakes. They
know that sooner or later they have to rely on you to keep your mouth shut about a mistake
that might cost them their reputation, and know that if you suffer from compulsive honesty,
that you may not be able to be trusted. That is a great irony – the honest ones can’t be
trusted to know when silence is more important than honesty.

Whilst it is a comedy, the Jim Carey move Liar Liar illustrates very effectively how pervasively
we all lie. And we do so to ensure our reputations survive. Honesty must subject itself to the social
rules that govern interpersonal behaviour; else there would be chaos. We all know this and admit
willingly and unwittingly. How often has someone qualified a response to a question (even in an
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interview) with something like: ‘to tell you the truth, I…’? We admit that we sometimes tell fibs,
except on this occasion because it suits to tell the truth?
Trust me. Yeah right. If you still believe someone saying that at the midway mark of the book,
you should be led outside and be shot. (Or I must for failing to convince you.) This one ranks right
up there with many other ‘self-evident truths’.
We are on your side. Until it suits us to be on someone else’s side. Your side is good while it
suits me.
We are all on the same side. That is code for all of us being on our own side, so it is at least
partially true.
I am doing it for your benefit. And mine of course, but all you need to know that it is for your
benefit.
I believe you. Believe me.
We are in this together. Not! Trust is temporary and disposable. It simply lasts as long as it is
expedient. To paraphrase an old saying, success has many parents but failure is an orphan.
If you have an opportunity to claim success, be prepared to have to share success. You may
want to claim the lion’s share, but don’t be selfish. Next time you may want to claim a little bit other
people’s success. But do not expect anybody to nominate himself or herself as your bunny to be
conveniently blamed when things go wrong. I could go on, but hopefully you get the idea. If anyone
talks about things good and pure, they are lying. Trust me.
You still have to find something or someone to blame. This is possibly one of the hardest
things to learn about being a manager. Real managers don’t actually do very much. They don’t
widely participate in the actual making of things. They get their people to do that. So, a manager
can never solely claim success for anything. They can but bask in the glory of their subordinates’
successes. And it is a skill to do so. Management is very much about sharing a little bit in everyone’s
successes (without killing off the proverbial goose). Conversely, this allows managers to avoid the
bulk of the blame when things go wrong. The worst kind of managers are those who can’t walk that
fine line and want to hog all success and avoid all blame.
This makes management somewhat frustrating. Unlike writers or actors or artisans or
engineers. Unlike salesmen and receptionists, you can never sit back and say: I did that. You make
it happen through other people. Willingness and ability to share is an early indicator of the type of
person who will make it into the brotherhood.
Being indiscriminately honest will expose your weaknesses and give your enemies plenty of
ammunition.
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‘Truth’ is a myth. But it is true enough that we all have human frailties and the more you show,
the less likely you will be considered appropriate to let into successively higher levels of the
Brotherhood. Be selective with truth and honesty. Only be truthful to the extent that you must.
You may think I am being excessively cynical, but consider this for a moment. How do people
go about changing jobs (to other companies)? How honest are they about intentions? When do
they go for interviews? Don’t kid yourself – the self-preservation motive is stronger than you think
and even people who profess to be ethical and honest under all circumstances operate covertly
when it suits them. Next time a candidate in an interview professes ‘perfect honesty’ – ask them if
their boss knows where they are at that very moment. (And if someone admitted to me that his or
her boss knew they were interviewing, I’d probably deduct more points for stupidity than they would
get for claiming honesty.)
It is actually very simple – never trust another human being, particularly in the corporate
environment. The only thing that you can rely on is that people always act in self-interest. That is
the rule of war. Remember, the fundamental motivating force is survival and everyone is an enemy.
The first rule of defence is to know thy enemy. People can’t be trusted but they can be
understood. Coming into an organisation as an outsider, one should be conscious of the political
nuances prevalent in an organisation. Do not befriend the first person that shows some interest in
you. There is a reason why that person is the one that needs a friend after having been with the
company so much longer than you have – nobody else wants to befriend him or her. Don’t get
sucked into talking about the company, bosses or colleagues with people you hardly know.
Don’t start spreading lies – chances are that you will be caught out. I am not suggesting that
you become deceitful, but it is worth remembering people’s propensity to put their self-preservation
first at all times. Be attuned to it, plan for it and expect it. It is not easy to avoid lying. The first rule
is that you say nothing. Most people talk twice as much as they should. The old saying is that you
should use your ears and your mouth in the same proportion that God gave them to you. Silence
is in itself a message. Silence is either an untold lie or an untold truth. The advantage is that you
get to imbue it with truth or deception later – and the in the meantime people will interpret it the
way it suits them. More often than not, that will be all that is required.
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It is actually very simple – never trust another human
being, particularly in the corporate environment. The only
thing that you can rely on is that people always act in selfinterest. That is the rule of war. Remember, the fundamental
motivating force is survival and everyone is an enemy.
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The Humour Myth
Everyone loves a comic. Comics aren’t serious competitors for those precious openings in
the ranks of the Brotherhood. They are great light relief, but if it comes to the war of commerce,
then I would rather have an arsehole, grumpy cynic next to me in the trenches if he knows how to
fight the battle. Being humorous is great if you want to be a stand-up comic. But even in the
brotherhood a little bit of light-hearted relief is appreciated – especially when things are going well.
But just don’t think that it will mean anything when the axe must fall.
If you are funny, that is OK. Just don’t try and be funny. Even kids can spot a try-hard
a mile away. As can the Brotherhood. A sense of humour makes you nice and easy to be
around with – Managers are people too – but what gets you ahead is your ability to improve
the survivability of the system – not your one-liners. People have been accused of being
too serious but I have never heard it being held against them. But the same cannot be said
of being funny.

