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Managing people. This is probably the most difficult thing to master and I don’t think that I am saying 

anything new to you about it. Lately there are some good work that is published. The best that I am aware 

of is “The Seven Habits”. Excellent book, it  has excellent ideas and still something is missing. If I am to 

summarize whatever everybody knows about managing people I would summarize it all in one word: it all 

goes down to respect. All the seven habits, everything goes down to one word “respect”. You have to give 

respect and you have to gain respect. Well so far everybody is saying it, everybody agrees. How do you do 

it? Is it easy? We have to be polite, we have to consider other people, we have to listen to them even 

though they are talking not to the point and if I continue on it, it means we have to be angels. Wait a 

minute something is missing here. What is really the problem if it all goes down to why is it so difficult to 

give and get respect. What are the conflicts that block us from doing it in spite of all our good intentions? 

Let start to look on it and then you will see what is the theory of constraint says that you see a way to 

manage people even though it looks like it’s quite impossibility to take rigid cause and effect logic and apply 

it to  subject which is totally based on people’s emotions. Nevertheless let’s see whether or not it is 

possible and what is coming out of it. One thing that should come out is the conclusions of what we know. 

The conclusions of the seven habits are correct, we know it intuitively, but it should cover also the how to 

reach it, practical ways if it succeeds to do that then it is powerful if not then it is another rif-raf session 

about the motivation - all of that I am not exactly in that. So let’s start with one of the things that it is 

obvious that we don’t give or get respect. I claim that a rude form of this respect is to ignore somebody’s 

opinion.  

Ignoring someone’s 
ideas is a rude form 

of disrespect. 
 

Let’s check it by ourselves. Somebody comes to the opinion with the idea you are saying your opinion about 

it and you are totally ignored. How do you feel than? Or even worse than that - you are coming with the 

idea, you are explaining it and the reaction is nothing, ignored. How do you feel then? Lower than grass 

which means ignoring someone’s idea is a rude form of disrespect. Do we have the consensus on that? 

That’s not the big deal to understand. Now so what is the conclusion? The conclusion is, OK let’s not ignore 

someone’s idea if it wouldn’t be so simple we would have done it a long time ago because we don’t… 

excuse me most of us don’t like to be rude unless of course you are an Israeli, but that’s another story. 

What is the conflict that in spite of our good intentions and in spite of the fact that all of us understand very 

well that respect is essential in managing people and that ignoring someone’s ideas is a rude form of 

disrespect, nevertheless how come that we have a problem of doing it. For that what I want to do is to 

present you the full analysis of cause and effects that explains what is the conflict that is blocking us from 

really listening carefully or really not ignoring someone’s idea or at least not giving the impression that we 

are not ignoring. This is the first time that what I will show you is a cause and effect tree, a current reality 

tree  which is totally dealing with the human relationships, 100%, you will have to be the judge whether or 

not it is visible to use rigid cause and effect relationship even when we are talking about human relations so 

don’t agree with this so quickly look on every statement there and let judge, use your intuition, your 

experience to judge whether or not it is correct. Turn to this page, what number is it? 159 and 160. Let’s 

start to see this cause and effect tree. Let’s start from the bottom from statement #10. 

10 
When someone (the inventor) 



comes to me with an idea, I 
want to respond in the best 

way. 
                                  

When someone, let’s call him now the inventor, comes to me with an idea, I want to respond in the best 

way. Let’s assume for a minute that I am a civilized person - very doubtful assumption but let’s assume it 

for the time being - and I really want to respond in the best way. Now, the first question that I want ask to 

myself is what is the best way? What typifies best way? And I believe that there are two things that typify 

it. One is # 15 I want to make sure that I am responding in a good way. What is the meaning of a good way? 

Responding in a good way means ensuring that I do not offend the person who came with the idea, 

especially when I want to maintain a good relationship with that person.    

15 
A good response ensures I 

don’t offend 

 10 
RESPOND IN THE  

BEST WAY 
     Do you agree that this is one of the criteria of a good response? In other words if my response was such 

that I insulted the person who  came with the idea you can say maybe this was the correct response I doubt 

even that, but this is certainly not a good response. Do you agree, yes or no? So far we are OK we on solid 

ground, but that’s not enough, this is one necessary condition.  

15 
A good response 
ensures I don’t 

offend 

 10 
RESPOND IN THE  

BEST WAY 

 25 
A good response 

ensures 
improvement. 

 

There is another necessary condition the one that is written in statement #25. This person comes with the 

idea in order that we are implementing it in my response I must make sure that the idea is wrong it 

shouldn’t be implemented or if the idea is false that this false will be corrected because I must make sure a 

good response means ensuring that implementing the idea will not lead to negative results. Ignoring that 

that my response maybe was polite but not good do we get the consensus about that as well? Yes or no? 

So what do we see?  



 

I want to respond in the best way these are the two necessary conditions, but look what is coming out of 

them without a doubt in my eyes you have to decide for yourself. If I want to respond in the best way, and 

a good response, one of the criteria of a good response is to ensure there have been improvements due to 

implementing this idea. It means what? It means in my response I must make sure that implementing this 

idea won’t lead, will not lead to negatives. Do you agree? Correct? Absolutely. Now look on the other side.  

 

If I want to respond in the best way  and the other criteria is not to offend the other person it means I must 

make sure that my response will not hurt you, will not hurt the relationships. Two things that I have to do 

each one of them is the necessary condition, in other words to achieve one without the other and are 



already done badly. Correct or not? You are all agree with me even though we are talking about the human 

relationship. It is possible to reach a consensus? Fine. So far trivialities. Now let’s shift the light, the focus 

from us into the one who came into the idea, OK? Into the inventor as we call it. In other words I am 

shifting another focus to statement #45 and I am going to say something which I believe is quite generic 

about core people who have invented the idea, and by the way doesn’t have to be the big invention, OK?  

35 
Usually, the inventor is enthusiastic about 

his idea, focuses on it’s benefits and 
tends to be blind to its negative 

ramifications 
 

Invented something, an idea of what to do in our company now. I claim the following and listen carefully 

and tell you whether or not you will agree with it. I claim that usually the inventor is enthusiastic about his 

idea, hes idea -his/her - focuses on it’s benefits and tends to be blind to the idea’s negative ramifications. 

