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INTRODUCTION

GOING BEYOND
ENGAGEMENT TO GET
REMARKABLE RESULTS

Saturday mornings during the month of July in the Tasty Cater-
ing warehouse are chaotic. Crews are everywhere, waiting to depart
for their assigned picnics and special events while the warehouse and
kitchen teams are scurrying about moving supplies, loading trucks,
and packing orders. Loading crews are mostly seasonal workers—high
school and college students whose minds have a tendency to wander to
other, more fun summer activities,

T'his particular day was extremely hot and humid, even 1n the
morning hours. Steven, the supervisor on duty, was a college student
and four-year veteran of summer employment at lasty Catering. He
noticed a high school novice loading Indiana-bound equipment on a
Wisconsin-bound truck, a critical error in the catering business. lo a
novice, a truck 1s a truck and equipment 1s equipment. '1'his particular
fellow had yet to experience the terror and potential disaster of arriving

at an event without the proper food or equipment.

Steven caught the mistake, then turned to the oftender and yelled,
“Hey, stupid, I told you to put that in the Indiana truck. What is the mat-
ter with you? How dumb can you be?” An immediate hush fell over the
warehouse. Hugo Rios-'lellez, a young full-time culinary worker, over-
heard the outburst. Silently, he lett what he was doing and approached

'H

the supervisor. “Hey, Steven, number two!” was all he said as he pointed

to a poster on the wall and directed the supervisor’s attention to the list
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of company values. Steven turned and looked at the placards hanging
just above the freezers, where he knew he would find “Number two:
Ireat all with respect.”

Staring at Hugo, Steven took a second to regain his composure,
realizing he had just violated the company values, something he knew
was wrong. In response, he sought out the novice and immediately
apologized for his outburst. What those present didn’t know was that
Tom Walter, Tasty Catering’s CEO, was in the rear of the warehouse
and had witnessed the entire episode. He silently caught up to Hugo
and shook his hand, placing a $20 bill 1n 1t as he said, “'I'hank you,
Hugo.” Hugo looked down at his hand, then back at Tom. He handed
the bill back and said, ““I'homas, 1t’s my company too!”

Creating a culture that gives each employee a sense of caring and
ownership in the organization 1s a powerful tool for guiding behaviors.
Here was a young employee not only feeling empowered to care about
what was happening in another department but also teeling compelled
and obligated to speak out when he saw a behavior that did not fit
the Tasty Catering culture. Steven, likewise, listened and immediately
responded to correct his own behavior. Both young men reinforced the
culture and the notion that employees must respect each other, regard-
less of their assigned jobs. '1'his 1s what crew leaders are trained to do
when they see a violation of company values and when they realize they
have made a mistake. But what created this sort of organizational envi-

ronment? How can you unlock this in your own employees?

Moving from Engaged Employees to
Entangled Employees

Recent research has shown how customer satistaction and the resulting
financial gains from repeat, loyal business stem from emotional engage-
ment within employee-customer interactions.' Yet, organizations that
are focused on excellence and high performance go beyond employee

engagement to what we have identitied as employee entanglement.



INTRODUCTION

At first blush, entanglement sounds negative. For most people,
entanglement means being caught in a dithcult and complicated situ-
ation from which 1t 1s a challenge to escape. Well, that does not sound
like something an employee would want to voluntarily enter, let alone
something an ethical leader would want to create. However, let’s look at
the concept 1n a slightly different way.

At the core of entanglement 1s tension, which 1s the condition of
being stretched or strained, a state of mental unrest that seeks resolution
and reduction of the psychological and physiological stresses that arise
from the tension. Would anyone disagree that the mental challenges
one faces in today’s rapidly changing environment are tension filled?