The same can be said of those situations that appear to be an opportunity to let your hair
down. Only the uninitiated accept the invitation. If you think the Christmas party is some kind of
reward, that it is the time for people to meet and socialise on a more personal level, then you are
exactly the kind of person that we want to attend the party. You will show us who you really are.
You will give away your secrets and show us your weaknesses. We will see how you think and
behave when there is no script to follow.
The social events like after hours at a conference or at the company picnic are minefields for
any blooming career. In most instances, you must do the counter-intuitive stuff. It is an opportunity
to establish yourself socially, because you will not be allowed into the inner sanctum (of the next
level) if people don’t know and trust you on a social level.
Social and informal events require the ability to party and be ‘one of the boys’ in such a way
that you somehow also manage to know your place. Irrespective of whether you drink or not you
have to make it look you are having a good time. Lighten up and allow other people to have their
fun. Don’t try and be the father/mother figure. Never ever get drunker than your boss. If you don’t
handle your liquor well, only drink amongst friends – and not colleagues - if you must drink. You
have to know when to stay and when to leave. Never be the first or last to arrive and never be the
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first or last to leave. And if the boss leaves or suggests it should end, don’t be the one that says
‘no’ or ‘another one for the road’.
Don’t try and be the star at the party. Don’t dance on the tables even if almost everybody else
does. Grow up – you’re not a university student any more. It is a fine line between party-pooper
and life of the party, but rather err on the side of caution and restraint. Even in Australia, where
going on a bender is a status symbol, it still isn’t a very good idea. (How often do you see the
Chairman pissed in public?) There are times when it is good to go to the toilet or catch a strategic
smoke break. Your conservative participation should not be construed to be party-pooper status.
You can’t perve when they get naked in the boss’s pool and not participate – that is the time to
make a strategic early exit and the next day you can regret it oh so much that missed out on it.

If you don’t handle your liquor well, only drink amongst
friends – and not colleagues - if you must drink.