We are fall in love with it and we are then looking much more on positives that are coming out we are 

almost blind to the negatives. Does your experience match this statement? Yes or no? Yes. Good. That’s the 

case we must understand that as long as #35 exists there are two different unavoidable things that must 

stand for it and must exist in reality regarding the inventor.  

 

Let’s see the ramification one is - if the inventor did not focus at all on the negatives only on the positives, 

that means there is the good chance that there are some negative ramifications that inventor didn’t pay 

attention to it, which means that there is a very good chance that I have valid criticism that I am not in love 

yet with this idea with spot things which are  not good in it that the inventor didn’t spot it - am I right? Fine.  



 

Another ramification, unavoidable - if usually the inventor is enthusiastic about his idea and focus on its 

benefits - what does it mean? It means the inventor expects his idea to be praised by people who will hear 

it - especially those that I am going to get benefits from it, to benefit from it, am I right? Unavoidably 

almost. Unless we are dealing really with a saint. Now let’s take the two things, the two directions - one is 

about us that listen to the idea. We want to respond very good and combine it with the inventor of the 

thing. In other words, if you look on 30 and 40 at the same time - what do you have? From one hand-side, 

from one hand-side you want to make sure that implementing the idea won’t lead to serious negative 

ramifications, at the same time you do have valid criticism another words you do have things that if you 

don’t mention and I will not be handled what will be the results? Negative. Which means, what is an 

unavoidable conclusion? You want to say your criticism, because otherwise implementation of this idea will 

lead but you know so far we lead to negatives, at the same time if you combine # 20 our side with #45 the 

inventor side - what now do you get? What is #20? You want to make sure that your response will not have 

relationship with inventor and at the same time what does the inventor expect? He expects praises. What 

is now the unavoidable conclusion? You don’t want to say your criticism. If you noticed, #50 and #55 co-

exist both of them are very, very solid conclusions which means you find yourself in a conflict. Every time 

that this happens you find yourself in a conflict from one hand-side in spite of the fact that you know the 

sensitivity you feel almost obliged to say all criticism and from the other hand side God forbid, you still have 

to live with this person. What do we do now? Well, usually we compromise. Now depends on your 

personality. It depends very much on how strong are the negative ramifications that you are afraid of and it 

depends very much of how important is the subject of all of that will be your specific reaction. One reaction 

is: keep your mouth shut, OK, don’t see a thing. Sometimes you can do it especially when the one who 

comes with this not so good idea, is your boss. So you say “Uhm, uhm..” and you hope that next month he 

will forget about it.  

65 
Sometimes I choose not to 
raise my reservations and 

postpone the criticism (“Let 

 70 
Sometimes (despite my 

awareness of the inventor’s 
sensitivity) I choose to focus 



me think about it…”). on the negative 
ramifications. 

 

So it will be another fashion, another flavour of the month, it will go away and when somebody comes to 

you and you are the boss and he comes with the good idea. Now what do you do? Do you know what are 

most of us doing then? We say, ”let me think about it”. Do we think about it? Not necessarily. And then 

usually this person especially when he thinks that his idea is good will come again and then we should form 

the hip. One thing that I have learnt a long time ago, it is for me I don’t know about you I am not John Wain 

when I should form the hip  usually I heat my own foot which means you said let me think about it you just 

postponed the problem you still will find yourself in the same situation and then usually what you do? 

Usually we found ourselves in 70 which is: sometimes (despite my awareness of the inventor’s sensitivity) I 

choose to focus on the negative ramifications. What can I do? And I know already that something not so 

nice will come out of it and everybody knows it. There is a famous phrase says “There is the only one thing 

which is worse than criticism” - do you know what it is? It is cold constructive criticism. Everybody knows it. 

What is the meaning of the constructive criticism? It means that you have valid conscience and then you 

know that something will go. Let’s see exactly why if we say our negative ramifications and they exist we 

are not just talking about the nonsense. Why? Nevertheless we know that we have hurt the relationships. 

Why is it? Let’s see the exact cause and effect. For that turn to the next page. On the bottom of the next 

page stating #35, 70 and 45 are just a copy of statements that we’ve already agreed in the first page. This is 

simply continuation. But look what is the continuation. If we said that “OK we are focusing now on giving 

the criticism” - maybe directly maybe after we said let me think about it and the person came again and 

now we are telling them the criticism. For the same time 45 still is valid which means the inventor regarding 

his idea what does he expect? Praises. And you now give them criticism. The unavoidable result will be #80. 

And what is #80?  

80 
Many times the inventor 
perceives my criticism as 

unfair. 

 75 
Many times the inventor is 

unable to respond 
immediately to the criticism. 

 

Many times the inventor perceives my criticism  as unfair. I can use this beautiful thing and you are talking 

about some tiny things  don’t you realize what is the big thing here? It’s unfair. As long as the inventor think 

that it’s unfair what will be the ramification? What does they think about me if he comes he thought that 

he invented who knows what he is waiting for praises and I am telling him “Ah, this is wrong and this is bad 

and this is worse. What is his reaction? What does he think about me? I am conservative, I don’t listen, 

basically I am pig-headed, am I right? Yes or no? Yes. But wait. On the other side remember I have valid 

criticism, correct? In spite of sensitivity and choosing to say it and my criticism  is valid. What is now the 

unavoidable ramification #75 many… remember the point I valid criticism, I am saying it.  In what the 

situation was inventor? He was blind to it, he was focusing only on the good things. Which means what? It 

means many times inventor is unable to respond immediately to criticism, he even thought about it unless 

talking about his people, about people that are unbelievably quick on their feet. Most of people are not so 

quick especially when you are taking them from the left field, total supplies. Look now what must happen.  



 

If the inventor is thinking that your criticism is unfair and he is not ready to answer your criticism, what will 

come from his month? What will he say? He will repeat why his idea is so gorgeous. Am I right? Again 85 is 

avoidable then, many times the inventor keeps reiterating, restating his idea and its benefits of the idea 

and doesn’t address my criticism and remember I have valid criticism so what then happens? I am saying 

my criticism does he answer what I have said? No, he repeats what he has said before I am saying it again. 

Does he answer? No he continues to repeat it. What does my opinion now about the inventor? What is 

now my opinion? Oh he is open-minded, right? My opinion is that he is totally blocked, one check mind, 

doesn’t listen, basically is pigheaded.  

95 
Many times the inventor is 

offended by the criticism and 
treats me as stubborn and 

unwilling to listen. 