We assert that entanglement can be a positwe force within organizations,
driving individuals, teams, and organizations to achieve better results
because of the tension between the existing state, the knowledge that
things can always be better, and the desire to make things better. At the
root of entanglement rests the tension between the present and the desired
future, between what 1s and what could be, coupled with the realization
that change occurs 1n the vacuum between the past and the future along
with the collective efforts of dedicated people joined by common values,
purposes, or goals. Within our research, we found eight high-performing
organizations 1n which the tension between organizational and personal
expectations for excellence and the desire to see their organization excel
drove continually better performance, outcomes, and sustainability. For
the high performers described in this book, entanglement 1s the critical force
that separates world-class from common performance, providing an orgamzational com-
petency that makes leaders among peers. 1t’s these distinctive competencies that
make 1mitation impossible and competitors irrelevant.

Comparing employee engagement and employee entanglement 1s
analogous to noting the difference between college athletes and Olym-
pians. Carrying over this analogy to for-profit and nonprofit organi-
zations, the “college athlete” 1s certainly a valued employee; however,

the “Olympian” 1s someone who could change the future of the
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organization. I'he average college athlete may be a high performer who
1s engaged, but chances are he has his sights set on a variety of other
things. Of course, part of his focus 1s on his training and his teammates,
but he 1s also concerned about classes, assignments, his social life, his
future—assuming it 1s not in sport—and so on. The Olympian, on the
other hand, has a much narrower focus. She 1s far more tuned into
achieving success at her sport, so her every action 1s concentrated on
attaining her highest level of performance. She wants—no, she needs—
to be the best, and all aspects of her life (her diet, her sleep, her training,
her tamily support, her work choices) are entwined 1n her efforts to be
the very best.

Just as the Olympian interlaces all aspects of her life into her quest
for gold (pertection 1n her chosen sport), an entangled employee does
so for the success of his or her organization and the perfection of his
or her own performance. Each decision, both within the workplace and
outside 1t, becomes organization tocused.

Entangled employees are hke Olympans. They see each encounter with
a customer (client, patient, student) or other key stakeholder (employer,
coworker, board member, owner, supplier, the larger community) as
possibly their only opportunity to make a positive impression; they don’t
wait for second chances. They interlace all aspects ot life with their quest
for personal and organizational gold. Each decision 1in the workplace
and outside 1t 1s focused on gaining the best possible result. Where an
Olympian asks, “Will this action improve my skills and better position
me to win?”’ the entangled employee asks, “Is this action my best, and
will 1t improve my organization, achieve our goals, and position us for
success?”

Hugo Rios-lellez 1s the perfect example of an entangled employee.
He has a strong personal commitment to the goals and values of the
organization. During our research, several entangled employees shared
that people outside their organizations had “accused” them of “drink-

ing the Kool-Aid and swallowing the company doctrine.” Rather than
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being msulted when charged with holding an unquestioning beliet 1n
their employer’s 1deology, they embrace the spirit of the culture. The
entangled employees are usually the first to admit that others may not

fit within their company culture. Why?

T'he following eight organizations had both brilliant leadership and a
system to create an exciting workplace. While we recognize that differ-
ent industries face different challenges, we believe we can all learn from
places where leaders create a system with the discretionary thinking
that reflects the best of what employees have to offer—in other words,
where entangled employees at all levels address problems that others
face and achieve outcomes others aspire to achieve.

These are exceptional organizations that do remarkable things. We
were energized to see the positive caring and the desire to do the job
right that exist within each of these organizations. How they meet their
challenges and foster engaged and entangled employees 1s a fun read,
one that has inspired other leaders to improve their organizations. We
think you will have the same experience.

Listed below are the entangled organizations from which we con-
tinue to learn.

* Advocate Good Samaritan Hospital, Downers Grove, Illinois

* Integrated Project Management Company (IPMC), Burr Ridge,
[llino1s

 MidwayUSA, Columbia, Missouri

* Mike’s Carwash, Indianapolis, Indiana

 North Lawndale Employment Network/Sweet Beginnings, LL(,
Chicago, Illinois

» Springfield Remanufacturing Corporation (SRC), Springtfield,
Missouri

* Tarlton Construction Company, St. Louis, Missouri

» Tasty Catering, Elk Grove Village, Illinois
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T'hat 1s one question, along with several others, that this book
answers. We wanted to know why these companies were so special 1n
the eyes of their customers, their employees, the organization’s stake-
holders, and those who would love to work for them. Let us introduce
you to the companies we studied that have an environment that leads

to remarkable results.