Don’t participate in after-party rumour mongering – it will get back to the boss because at
least on of the people listening will be schooled in the art of power-plays. Don’t be the idiot who
runs around taking photos as mementoes – it might just become evidence of something you’d
rather not have evidence of. If you don’t know how to handle socially sensitive information, how
can your judgement on commercially sensitive information be trusted? If you are told something in
confidence or stumble on to embarrassing situations – keep it to yourself.
Keep your penis in your pants if you are bloke and keep your knees glued together if you are
a female. (And that is not an invitation to test the boundaries ofd sexual perversity.) If you are single
and want to stuff around, find someone outside of the group of workers you are with. As the old
adage goes: Don’t dip your pen in company ink. That particular pen(is) can only write resignation
letters.
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The Accountability Myth

Authority and responsibility are the two tools of accountability. They are also known as divide
and conquer. These two things are a manager’s best friends. Authority is a proxy for power. You
dish that out sparingly. Responsibility is code for tasks to do. We are earmarking the person we
will blame when things go wrong. Responsibility is the big X on your back. And here is the trick.
We will make you think they go together, but in reality, we will be very liberal with responsibilities
and very stingy with power. Responsibilities are given freely but authority is earned. The best way
of ensuring someone will fail is to give them the one (responsibility) without the other (authority).
We are not too secretive about it, so we assume people are happy with it. Your job
description is even often termed ‘Roles and Responsibilities’. And we clearly refrain from assigning
authority. When we assign financial limits of authority, we really mean financial limits of
responsibility; which is about control and not empowerment. Read your job description and identify
your assigned authority. It is rarely there. Allow them to sign off a few expense accounts and they
will think they have power. Or we may let you make some decisions that you may assume are
within your limits of authority, until something goes wrong. Easy. Another bunny in the headlights.
Sir, he acted without authority. Take him away and lock him up. We don’t need subversives like
that.

Responsibilities are given freely but authority is earned.
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The Work/Life balance Myth
Someone else36 has broken rank and is broadcasting to the world that ‘corporate troglodytes
and governments have made token gestures to ease the work/life balance…’ (And you thought
‘drones’ was insult!) He goes even further and calls the Brotherhood ‘young male honchos in
management…(who)… regard work-family balance as a load of rubbish. Sacrilege. Hunt him down
and kill him. Ah well, now that it is out we might as well talk about it.
Some weirdos seem to think we have pushed our quest for productivity to far and are now
talking about workers needing a better work/life balance. They must have rocks in their heads.
Productivity gain is necessary for the (growth? and) survival of the system. The push for a work/life
balance has logic and reasonableness going for it so it is proving to be a hard one for the
Brotherhood to counter. The Brotherhood must be seen to support it, but we really wish for slow
success.
Just like the issue with the Triple Bottom Line, the issue of Work/Life Balance is a price we
may have to pay in a changing society, but in both instances, we cannot afford to succeed ahead
of the market. The price we pay (expenses + loss of productivity) must be the same as the market.
Therefore, we put posters in the kitchen and above the urinal. We circulate memos to that effect –
hoping that most people don’t take it seriously. But please read between the lines. Those who can
are the men who are sorted from the boys.
Firstly, there is a real hint in how we phrase it. Take the hint. Work first. Work balance is about
doing everything that needs to be done. Life second. Whatever time is left for it, that is. Those are
the real priorities. It must be so if we want to ensure our survival. If you really want to know what
we mean by a perfect work/life balance, check the CEO’s hours. If you don’t understand the
pamphlets and the pages in the staff policy handbook, observe the way your senior managers and
CEO work. That is what is meant by work/life balance. Really. If you want to be let into the club,
you can copy them. Or you can believe the pamphlet written by the HR manager.
But one thing is certain, you won’t get rewarded with a club membership if you opt out of the
race and put your private life first. In the Brotherhood, private life is what is left over after you have
done your job and it as sacrosanct as the offside rule in sport.
That does not mean that we totally begrudge you a life outside work. It must just not interfere.
And if you really are working so hard that it is affecting your effectiveness in the workplace, then

36

Dr D Edgar. The Australian. 9 Feb 2005, p3.
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that is not to our benefit so we will let you rest a bit. But only so much – there is a fine line between
Work/Life balance and lacking the spine to become a Top Dog.