 90 
Many times I think that the 

inventor is stubborn, 
pigheaded and unwilling to 

listen to criticism. 
 

Now look what we have. What are the results. For one hands side many times the inventor is offended by 

the criticism and treats me as stubborn and unwilling to listen and at the same time I think that the 

inventor is stubborn, pigheaded and unwilling to listen the criticism. Another word what a beautiful recipe 

for excellent relationships. No wonder that we have learnt that constructive criticism is dangerous. 

Everyone noticed something? I don’t talked about a strange case I’ve talked about the usual person coming 

and now I was with full intentions to be respectful and to really go out to my way to accommodate this 

person what is the end result? How do we all combat, because if we don’t find a good solid way to 

overcome it, can we talk about respect? Remember what we said? Ignoring someone’s idea is a rude form 

of disrespect. Look the inventor is absolutely sure that you ignored his idea. You are absolutely sure that 

inventor is ignoring your idea. The exact opposite if what you wanted. Look again on this tree – have I  

manipulated anything or have I talked about the reality as is not 100% of the time only 99% of the time. If 

we don’t know sort of that like that the respect doesn’t really exist, what managing people we are talking 

about? So this is a criticism that I have on most of the things that we are talking about managing people. I 



don’t even doubt that respect is essential, I don’t even doubt that we should listen, I don’t even doubt that 

we should know how to talk back and handle the people I don’t even doubt on that but to think that 

understanding it is enough to achieve it for heaven’s sake. We knowing in reality it is a huge conflict we 

have started with I don’t even doubt about all of that and started with will, full of good will - where did we 

end it? We must find a way to break this conflict. Is it understood, yes or no? Practical way - if we don’t find 

it can you then be considered by your people as a good manager? Can you then be considered by your boss 

as a good employee? By the way when I am talking about the managing people I am not talking about just 

managing people who report to you I am talking about also managing your boss. That’s also managing 

people or managing your peers and if you noticed what we have said here is correct for your people, for 

your peers, for your boss, as a matter of fact it’s correct for your my super boss which is my spouse.  OK, it’s 

correct even when I am going to the garage and the super mechanic there have an idea how to check my 

car that have assisted some negative branches and now I stuck again because if I even offend him my God 

what he will do with my car. I really want to maintain good relationship with this person. It’s everywhere. 

Look this two-page tree that you have seen - if you noticed is a little bit different than the trees that I have 

shown you before. This tree embeds in it in the first page - the cloud. The cloud is part of the tree. This is 

essential when you dealing with very sensitive issues because otherwise you will offend. From that in the 

second page we have reached logically why as long as the conflict exists, why the negative ramifications are 

unavoidable. In order to prove it we had actually to explicitly state the assumptions that we actually 

invaded in the cloud and the assumption therefore, the assumption of the cloud actually appear in the 

second page. So let’s look on it in order to have what must we do in order to break the conflict because 

otherwise we cannot get and receive respect because otherwise we cannot manage people. Look on eighty. 

Look on #80 - what do you have there? Remind yourself very well the inventor is really expecting praises. 

He is really expecting from you acknowledge of his idea. As long as he doesn’t hear it from you, he doesn’t 

listen to anything else which means we already know how our criticism should start. You must praise the 

idea. I probably start with something that I call plastic politeness. Let me explain you a little bit more. You 

see here I am a little bit sensitive because I am an Israeli and usually working with non-Israelis. This is really 

problem in the communication here because of the language. Hebrew is a very direct language. You say 

what you mean. Most languages are not like that. For example if you say in English “This person is not too 

smart”, what do you mean? If I have to say the same phrase in Hebrew I would have to say something that 

when it is translated were two words the translation wouldn’t been “This person is a half an imbecile”. Of 

you say in Hebrew this person is not too smart the meaning is this person is smart is not over smart. Of 

course when you are translating from Hebrew to directly English you become a little bit aggressive and rude 

and so on. Most praises of the idea that I am hearing I am treating it as plastic politeness. Only idea is very 

nice but kill it. Oh, come on. What is the meaning of praising the idea? Praising the idea means when I really 

know when it is real when somebody is telling me summarizing - what are the negatives that this idea is 

supposed to solve only then I know that it took my idea seriously - let’s see the whole sentence then: “ The 

best way to praise an idea is by summarizing its resulting benefits.” And resulting benefits means what? 

You have to list what are the negatives that exist now that this idea will solve and because of it what would 

be the benefit?  

The best way to praise an idea is by 
summarizing its resulting benefits. 

 

To say your idea is very nice is nothing but when you arguing the summation of the problems that will be 

solved and saying will be solved by the idea - now the inventor knows you have listened to him. Now the 

inventor is ready to listen to you, not happy but ready. What should we continue with?  Look again on the 

tree, look again on the tree on the pages 2 and 3. What is the other side? It’s not only the inventor is 



willing, he is waiting for praises, there is something else that was there which is the inventor is not ready to 

answer the criticism. He is not prepared for it, he hasn’t thought about it which means the second part of 

reaction should be to prepare the inventor for criticism. And the question starts to be how to prepare 

somebody to criticism? Well when are you prepared for the criticism? When you know exactly the cause 

and effects that connect your idea to the negative as long as it’s not clear in your mind the cause and 

effect’s relationships that connects your idea to the expected benefit you are not ready. Which means, let 

see now the full sentence: “The best way to prepare for criticism is to understand the detailed logic that 

connects the idea to the probable negative ramifications.”  

The best way to prepare for criticism is to 
understand the detailed logic that 
connects the idea to the probable 

negative ramifications. 
 

If we know the huge part of the negatives in the relationship came from the fact that the inventor  “was not 

ready for it”. What should be the heart, the meat of our criticism? To make it ready for it. We have to give 

him not just our concern, we have to give in the entire logic, the entire cause and effect logic of how do we 

feel that his idea will lead to the negative - do we know how to do it? Do we know how to do it? If the 

answer is no, here is what to change. Is it understood? So let’s see what is the procedure that will help us to 

do that? Here I don’t think that there is a big problem. As long as you know that that’s what you have to do 

you will listen more carefully to the idea because you have to summarize now what are the other negatives 

what will happen if the idea will be done positively, OK, which means you have to listen really, that’s fine, 

this is the list this can be summarized - we know what to do it as long as summarize concern we know how 

to do it.  The meaning what we reached - rigorous cause and effect relationship we feel ourselves in a field 

which we were not feeling too secure, so let’s go step by step on the procedure that will enable us to do it, 

not so big.  