Moving from Entangled Employees to
Entangled Organizations

According to the Institute for Human Health and Human Potential,
less than 10 percent of the human brain 1s involved when processing
thoughts related to the task at hand.” That leaves a little more than 90
percent of our thoughts—what we've come to label discretionary think-
img—to wander. While “average” employees use a small fraction of their
mental processing capacity for work, entangled employees devote more
of their mental energies toward finding solutions to vexing problems,
such as improving the quality and quantity of what they do to serve
fellow employees, customers, communities, and constituents. In short,
entangled employees allocate and direct more of thewr discretionary thinking toward
orgamzational challenges, as Hugo Rios-'lellez and his colleagues at 'lasty
Catering do.

Within entangled organizations, an overwhelming majority of
employees think past the requirements ot their position to ways that
help the organization achieve maximum performance. This extra effort
stems from a strong, developed, and well-maintained employee-focused
culture. Leadership recognizes and rewards discretionary thinking so
often and 1n such a way that this behavior becomes commonplace.
For example, Dr. Jeffrey Oken ot Advocate Good Samaritan Hospital
(chapter 8) commented that members of the nursing statt are always
asking him, “How can we make things better for you?” The nurses and
technicians use their discretionary thinking to devise ways to improve

service, which only means more positive action toward making the
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hospital better in serving others. Within each of the organizations we
studied, we tound similar instances of behaviors that made the ditier-
ence 1n customer experiences and positive outcomes.

Discretionary thinking can be either wasted or channeled, and the
high performers we highlight in this book are masters at channeling
discretionary thinking toward small as well as large goals. One key ques-
tion that arose during our research was “How do organizational leaders
gain greater access to the discretionary thinking of their team members
or assoclates?”

Creating an entangled organization with entangled employees
at every level does not happen overnight. Entangled structures exist
because of specific actions leaders take along the way to create unique
environments that employees love and protect. Leigh Buchanan, editor-
at-large for Inc. magazine, has described how emotional commitment
has four times the power to aftect performance compared with rational
commitment.” The 11 percent of workers Buchanan described as “true
believers” are entangled employees. What would 1t be like 1t the major-
ity of your employees were entangled rather than simply engaged or,

worse, actively disengaged?

Eight Not-So-Easy Pieces

I'his book applies to all organizations, in either the public or the private
sector, whether for profit or not for profit, whose leaders want to get the
most from their people. The organizational challenge both today and 1n
the future 1s to get more of each employee’s attention and discretionary
thinking to solve the ever-rising challenges presented by an environ-
ment 1n which the pace of change 1s accelerating. The entangled orga-

nization ivolves eight critical elements:

* Having leaders who do extraordinary things
* Building an ethical organization

* Focusing all the human capital
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* Using processes to guide performance

* Increasing an individual’s selt-efficacy

* Giving employees freedom and responsibility within a culture
of discipline

* Hardwiring discretionary thinking and actions

* Guiding the transtformation process to remarkable performance

1'hroughout this book, these critical tactors have been and will con-
tinue to be conversation discussion points about organizational survival
and success. And we found that the blending of these eight critical ele-
ments created a special synergy and magnetism within entangled orgamzations
that gave rise to employee loyalty, engagement, and satistacion—mea-
sures of success akin to financial success; customer loyalty, engagement,
and satisfaction; and the etffective and etficient use ot resources. Because
employees are key to meeting financial and customer-satistaction goals,
it 1s crucial to find the best in your staff and to see to it that they are
moved from engaged to entangled.