In the Brotherhood, private life is what is left over after you
have done your job and it as sacrosanct as the offside rule
in sport.
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The Passion Myth

By now I hope I have eased you into thinking critically about what is really happening in the
corporate office and the boardrooms around the world. I must now introduce a concept that you
may find so deeply ingrained in your belief system that I might as well be proclaiming the world
square. But bear with me – read this and then think about what I have to say, before you shake
your head in disbelief. I know few people who agree with me. I have never tried to convince anyone
because it is just so foolhardy that it is unlikely to succeed, so there is nothing to gain from trying.
But I promised you the secrets, so I will give you the secrets so profound even the management
cadre never talks about it. I talk of course about the myth that success demands passion. In my
management survey, ninety-four percentage of the respondents indicated that they believe that
passion is a prerequisite for success. Allowing for statistical error, that is practically everybody! It
just goes to show how pervasive the myth has become.
We all look for passion in our people, we say. We all profess to have passion – and indeed
that is why we have made as far as we have. Sometimes, just sometimes when we are brave
enough to admit that our success is quite limited, we will even say that it is because we had no
passion for… whatever it was that needed to be done to take the next step. Or perversely, we may
claim another passion (for our family?) to have held us back from going after the bigger prize. All
of these things are of course designed to entrench the belief that passion is the single most
important pre-requisite for success. And we all do so even when we chafe against the limits of our
own success, for this is the golden rule for rallying the troops.
Without passion, there will be no sacrifices made – no overtime, no extra effort, no
extra miles walked. Without passion, there won’t be focus on our objectives, but a
wandering of the mind. When the troops are rallied to go into battle we don’t want them
contemplating death or failure – we want them focussed only on the battle at hand. The fires
of passion will burn all reason and logic for these things are obstacles to single-minded
commitment. Passion measures the degree of your patriotic fervour.

To admit that you have no passion will lead to you being completely and immediately
ostracised. Even if you believe me after reading this, NEVER go into a conversation admitting that
you don’t have the passion. The idea that passion is cool, that it is prerequisite for success and
that happiness is fallacy and exists because of the fraud committed by management writers and
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motivational speakers simply because it is so obviously sexy. Passion will give you a great deal to
be unhappy about. Passion for one thing diminishes the relative importance of all other things. The
concept of prerequisite passion is quite new. Many of the early philosophers actually believe the
opposite that the greatest virtue (and therefore happiness) is more likely to be achieved if you
eschew passions and possessions other than living a simple virtuous life.
Passion is not sustainable, despite what you have been led to believe. Passion is required in
certain situations when a great effort is required or when you are facing unusual circumstances.
Passion becomes ordinary if you live your life passionately every day. If you turn the hobby you
are so passionate about your job, and you will drain all the fun out of it. Scarcity breeds intensity of
desire. Nobody can live on a diet of cakes alone.
It is not surprising that we have all become brainwashed into thinking that the passion to be
something or have something other than who we are and what we have. The entire commercial
system is geared around creating these needs (passions?) with emotive appeals that make us
think we want what the world has to give. Some people adopt non-commercial passions such as
saving the rainforests. But they really are kidding themselves. Their contribution is worthwhile in
itself; and it does not become more worthwhile because they are passionate about it. All that counts
is the actions taken, not the emotions behind the actions. In fact, passion can cloud your judgement
and allow you to be distracted from the really important and meaningful issues.
It is a big call to announce that passion is not a prerequisite for success at anything. It will
sound like heresy against the religion of achievement. But all I can ask is that you chew on that on
for a while. The most popular counter-argument is likely to be that ‘passion will enable you to
persevere’; but in my view that is simply an admission of poor discipline and willpower to do what
you have chosen to do. In fact, I would argue that perseverance/discipline is the real prerequisite
for success. Discipline is not sexy… it is so German. But in the context of system thinking,
perseverance relates to the process, which means that will have an impact on the outcome;
whereas passion is simply an emotion.