1. Write concisely the negative 
ramification that you see. 

 

First step: “Write concisely the negative ramification that you see.” What I mean is the following: many 

times I am getting criticism on my ideas such as “It’s not good, I don’t feel comfortable with it”. Now what 

do you want me to answer on that? OK. He has to be exactly what are the meaning that has come and 

don’t give it to me somewhere in the sky “The future of our company will be threatened”. How? What? 

What are you talking about? Let me use an example to illustrate each one of these steps and become much 

more tangible and in order to take a case where all of us are familiar with, all of us means thousands and 

thousands of people behind this camera. I will use the case which we are all familiar with because we are 

talked about it two weeks ago. The only time so far that we have talked about a concern about an idea we 

called it “negative branch” was when we have dealt with a marketing and we were talking about a specific 

solution if we called the solution that we dealt with was the solution for the shops and the idea was let’s 

offer our merchandise to shop in a little different way we are not going to impose them on the large 

quantities, we are going to give them very quick replenishment and we are going to give it on consignment 

terms. What a beautiful idea and of course then came the negatives, wait a minute “the yes but…”. Do you 



call “the yes but…”? so let’s take the other negative that we are talking about which was the negative that 

we were afraid was verbalized as our company display share in the shops will decrease.  

214 
ABC’s display share 

will decrease. 
 

This is the meaning of explicitly saying the negatives. Is it understood yes or no? it’s not “I don’t feel 

comfortable  with it” and it’s not “ Oh, our sales will go down” it’s something very explicit - that’s not 

enough. By the way you find out many times that when you sit down you said “let me think about it” you 

have time now and you sit down and say “wait a minute” that’s why explicitly what is the negatives why do 

I feel that this idea is not good. We find out it takes sometimes time to write explicitly what is the negatives 

why do I feel that this idea is not good we find out it takes some time to write explicitly the negative by the 

way many times you have more than one you will be amazed that at the beginning you have thousands 

then you will find out you will never have more than three, OK. But to write down exactly the negatives is 

not so simple. You have to do it.  

2. Write concisely the part of the idea that 
triggers the negative ramification. 

 

Then comes the second step. The second step is sometimes not easy at all. Second step is: “Write concisely 

the part of the idea that triggers the negative ramification in your mind.” Remember many times an idea of 

the inventor has many, many facets. If you just talk about the negative and you will not tell which part of 

the idea causes this negative let them all… let them to figure it out itself. It’s very difficult sometimes. This 

is not preparing him to answer your criticism. For example in our case with the shops with display thing the 

negative of the idea is something that the inventor have said, not something that you derive from what is 

said, something that the inventor have said when he describes his idea were something like shops have 

more available cash due to that we afraid of the negative ramification.  

152 
Shop has more 
available cash. 

 

At that stage what do we have? We have “the yes” the idea and “the but” - the negative ramification. But 

look what is usually when the consequence if we put it as a cause and effect relationship. What do we 

have? This picture, now we didn’t allow ourselves listen to it.  



 

If shop has more available cash then unavoidably our company display share will decrease. Do you see the 

connection? I call it “transatlantic arrow”. Yes there is a logic, but this logic is so remote how you can 

expect from the inventor to understand? How did you invent from here to there? And as long as that’s 

what you will present what will be the response of the inventor? He will repeat how good is his idea. He  

doesn’t know where it is coming from. What do you do now? It’s obvious that we have to put more meat, 

you have to step three.  

3. Complete the sentence:  
IF (the bottom of the arrow)  
THEN (the top of the arrow)  
because… 

 

Look on step three: “Complete the sentence: IF (the bottom of the arrow) THEN (the top of the arrow) 

because… If… let’s see it  - if the shops have more available cash, our company’s display share will decrease 

because and something will come out from your mouth, something like because shop sells other brands 

that do not give consignment terms.  



 

As a matter of fact what we have to do is to say loud even if there is nobody in the room - please try to do it 

first of all without the inventor in the room, OK.  You say if… then loud and then you found yourself giving 

explanations you will see why. You said these explanations. Now listen to what you have said and 

summarize it. Usually what we find out you have talked more than one item.  For example in this case once 

you five the verbal explanation most probably you will find out that in your verbal explanation there are 

three points.  



 

One was shops sells other brands that do not give consignment terms. The other one was shop might use 

cash surplus to increase other brands offering. And the third one was shop has limited display space. Do all 

see that these three phases are connected and explaining the cause and effect relationship which appears 

on the right? But right now what is the connection’s associations?. They belong to the subject that’s not 

good enough if you want the inventor to understand you. We have to turn this overall picture into rigid 

cause and effect. They fit, they belong - show me exactly how. Show me exactly how they belong. So now 

let’s go to step four. This gives us the rule of how to turn such a thing into a rigid cause and effect. And the 

rule is step number four. Please. OK. May I? The rule is: ask yourself does the statement that you now 

composed one of these three statement each one of them does it currently right now fully implement the 

idea, does it currently exist? If the answer is no, it means what? It will exist only after you implement the 

idea which means where does it belong? After you implement the idea, it belongs here, in the middle. If it 

right now exist. It means it is the supporting evidence. It’s not something that will come from the idea it’s 

something that exists just now. Let’s see, for example, shops sells other brands that do not give 

consignment terms, does it exist right now? Hello? Yes. That’s reality now. Shops might use cash surplus to 

increase other brands offerings.             

 

 

 

 

                 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Who has cash surplus now? Shop has limited display space. Does it exist now? Yes. Now we know 

this has to go inside (210). 

The one that does not exist now, when you put in between. Look now at the logic. Look if it makes 

sense to you: if shop has more available cash (152), then shops might use cash surplus to increase 

other brands offerings (210). If they will use other cash surplus to increase other brand offering, 

then our display space will go down (214). See already that it is much, much clearer than before? 

But now let’s take the other two. The other two that we felt belonged to the thing (202 and 210). 