Each chapter of the book tells a story related to one of the eight
critical elements, but as with a jigsaw puzzle, one cannot get the full
picture of an entangled organization by looking at only one or two
pieces. One needs to connect all the pieces to understand the synergy
and magnetism between and among the pieces and to align them for
maximum organizational effect.

Synergy results from the cumulative power of all eight elements
coming together, but magnetism results from an entirely different sort of
power. Physics reveals that magnetic forces and force fields exist around
bodies such as the earth. Magnetic forces help to hold the universe
together and to balance opposing forces. In short, magnetic forces
sustain relative tension between balanced objects.

We've introduced the topic of magnetism because assembling the
parts or recognizing some synergy between them is not enough. The

parts cannot be taken singularly; they must be taken as a collective whole.
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Although synergy exists in such a way that the whole 1s much greater than
stimply a sum of the parts, synergy itselt cannot describe the relationships
we found among the elements of an entangled organization.

With the entangled organizations we studied, we found that entan-
glement 1s positive tension withun an orgamzation. With high performers,
we found that magnetism exists between and among unique indiniduals
through shared values, goals, and behaviors—specifically trust and car-
ing—that builds guilds and strengthens relationships. The interviews
and archival research helped us 1dentty this quality, and the analysis
across the case studies confirmed 1it.

Fach organization we studied had its own quality—Kevin Sheridan*
called 1t magnetism—that stemmed from organizational purpose.
Similarly, each organization demonstrated the eight elements in different
ways and to different degrees, depending on their state of development.
1o make each element clear, we decided to focus on the story of the
company that best exemplified that element. For example, Springfield
Remanufacturing Corporation showed us how shared leadership within
an industrial, profit-oriented setting generated discretionary thinking
that led to performance excellence. And although every organization
operated from a strong ethical foundation, we found Integrated Project
Management Company exemplified how leaders can build and sustain
an ethical company. 'T'he other organizations we studied had equally
compelling stories to illustrate the other six elements.

Chapter 9 brings the puzzle together and discusses what we refer
to as the entangled orgamization as an integrated whole. 'This integrative
chapter describes the essential elements involved 1n hiring and nurturing
a high-performance and engaged workforce that sets out on a path to
build this sort of organizational environment.

T'he chapters within this book serve as the puzzle pieces as well as the
road map for achieving performance excellence through entanglement.
As you finish each chapter, we hope you pause to think about what you

could do, in whatever role you perform, to have a positive impact on
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the lives of coworkers, employees, customers, suppliers, and others on
whom you depend to sustain your organization and make 1t prosper.
Finally, for the benefit of academics who teach business students
about organizational leadership, structure, and related theories, and for
those leaders, consultants, and students who want to learn more about
the theoretical and empirical foundations of what we saw, we have
included support material on our website (www.itsmycompanytoo.com)
as well as 1n the endnotes. Within the realm of business, evidence-
based research exists in pockets and silos; 1n some cases, 1t 1s so heavily
anchored to a specific discipline that integration of some theories can
be either missed or ignored. On the website we frame and integrate
the theories behind the practices we observed, from which readers can
draw their own conclusions about the strengths and weaknesses of the

entangled organization.

Why You Should Read This Book

Other books may address the eight elements discussed within /¢’ My
Company loo!, but the synthesizing model of the entangled organization
makes this book unique. The entangled organization 1s clearly a
performance excellence model for the demands of the twenty-first-
century organization. In addition, our concepts are anchored to
evidenced-based management research. Our conclusions are based on
interpreting research rather than giving our opinions.

[L.eaders at all levels of a business, as well as those who teach
business subjects, should be knowledgeable and conversant on the
topics discussed within these chapters.

Senior Leaders and Executives. Getting things done through
others 1s your stock in trade, but this book gives you additional 1deas
for creating a dynamic environment in which an energized workforce
comes to work looking for new ways to delight customers or improve

your organization. Changing an organization does not take huge
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financial investments; what 1t takes 1s a major investment in how you do things,
how you structure things, and how you behave. The entangled organization is
an organizational design that can help you accomplish these things.