Their contribution is worthwhile in itself; and it does not become more
worthwhile because they are passionate about it. All that counts is the
actions taken, not the emotions behind the actions. In fact, passion can
cloud your judgement and allow you to be distracted from the really
important and meaningful issues.
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But whilst I am asking you to question which ‘beliefs’ you are blindly following, I am also laying
down a rule for succeeding at the management game; a rule worth repeating. Never admit this.
Don’t be tempted, even if you have a Newton-under-the-apple-tree moment and you really, really
believe it. Trying to convince people of this will be like pushing back the tide with your bare hands.
Don’t admit it in a job interview and don’t ever admit it thereafter. In fact, you must do the opposite.
Profess your passion for the job. Professing passion is the prerequisite, not the actual passion. If
you ever try and are ridiculed by your colleagues – as the code of honour in the Brotherhood
demands – then you deserve everything you get for being stupid enough to ignore this advice.
Passion is an emotion that makes rational thinking difficult and this fact is important for we
need only a few thinkers in the organisation. My advice to you, though, is to spend emotional capital
wisely. ‘Emotional intelligence’ – introduced to us by David Coleman in the self-titled book – is a
popular buzzword at the moment. He argues (apparently) convincingly that E.Q. is more important
and a more accurate predictor of success than I.Q. The other very popular word at present is that
of intellectual capital. Although it has been around forever, it keeps re-emerging in various guises
which seem to suggest that it is not only popular but might actually be important. The current
incarnation is ‘knowledge management’. There is a great deal of truth about the importance of
emotional intelligence and intellectual capital – otherwise there wouldn’t have been so many books
published about it, right?
Theory triangulation exposes a third concept that may therefore be equally important:
Emotional Capital. Emotional capital is the currency of your emotions, which is routinely invested
in other people, projects or experiences with the expectations of a positive return. Entrepreneurs
will make investments of emotional capital such as sacrificing family and personal relationships,
giving up free time and occasionally even enduring ridicule. These emotional capital investments
are not done (exclusively) for a monetary return, but also for a sense of achievement; which is the
positive return on their investment. Parents routinely sacrifice their personal needs in order to raise
what they believe will turn out to be good kids. Even resisting the urge to slap a naughty kid is an
investment in emotional capital that you hope pays off in well-adjusted offspring and ultimately a
positive return in parental pride.
Passion then, is a major tool of the Brotherhood. We will always demand it, but you must be
wise in investing your emotional capital. Understand how you must demonstrate your passionate
commitment and importantly, understand that you must continue to profess an ongoing and deep
passion for whatever it is you are doing.
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The Happiness Myth

Almost universally people want whatever it is that makes them happy. Success. Money.
Family. Drugs. Whatever. Meals are eaten, movies are watched. Children are conceived, wars are
fought. All in pursuit of happiness. The cornerstone of so many religions – that magical, mystical
thing called happiness.
Whoever stops to think that happiness might be a fallacy? And it is. At best, it is a temporary
chemical imbalance. It is never owning or achieving anything. Happiness is the ultimate magic
dragon.
Real happiness only becomes possible once you realise that happiness is simply a
counterpoint to sadness and suffering. Without happiness, we will not understand the extent to
which we are miserable. It is not my intention to impose a nihilistic philosophy on you, but you
should understand the true nature of happiness. It is simply the absence of sadness – not the
presence of something. If you keep chasing something that does not exist, you are of course
doomed to eternal unhappiness.
Happiness is understanding your being state – and accepting it fully. Then, and only then
can you look at what your goals are and what you can do towards achieving them. As described
earlier, most people make the mistake of defining their goals first and then making the happiness
contingent upon achieving those goals. A sure recipe for perpetual unhappiness because there will
always be new goals.
The Brotherhood has a system that encourages us to want more as we earn more. We
develop an insatiable desire to possess things; nothing is more important than outward
manifestations of our ‘achievements’: better homes, cars and holidays. We want you to forget that
more money = more responsibility = more sacrifice. Do not stop to consider the sacrifice.
We want you to believe that your happiness lies in the achievement of the goals of the
Brotherhood. From graduate to CEO, no goal is worthier. That is the myth perpetuated by the
Brotherhood of Management. The pursuit of those goals are not bad in and of themselves, but what
is bad is thinking that living your life pursuing those goals is the only way to happiness.
A famous philosopher once said that action is the enemy of thinking. The concreteness, the
here-ness of action gets in the way and takes the space required for thinking. In the same vein
possessions are the enemy of happiness. If people are inclined to pursue happiness and the
Brotherhood knows it cannot provide that in any meaningful way, it logically resorts to using the
enemy of happiness. It encourages the pursuit of possessions. We buy fashion to transform our
outer-selves to change who we are in the eyes of our beholders. We buy investment properties,
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because we believe that knowledge of our (financial) survival will make us happy. We buy TVs and
digital cameras because we want to live the moment and capture the moment and share the
moment. Foolishly pursuing the capture of things uncapturable. There is a retail chain37 that exists
solely to sell us the containers and storage devices for us to store all the unnecessary stuff that we
buy.
Don’t go on a fool’s journey of chasing an elusive passion. Be happy with the absence of pain
and suffering. Lower the hurdle to happiness – don’t set the benchmark so high that you can only
achieve happiness through chemicals. Chances are you already have no real pain or suffering.
(Statistically most of you reading this will have a ‘normal’ life.) Now you face your biggest hurdle:
Accept what you have. This that you have IS happiness – you must just accept it.
You may think you are overweight and ugly. Go and sit on a busy public beach. Look and
compare yourself to everyone else. The fat and the thin. The pretty and the ugly. Place yourself on
a relative scale and, unless you are pathologically unbalanced, you will realise that you are
probably closer to the middle than you are to any extreme. That is what normality is.
You may not have a lot of money. But know that nothing you are given or even achieve will
make you happy. NOTHING. Temporary happiness, a release of pressure and gratification; but
nothing that will last. No wonder so many lottery millionaires go broke again quick time.
Once you have made peace with that, continue your life’s journey and do the things you want,
be the person you are – LIVE THE LIFE that is yours to be lived. Don’t chase the chimera that is
worldly possessions, a manager’s approval or a bonus; that is unless you truly understand what it
is you are chasing, why you are chasing it and KNOWING that in itself these things will not make
you happy. Then, and only then will you be happy.