Remember, they do not belong here (152 and 214). Where do they belong? A supporting evidence.  
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Shop sells other 

 brands that do not give 

consignment terms 

214 

ABC’s display 

share will decrease 

210 

Shop might use 

cash surplus to 

increase other brands 

offerings 

212 

Shop has limited 

display space 

 

152 

Shop has 

more available cash 

212 

Shop has limited 

display space 

202 

Shop sells other 

 brands that do not give 

consignment terms 

 

210 

shop might use 

cash surplus to 

increase other brands 

offerings 

214 

ABC’s display 

share will decrease 

152 

Shop has 

more available cash 



Look now, what is the result. Let me explain. If shop has more available cash, and we know that 

shop sells other brands that do not give consignment terms, then unavoidably shops might use cash 

surplus to increase other brands offerings. And if that’s what they will do, and we know that the 

shop has limited display space, then unavoidably the result will be that our display space will go 

down. Have I made myself perfectly clear? That’s  a difference between inventing explanations on 

the fly, and then in half an hour you departed as enemies, but at least now you understand what you 

wanted to say, or working in it like that, because the minute it is presented to the inventor, because, 

remember, the first thing that you’ve done is to summarize the negatives that this idea is solving. 

When you present this to the inventor, the inventor knows you are not talking nonsense. You have 

the point. More than that, your logic now is so precise that he knows now how to address it. And 

what is the addressing here? For example, “ah, you are right”. We have to demand from the shops 

before we give them the conditions that they will guarantee minimum space. If that  

happens, now what happens? Is the negative trimmed? Yes. Due to what you have said, you have 

done your job. Your response was good. What does inventor think of you now, after you’ve done 

such a thing? You have listened to him, you put your mind into it, and you helped. As a matter of 

fact, next time when he has an idea, you are the first candidate for him to come and check it with 

you. Am I right, yes or no? Look what a beautiful solution it is to this conflict, because we have got 

much, much better chance now that the idea will not lead to negative, and at the same time, we 

enhanced the relationships. By the way, do you know what happens when the idea is balooney? And 

there are some ideas like that as well. And you do exactly that, and now comes the negative 

ramification. Do you know what the relation of the person is then? He looks at that, he accepts it, 

and then he says: ‘Let me think about it.’ Don’t let it then off the hook. Say: ‘You are right, but we 

should address the negatives that you would try to address, they still exist’. Do you understand what 

I am saying? He still goes out positively. Is it understood, yes or no? That’s essential. You must go 

out positively. And not based on plastic politeness. I am not polite. Do you know how to manage 

people? Maybe. Is it understood, yes or no? Fine. What I am suggesting now is: let’s exercise. Yes, I 

am going to give another example. You are the one who writes it, because if we don’t exercise, 

nothing is left. Look, the story that I want to give is not regarding somebody who comes to you, and 

you have to respond, because you are the boss, but something much more horrible. Your boss comes 

to you with an idea. The idea of not to give some criticism, but the idea that you think is idiotic, to 

say the least. Where should we take such a story that we all can relate to?  

 

 

A STORY 

 

 

Once again, I am going to do such a thing. I will take a story that relates to one of the sessions that 

we have done before. And this time I will take the story from the project management. Now, try to 

imagine the following: You are an engineer, working in the department that develops new products 

for a fine company. OK? You are good engineer, not that you are the key on the block. Yesterday the 

Director of engineering came with a gorgeous idea. I don’t know where the hell he took it from. 

Maybe, he read it in some book, maybe he went to some seminar. He came with a gorgeous idea. 

And you know, what the idea goes down to? That we, engineers, have to cut our time estimates to 

one half! What a cocky idea! I have a problem with it. I will tell you why. I have a reputation, and I 

work for many years to get this reputation. I am a good engineer. When I give an estimation for my 

task, I am not treating it lightly. I am thinking very prudently about what can be wrong and so on. I 

am giving a real reliable estimate. And even with all that sometimes I have to work nights, in order 

to finish on time. Really, and I have developed a reputation of being very reliable. Now my boss 

comes with that idea, to cut my times in half! And now what am I supposed to tell my boss? To tell 

him to go fly something?..He is my boss. How do I tell him my criticism? That, on one hand side, to 

correct his idea that will not lead to some negative ramifications and, on the other side, maintain the 

relations. Do you see that I am here between the rock and a hard place. This time it is you. You are 



an engineer. Write in the book, find a page, which is half empty, write in it, first of all, what is the 

negative that you are afraid of. Choose one. This is the step one. But write explicitly what is the 

negative, because you cannot go to the boss and say: ‘The negative is this, and the idea is idiotic’. 

That’s not the negative. Write an explicit negative. Don’t be afraid that the negative is something 

that happens to you, not to the company. Take your time, write it.  

 

Not a story, a sentence. One sentence.  

Fine. There are many ways to say it, depends also how do you portray yourself as an engineer. Let 

me show what I have chosen as the negative in this case. The negative may be: 

 

 

I will be considered  

an unreliable engineer 

 

 

I will be considered an unreliable engineer. And this might come out, and for me it is very 

important, because I work many years to get the name that I have. My reputation of being extremely 

reliable. Fine, what is this section of the idea that causes the negative? Remember, how important it 

is to mention it. Why? Because in your mind there is only one thing, which is “Cut my time 

estimate to half”. The inventor, your VIP, your Director of engineering who came with the idea. He 

talked for three hours. He mentioned many things. Do you think that he said only to cut the time in 

half? No, he did not. That is why it is so important to write down which portion of the idea that he 

said is the source for my concern. In this case it will be:  

 

I cut my estimates in half 

 

 

I cut my estimates in time. That what bothers you from all the aspects of his idea. So far, it is OK? 

Everybody can relate to it? Look again now what will happen. If we say I cut my estimates in half, 

then I won’t be considered 

 

I will be considered an unreliable engineer. 

 

 

 

I cut my estimates in half 

 

 

 Can you imagine that in the eyes of your Director of engineering that will be considered a 

Transatlantic arrow? Fine. Now, try to do the following. Try to give yourself an explanation of why 

you think this will happen. Then write it in few sentences. Each sentence should contain one part of 

the idea. OK. And then use a rule of “does it exist right now or not” in order to construct the 

negative branch, the logical cause and effect. Then present your argument. Please do it now. You 

know what? Do it slowly. First of all, just write down on the side what are the elements that you 

have to add in order to prove your point. Later, we’ll find out about how to put associative thoughts 

into rigorous cause and effect. So, on the side write down what are the elements that you will be 

using in order to explain that if this will occur, than this will unavoidably occur.  

Some are writing, some are even thinking. That’s even better.  

(Comes to one fellow in the auditorium). Says: ‘That’s one. That’s good. Try to write one more.’ 