Middle Managers. Beyond the 1ssues of structural design and
leadership behaviors, we found eftective leaders were more concerned
with guiding the energy of others in the right direction rather than con-
trolling their organizations. '1'he entangled organization can show you
the behaviors leaders need to reinforce and support and ways to struc-
ture the work environment to keep teams and individuals engaged. You
start being a leader by leading yourselt—managing your own career
and working to enter a leadership position.

Leaders of Not-for-Profit Groups or Government Agen-
cies. Your organization must emphasize to your constituents the
socletal value you provide. Motivating others toward goals 1n an ever-
shifting and uncertain environment requires more communication and
engagement around the vision, shared values, and economic value the
organization brings to others. 'T'he entangled organization can help you
stimulate growth and achieve performance excellence on par with for-
profit companies.

Educators, Academicians, and Consultants. While we’re
confident all readers can benefit from this book’s content, the material
on the website and 1n the chapter 9 endnotes were written specifically
with you 1 mind. As business leaders and owners as well as educa-
tors, academics, and consultants, the author team saw the need to share
the theoretical foundations of our findings with the varied audiences
who teach and guide leadership and organizational science, design, or
behavior in different venues. Although the literature 1s wide-ranging, we
also wanted most of it to be readily accessible to educators and consul-
tants outside of academia who may not have access to large databases
such as EBSCOHost or ABI/INFORM. Thus, sources from Harvard
Business Revieww and others are common references. 1t’s My Company loo!

has resonated with the various audiences with whom we work, from

11
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the classroom to the boardroom. T'he book can help you guide discus-
sions about designing organizations for sustainable success 1n advanced
oraduate courses in MBA and doctoral programs, as well as with senior
leaders with whom consultants work.

Business Students. The literature related to leadership, orga-
nizational science, and culture 1s overwhelming, so what should you
read? How can you best use the limited time you have available to get
the most concise picture of critical concepts related to organizational
success? Chapter 9 and the material on the website should serve as a
foundation for your learning on these topics as well as a springboard
for additional research. A critical review of the literature should boost
your knowledge and ability to apply the elements that comprise /t’s My
Company Too! in real-world settings. We hope that doctoral students will
consider additional research into the concepts and model discussed 1n
this book, especially in the domain of positive organizational scholar-
ship and positivity. 1t’s My Company Too! can help you see the tapestry of
behaviors, thoughts, and actions that lead to the sustainability of win-

ning enterprises.

Noted statistician and quality management guru W. Edwards Dem-
ing once said that 85 percent of organizational problems were system-
related, while only 15 percent were related to people.” Based on our
experiences and conversations with leaders at all organizational levels
in varied industries, we agree with Deming’s assessment that many per-
cetved behavioral problems are really system problems that resulted 1n
such behaviors and attitudes as apathy, complacency, lack of motiva-
tion or attention to detail, or indecision. So how do you overcome these
deficiencies?

T'he eight organizations highlighted n these pages have done just
that. This book 1s about real people, real organizations, real challenges,

and very real success. 1'he subjects of this book have systems in place
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that encourage high performance. T'he leaders within these organiza-
tions support the systems and behaviors of their team members or associ-
ates who sustain cycles that continually improve their organizations and
more deeply entangle coworkers, customers, and suppliers in the process.

Regardless of the industry in which they operated, those we inter-
viewed expressed pride in the values, leadership, and reputation of the
organization in which they served. Deep respect was evident in the ways
organizational leaders valued employees and honored them through
recognition programs, compensation, joint decision making, traning,
and development. Employees shared this respect and honor through
their contributions as discretionary thinkers. While organizational lead-
ers cannot 1gnore the forces that shape the competitive market, neither
can they ignore the deep impact their leadership and the culture they
create and nurture has on the internal operations and behaviors of the
people who look to them for direction. We hope you enjoy reading this
book as much as we enjoyed the experience of learning about these

eight remarkable organizations.
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