Whoever stops to think that happiness might be a
fallacy? And it is. At best, it is a temporary chemical
imbalance. It is never owning or achieving anything. Happiness
is the ultimate magic dragon.

37

Howards Storage World
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CHAPTER 4: CONCLUSION

Idealism is what precedes experience;
cynicism is what follows.
David T. Wolf
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All the myths

I have introduced many myths over the preceding pages. There are many more, but hopefully
you have begun the journey towards understanding what makes the Brotherhood function. This list
is not complete – the Magician can always conjure up another trick. The obvious response for you
would to start looking around your workplace, searching for evidence: Am I a nutter, some
disillusioned failure who could not cut it, or is there some merit to what I have been saying?
Guess what? You will find ‘evidence’ that the Company cares. Evidence of flexible work
practices and of socially responsible behaviour. You will see women occupying positions of power
and someone’s innovative idea being implemented. Of course you will find this evidence. We are
not stupid. We know that the balance of power is shifting towards the individual – that is the logical
consequence of a knowledge economy. Employees have more power and more options. If we did
not show clearly that we support those practices, we would never be able to attract good candidates
into our system.
But remember the discussion about sampling bias? What you don’t realise when you look at
the ‘evidence’ is that we have successfully removed or isolated many more people than we have
promoted for their subversive practices. We need to demonstrate that we care; but the real question
is whether we really mean it? Consider this case study. In the February 2005 issue of Management
Today, the feature article is about employee retention. The writer states that: ‘Motivating and
holding staff is arguably the toughest game in town and throwing money at employees is not going
to provide any long-term success.’ A Leader is then quoted as saying that they are ‘… determined
to create a positive environment for staff – that way they stay longer.’ The following observations
must be reasonably self-evident: We won’t pay more than we have to. We don’t believe money
solves the problem of employee-retention. Even if you think money goes along way, just believe
me – it does not. It would not suit the Brotherhood. Ostensibly ‘a great environment’ is a win-win
concept.
As always, knowledge about the true nature of these concepts must not be used to debunk
the myth. That is dangerously stupid. The knowledge about the real inner workings of the
Brotherhood is not to be used for enlightening others or to change the prevailing paradigm. It is for
you to know and others to find out.
You will not succeed in changing the way the system works. You can merely use the
knowledge to make better decisions. Decisions that are in your interest. But continue to go with the
flow. Spruik the benefits of passion and the need to add value. Attend the training course and talk
up the importance of excellence.
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Only if you understand that that is the only appropriate response, then do you truly
understand the nature of these secrets. If you try and use it as a weapon to destroy the system,
you are guaranteed to lose, because the system cannot fail. Too many people’s survival depend
on it.
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When all is said and done