(Comes to another fellow in the auditorium). Says: ‘Try more’. Picture yourself explaining it to 

your boss. Then more than one phrase will come out. Usually what is missing is more than one 



phrase. (Comes to another fellow): ‘Not enough. Not enough. You flew it.’ (Comes to two more 

fellows): ‘Good. Ok.’ Ok. Stop, please, please. Thank you. Was it easy? Nope. Which means that if 

you do not prepare yourself upfront, how do you think you will present yourself to your boss saying 

that he is a fool whatever. Have you noticed? We know it, we feel it, we are furious about it. When 

we come to explain it, we have not been trained to do it! We’ve now been trying to do it. Oh, we say 

many things, many things that do not even belong to that. OK. Let me show you once again. It is 

personal. It is where I am coming from. Let me show you what all phrases that I put, that I thought 

belong directly to that connection. According to the story that I tell you. Let’s look at these phrases. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

I said that (repeat boxes 1 to 3 on the left). Do you agree with all of that? That this relate to this 

Transatlantic cause and effect? (Auditorium agrees). And I didn’t put that it would cost more to our 

company, because it wasn’t part of that. These are excuses that I am trying, because I do not know 

how to do my argument. I am starting to fish around. These will all belong to it. This will take some 

time until our mind become so disciplined, but remember: ‘Don’t do it on the fly, not until you are 

really trained.’ Unless you want not to become a kamikaze. Now I am asking you the following. Try 

that. If you want to build a rigorous cause and effect. Remember, I asked you which one of the 

statements exists right now, or will they exist once we implement this cocky idea of cutting the 

times in half. If it exists right now, it means it comes from the side. If it doesn’t exist right now, but 

it will exist if we implement our boss idea, then it comes inside the arrow. Is it understood? OK. Do 

it. With that (points to the left three boxes on the Chart). You can talk between yourself as well. 

(walks around, comes to one fellow); ‘How is it going?’ Fellow: ‘Well. I feel like engineers that are 

very late with their tasks are considered unreliable. That shouldn’t be on the left. And the other two 

should stay on the left.’ Speaker: ‘Well, right now, the engineers that are late are considered to be 

reliable? Right now? Before we get to the idea”. The fellow: ‘No’. Speaker: ‘No, which means 

engineers that are very late with their tasks are considered unreliable. Today. So it has to still remain 

on the left.’ Fellow: ‘OK.’ (Coming to another fellow): ‘How are your bananas?’ (Writes something 

in the fellow’s book): ‘Ok. This and that together. Let’s do it like that.’ (Comes to another young 

fellow): ‘Not so easy, yeah?’ (The fellow laughs). Everybody feels that whatever you wrote is 

perfect? (Laughs in the auditorium). Not even close. Do you understand to what extent it is our fault 

when we give criticism that will trigger this reaction. We are so unclear, that we are even unclear to 

ourselves. How can we expect that the inventor who is not focused on  that will understand what we 

are talking about. Let’s go step by step. Let me ask you. For example, engineers who are very late 

with their tasks are considered unreliable. Does it exist now? I will ask it in a different way. Are 

I am almost certain I 

will be very late with 

my tasks. 

I am not sure that the 

current estimates are 

enough. 

Engineers who are 

very late with their 

tasks are considered 

unreliable. 

I will be 

considered an 

unreliable engineer 

I cut my estimates in half 



today engineers that are very late considered reliable? No, which means that this statement: 

‘Engineers who are very late with their tasks are considered unreliable’ is the situation right now. Is 

it understood? Which means it has to stay on the left. It will come from the side. Second: ‘I am not 

sure that the current estimates are enough’. Is it correct now? Yes, because sometimes I have to 

work nights before the end in order to make it right. Is it correct now? This has to stay on the left. 

How about this one: ‘I am almost certain I will be very late with my tasks.’ Does it exist now? No! I 

am so proud of the fact that it does not happen to me almost. When will it happen? If you force me 

to cut my estimate in half. Which means this one should go in the middle. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The other two should support. Look what is coming out now. Let’s read it and see that even the 

most pig headed boss will understand that I have a problem. Look, suppose that I do what you say 

and I cut my estimates in half. Now we know that we are no sure that the current estimates are 

enough. Now what is the unavoidable result that will happen? There is a very high chance that I will 

be very late with my task. Correct or not? If that’s the case, and we all know that in our company 

engineers who are very late with their tasks are considered unreliable, and now I will be very late 

with my task, what will happen? I will be considered an unreliable engineer. No wonder that I do 

not like your idea. Does it make sense? And if you come like that to your boss, does he think that 

you are pig headed? Nope. More than that. He now understands that unless he takes care of this 

negative, he will face enormous resistance. If you keep your mouth shut and not collaborate, what 

have you made? You made your boss very frustrated. That’s all. But he does not know what to do 

because he does not know where it is coming from. Is it understood? Yes or no? What I wanted to 

show you, is a few things. One is: it is not so easy to give respect. Here is the person who comes 

with the idea. The idea is correct. We are saying: ‘Hwe.’ We don’t explain why. He hates us, we hate 

him. Beautiful! What a nice world. Second thing that I want to show you is: even on the things that 

we are absolutely sure, when we try to convince somebody else, when we try to show it in a very 

rigorous logical way, we are not prepared for it. Look, I gave you seven minutes. How many come 

with something, which is polished? Few, but not many. This needs training. Not so difficult, if 

you’ve noticed. So, once you see you have an example in front of your eyes, it is not so difficult. 

For heaven’s sake, until you are really good, don’t do it on the fly. Do you know why I am saying 

it? Because usually we do give criticism on the fly. Then we wonder that our people think that our 

span of attention is 10 seconds, that we are under the impression that our boss’s span of attention is 

10 seconds. That’s essential. If we do not do that, we are violating the most important thing: we do 

not give respect. We do not command respect. And, remember, what’s the meaning here. You want 

respect, you want to give and get respect, this means work.  

 

Respect 

I am almost certain I 

will be very late with 

my tasks 

I am not sure that the 

current estimates are 

enough 

 

I will be 

considered an 

unreliable engineer 

 

There is a very high 

chance that I will be very  

late with my tasks 

I cut my estimates in half 

 



 

It is not just like “Listen! Be polite”, it is work. We have to use the thing between our ears for 

something better than just the wind to blow from one side to the other. Excuse me, but that’s not 

enough. It is far from it. And the other thing that really means respect. And we know where they 

are. The seven habits that are superb that gave us all the points. One of the things, which is now so 

much promoted and for the right reasons, is something called ‘empowerment.’ You probably heard 

it one hundred times. Why? Because not empowering the person is a proof of disrespect.  