Every manager has on average seven direct reports. That means each layer of successive
management in the hierarchy is seven times smaller than the level below. Did you believe what I
just said? I hope you did because it is perfectly logical – it makes sense. Except for the number
seven.
I told you earlier that I would test your C-coefficient38. Did you instantly believe the ‘fact’ that
every manager had on average seven direct reports? I have no bloody idea what the average
number of direct reports are – and have no idea where to even go look for such mind-numbingly
stupid research if it even has been done. So, two lessons here:
Don’t believe everything you read, even if it makes perfect sense. Especially don’t
believe anything that uses numbers to add a bit of gravitas to the statement. Be your own
person. Doubt things you are told. All the time! History is one long process of proving each
successive generation (and their ideas and ‘truths’) wrong. You would never be wrong if
you disbelieve everything you are told – maybe just a little bit ahead of your time.

But, having said that, it is true that managers have some number of direct reports and let us
assume for the sake of the argument that it is seven. (Or pick your own number if it makes you feel
better.) The logic holds that each layer of management in the traditional corporate hierarchy will be
smaller by that factor. The second and equally important lesson to learn here is that each ‘layer’ of
management is more exclusive than one below it by a factor of (say) seven. So, the 3rd level of
management is more important than the bottom level – let’s just call them the workers – by a
staggering number: 73 – which is 7x7x7. That is 343 times more important than the workers. How
many layers does your organisation have? How important is the CEO? How important are you?
If you are more than three layers removed from the highest Board in your organisation, you
are relatively insignificant in terms of corporate power and influence. Your impact on the
organisation is measured in terms of numbers, not in terms you as an individual. Assume you are
the State Sales Manager for a large organisation. ‘They’ might know that Jones is the State Sales
Manager, but all they are really interested in is the Sales for that particular state. However, if you
are Sales Manager for a company operating only in one state, your influence as the Sales Manager
is measured and considered at an individual level – not simply as numbers. In this organisation,
38
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Jones has an influence and impact that goes beyond sales in that state - the survival of the
company depends on it.
There is no reason to get despondent about this. It is a fact of life. In fact, it is quite useful
to occasionally help put things in perspective. What is success? One small win is certainly no giant
leap for mankind. It is not a matter of life and death, even if it feels like that at the moment of victory
or defeat. The sun always rises tomorrow - despite what you did or did not achieve. Retain a sense
of perspective – work is just that: work. There are many more people telling you that your work
should be meaningful than there are individuals who discover the meaning of life in a job.
Success is a relative, amorphous concept, you can never be sure of the fact that you have
attained it. Like happiness, there is always someone who has more of it. This relates to the previous
point. There is no finite amount of success or a point where you say ‘enough already’. You can
never say you have arrived.
Everyone craves success – it is just a matter of how much, and how you define success. To
become successful, you have to change what you are doing and how you are doing it. (The
definition of stupidity is doing the same things but expecting different results 39.) before you go and
chase success, take some time to understand what it is and think about how you really want to
approach it.
Human beings are (genetically?) compelled to live a life in accordance with their own selfconcept. It therefore makes sense to spend as much time as necessary to discover your selfconcept. It will then be easier to find the path to fulfilment. Never assume the burden of other
people’s definition of success. And don’t assume that a ‘successful’ career is the only means to
live a fulfilling life.

There are many more people telling you that your work
should be meaningful than there are individuals who discover
the meaning of life in a job.

39

Anonymous (the other one!)
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Success comes at a price. Sometimes we get so caught up in living our lives - grinding the
daily grind - that we forget to do the things that are important. Sure, earning a living is important,
but you have to make time for all the other important things too. Life has always happened at a
pace slightly faster than we felt we could deal with it. Like the guy who rides the donkey, holding a
carrot on a long stick just a foot or so in front of the donkey. The poor ass will never reach it, but it
is always so close… Life is a little like that.
Whatever it is we want, what we desire, what keeps us going, is just somewhat out of reach.
But there is a ‘man’ holding a long stick riding on your back. The solution is simple. Just say enough
already. Clichés become clichés because it is really just an overused truth. Stop and smell the
roses. Life is a journey. These clichés all try to make the point that you never ‘arrive’ in life, but
rather that you should enjoy the process of living. But it always feels like a cop-out when you slow
down and decide to pursue a more mundane goal like ‘more time with the family’. I wonder if
success and happiness are mutually exclusive? At the very least, I do know that success and
happiness do not necessarily go together. Which goal is then more important – success or
happiness? Or is it a matter of knowing what the medicine is but refusing to take it?
If you feel under severe pressure to succeed you may have a serious problem, and should
get professional help. If you are just generally a little disappointed or pissed off with your progress,
remember that doubt eventually passes. If you remain pissed off, redefine what success means.
With a bit of luck the decisions that you take turn out all right – or at least the damage is not
irreversible if you don’t get it right.
We might like to think that we are irreplaceable and that our jobs carry a heavy responsibility,
but in the bigger scheme of things it is just a job. The world will not come to an end if you miss a
deadline or happen to have to go to court because of some silly mistake. It might cost money or it
might even cost your job in the short term, but eventually you will get another and the magic healing
hand of time will give you perspective.
Success and pressure also go hand in hand, and you must accept that if you want to pursue
success. Pressure brings out the best in champions and the worst in losers. Pressure is the crucible
that forges character. Time, heat and pressure forge diamonds - as it does champions. Find the
diamond at your core – that is life’s journey.
The concept of ‘paradigms’40 is by now so over-used that we risk forgetting what it really
means, and how important it is to understand the concept. I don’t know where, but I once read the
analogy (or fable?) of the Frog that sits at the bottom of a deep well – where it was born and lived

40

T Kuhn – 1969??

©2005

153

Secrets of the Brotherhood of Managers
ever since. If that frog had to be asked its definition of ‘the world’, it would have to say it is a long
dark place with blue circle at the end. The circle changes colour for no rhyme or reason, but most
of the time it is just blue. That is the frog’s perspective – that is its world. That is the frog’s paradigm.
We often forget this – to our detriment.
How often don’t we say ‘I know where you are coming from’, but have no idea where a person
is really coming from? To what extent can most of us ‘put ourselves in someone’s shoes’ – as the
saying goes?
Can you still keep things in perspective when you are on the verge of retrenchment or in the
middle of a crisis when working on a big project? It is easy to say, but even the toughest, most
dramatic sporting contest is punctuated by a break... and a string of advertisements. When it is all
said and done, it is just a job. And not a very important one at that.

Pick a direction and run hard. There is no single right way. Some routes are just
longer and harder. Whichever one you pick, stick to it. And on other days when help is far
off – just wing it. Be confident when you aren’t, because otherwise you will be sowing seeds
of doubt. Trust your judgement and make the best decision you can with the information
you have. Act confidently; put your head down and storm ahead. Don’t think all the time.
There is a time for thinking and a time for doing. Just do it.

A job is a just a job. No matter how much you earn or many people you control, it is just
something to do that will earn you the means to make a living in the first instance. It helps if you
like what you are doing or if it is meaningful too, but you don’t have to define yourself solely in
terms of your job or a management position. It is only one part of a life that should be lived beyond
the boundaries of a job description.
Life is the path you take to your grave. It may be a steep downhill snow run, an expressway
or steep mountain pass.
Whichever road you choose might feel very important to you, but in the bigger scheme of
things it does not change the landscape. I have chosen to meander through the forest. I can’t see
too far ahead and at every crossroad I make the best decisions I can. I try to strike a steady pace
and keep a careful lookout for dangerous animals; but occasionally I also stop to rest in the mottled
shade of the blue gums.
Those who have gone before and those who will come after do not change the course of the
path. We all get there in the end. Life’s a journey – another core truth that has been transmogrified
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into a cliché. And on this journey, it is hard to really visit the truth and understand the profundity of
the impact that it would make on your life if you adopted it as a part of your personal philosophy.
But when it all gets too much… remember:


Have fun.



Don’t believe your own hype.



Have an orange at half-time.

Sydney, Australia
6 January, 2017 (ed)
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