 

Lack of empowerment is 

proof of disrespect 

 

Why don’t you empower your person, people that report to you. Because they do not know how to 

do their job, because they don’t trust him. At least on that subject. What did you say? You are 

disrespecting at least on that subject. Is it understood? Yes or no? Let me repeat it again: ‘Lack of 

empowerment is a proof of disrespect’. I am not saying that now we have to empower everybody to 

do everything, because there are certain things that he does not know how to do. But how do we go 

correctly about empowerment? What is the thing that kills empowerment? And let me tell you what 

it is. Let’s look at ourselves. Suppose that you are placed in a situation where on a particular 

subject, you have full responsibility. You are responsible to deliver this and this to the full result. 

But when you come to do it, it comes out that some of the actions that are absolutely needed in 

order to achieve the results, you don’t have the authority to take them. Do you feel good? And under 

such circumstances when you have when you are placed under misalignment between your 

responsibility and your authority, your boss is saying: ‘Empowerment’. What is now your reaction 

to that? Leave me alone with these empty words. Am I right? Let’s understand something. As long 

as we have, we are putting people in the organization under 

Lack of empowerment is 

proof of disrespecting 

 

As long as we put people under 

misalignments  

between their responsibility and 

their authority, empowerment 

deteriorates to lip service 

 

misalignments between their responsibility and the authority, empowerment deteriorates to lip 

service. Nothing more. My problem is that from my experience now in an average organization 

every person on average is under seven misalignments between his responsibility and authority. And 

most people are totally blind to it. And let me prove to you to what extent. For example, ask 

yourself, do you have in your job some misalignments between your responsibility and your 

authority. Yes or no? And the answer is, almost everyone will say: ‘Yes.’ But if I ask you a different 

question. Your people, do they suffer from misalignment between their responsibility and their 

authority, most people will say; ‘Noo..’. It is only me. I am alone who is perfect. But everyone is 

saying that. That is why I call it the dubious misalignment, because we as the bosses, are almost 

blind to it. We as lieutenants are very aware of it. As a matter of fact, even CEO feels the same. He 

is responsible for the bottom line, and he does not have the authority to dictate to his client or to the 

Board of Directors.  

 

  



And he is blamed for the results. Everyone feels it. If there are so many misalignments there are 

three questions that are essential to answer otherwise empowerment is just lip service in other 

words we don’t feel that we are respected. We are feeling that we are not empowered which 

means we are not respected. Is it understood? Three questions. The first question is: “How to 

identify those dubious misalignments?” 

1. How to identify those dubious 

misalignments? 

Remember what I have said? I claim that on average every person in the organization has under 

seven misalignments between the authority and responsibility how are we going to identify all of 

them? For Heaven’s sake do me one favor don’t  start by defining precisely the job  description 

and going over the job description of every person and defining exactly the authority and exactly 

the responsibility that one shouldn’t have done it but if that’s the way that are going to correct 

this problem see you at about 20 years from now with a lot of problems, OK. How can we do it 

so it becomes part of life and it does not require all task force how can we clean the system all 

the time because remember the system our system is alive situation are changing and because of 

it has to be ongoing and not a task force and not consultants  but something engraved  in the way 

that we managed. Identifying this dubious misalignments once we identify them there is another 

huge question that we have to answer. What is second question? It is: “How to correct the 

misalignments?” 

1. How to identify those dubious 

misalignments? 

2. How to correct them? 

 

This is not easy at all. So many times if you shift the line of authority for one person what have 

you created? A misalignment for another person so it might be that’s here the correction will be 

worse than the position that we started from. It’s not easy at all to answer this second question. 

But the third question is even worse than the other two, which is: “How to do it without the 

grievance of a job change?”      

1. How to identify those dubious 

misalignments? 

2. How to correct them? 

3. How to do it without the grievance of a 

job change? 

What we all have to burn in mind is something very important: we are managers which means to 

some extend we love power. Do you think that all people love to have more authority? And the 

answer is no. And when you are expanding the authority you will say: “Ah, now I have to do that 

as well, you have change my job, you don’t give me more money, I don’t want to do that.”  Is it 

understood, yes or no? Three huge question. “How to identify these dubious misalignments? 

How to correct them?” And “How to do it without the grievance of a job change?” If we don’t 

have practical power for solution to these three questions empowerment become lip service and 

with it your ability to manage cannot be significantly increased.  How do we answer them? Do 

you want to know? Fine after the break. 

So, how do we find the misalignments between the responsibility and authority? What I am 

suggesting is to use something which is very prevalent. Fires.  A person comes to you with a fire 



it demands an immediate action or a decision from you. Does it happens? As a matter of fact 

many managers claim  that more than half of their time is devoted to chase out fires. Some others 

are saying it in different way. They say that as the managers they have the feeling  that they are 

in the swimming pool full with ping pong balls trying to hold all of them under water. Let’s look 

on the fire. In other words a person comes to you, comes to his boss and asks for immediate 

action or immediate decision. 

A person comes to his boss and asks for an 

immediate action.  

 

What does it have to do with misalignment between the responsibility and authority? Everything 

and for that let’s ask ourselves just two questions. First question is: “Why does the person 

come?”     

A person comes to his boss and asks for an 

immediate action.  

Why does the person come? 

Why did he come? And my only answer is because the “fire” is something under his 

responsibility.  

[01:15:05] 

If it is not his responsibility why did he come to you? Maybe because  he has pain in his neck, 

OK. But I am talking for the usual case. He came to you because something is under his 

responsibility. Now let me ask you another question: “Why does the person come to his boss?”    

A person comes to his boss and asks for an 

immediate action.  

Why does the person come? 

Why does the person come to his boss? 

Because he thinks that his boss is a genius. No. Why does he come to his boss?  Because the 

action that has to be taken is not under his authority. Every time that the person comes to his 

boss and demands an immediate action or immediate decision it’s the clear indication that for 

that person on that subject there is a misalignment between his responsibility and his authority. 

Clear indication. Does it make sense to you?  Now the question starts to be fine, how do we 

pinpoint this misalignment? How do we know exactly where is it that responsibility and what 

detail the responsibility is not matched by the authority and I think that this is not so difficult to 

find. Why? The person is definitely in the conflict. It is a conflict between his responsibility from 

one hand side that demand him to do something and the authority that didn’t allow him to take 

the action whatever we have a conflict what do we do? We are all compromising or what is 

compromising our lieutenant taken in this case? He came to us and by that covered is back part, 

at least it all us or it’s our problem. But if you really want to pinpoint this misalignment, why 

won’t we put our attention to see exactly the conflict that this lieutenant is… had been put in. 

This conflict will tell us explicitly what is the misalignment? The question starts to be how do 

you write the conflict? The conflict precisely written we call a cloud. How do we write the 



cloud? Well, let me show you how to write the cloud. Very simply, very easily what you have is 

actually just to answer five questions. Let me show you and I will demonstrate it on a story. 

A story 

So it will not be just you know words but you see immediately how to apply it. So let me take a 

typical story of a fire. Suppose that and you have this story in your book, suppose that the 

lieutenant is in charge of shipping to a clients is in charge of a shipping dock and he comes to 

you and said, “Listen I have to ship this thing today to this client. My problem is that I don’t 

know to which of the warehouses of the client because this client has one warehouse in that place 

and another warehouse in exactly opposite place, and I don’t know where. The account manager 

of this client is unreachable for the last three days, I cannot find him and today is the last minute 

that we can ship. Now what do I do? Typical fire. Usually what do we do? OK, we try to find the 

account manager whatever, but we don’t use this incident in order to find what is the 

misalignment that exist all the time, concrete misalignment between the authority and 

responsibility of the person in charge of the shipping dock and remove it once and for all and if 

we don’t do it whenever it reality is clashed with this misalignments we get it coming to us and 

coming to us and coming to us and then we feel very important but this person is not 

empowered. How do we find now on this particular story of the misalignment. I wish I would the 

generic process I will demonstrate it on this specific story. Let’s have the cloud. 

 

Everybody remembers the diagram of the cloud? The common objective, the two leads, the two 

prerequisites that are in the direct conflict to each other. How do we construct it for this case? 

What you have to do is to answer five questions. That’s first of all start by filling this box and in 

order to fill this box, the question that we have to answer is, “ What need of the system is 

jeopardized by the “fire”?” 

B.  

What need of the system is jeopardized by the 

“fire”? 

In our case if we don’t do a thing and because of it the shipment will not be going today.  

[01:20:03] 



What need, a generic need of our system of our company will be jeopardized? The answer is 

obvious, the answer in this case is “The client’s orders fulfilled on time”. 

B.  

What need of the system is jeopardized by the 

“fire”? 

 

B 

Client orders fulfilled on time. 

If we don’t do a thing about it, a client’s order will not be fulfilled on time. He was waiting  

already for the last minute to catch the account manager and couldn’t find him. This is the need 

of the system that is going to be jeopardized which means in the cloud the need of the system - 

one of the two needs - is client’s order fulfilled on time. Now what you do is you answer the 

question that enable you to fill up the D prime and the question is: “What “rule” prevents the 

lieutenant from putting out the fire?” What rule of the organization and I don’t care if this rule is 

written anywhere, OK, but it still a rule nevertheless.  

D
1
  

What “rule” prevents the lieutenant from 

putting out the fire? 

What rule prevents the lieutenant from putting out the fire himself without asking anybody. In 

our case of our example the rule is “Only the account manager calls the client” nobody else do 

you know about such rules? Many companies have such a rule. 

D
1
  

What “rule” prevents the lieutenant from 

putting out the fire? 

 

D
1
  

Only the account manager calls the client 

 

This is what you write at D prime. This is now the situation.  

 



Now what you do you fill up D how do you fill D you write: the lieutenant breaks the “rule” and 

then check whether or not if he breaks the rule  will the need be satisfied?  

D 

The lieutenant breaks the “rule”(check if it will 

put out the fire) 

 

 Let me demonstrate it in this case. What is the meaning here“ the lieutenant breaks the “rule”? 

the meaning is the lieutenant calls the client. Of course it by that broke the “rule”. Remember 

what was the rule?  The rule was only an account manager calls the manager. 

D 

The lieutenant breaks the “rule”(check if it will 

put out the fire) 

 

D  

Lieutenant calls the client. 

Now you put on the cloud and you ask yourself if the lieutenant calls the client. Will then the 

orders be fulfilled on time? Will this order go on time? Yes, fine. This is the internal check. 

 

Now, and only now you go to fill C and C is filled by answering the question “What need of the 

system is protected by the “rule”?” 

C 

What need of the system is protected by the 

“rule”? 

The “rule” is not idiotic. This rule out in the blue “only an account manager calls the client”. It’s 

not idiotic at all. It was placed in the organization not to protect a need a different need. What 

need does it protect? One contact point for the client.  



C 

What need of the system is protected by the 

“rule”? 

 

C  

One contact point for the client. 

We don’t want the three different people will talk with client, each one will tell them something 

else, the client will become confuse and he will blame us for that. We have done a pure job 

continuity - exactly, OK, do you understand it? Do you know what happen when seventy 

different people in the company talk with the client? It’s the receipt for the disaster, OK. Fill in 

up and C. 

 

 Now this is situation. Now examine carefully the two needs. Both of them are very important, 

both of them are very legitimate. One need is “client orders fulfilled on time” legitimate need. 

The other one is “one contact point for the client” legitimate need as well. Ask yourself what to 

put here how answer the question what is the lowest objective of the two needs? 

A 

What is the lowest objective of the two needs? 

What do we mean by the lowest objective? Don’t right here the common objective is: our 

company is prosperous. Yes it is correct as well. What is the lowest? Customer, orders fulfilled 

on time, one point of contact to the client. What is the common objective for these two needs and 

the answer in these case is quite obvious “Good client service”    

A 

What is the lowest objective of the two needs? 

 



A 

Good client service. 

You want to give good client service, you must fulfill the orders on time you must leave 

continuity one contact point to the client. Is it understood? Put it in the cloud 

 

Now we have the cloud. Now look very carefully: this B is what? It is the responsibility of your 

lieutenant -this person is in charge of the shipping dock, he direct responsibility on part of the 

job of client’s orders fulfilled on time.  

[01:25:06] 

What is the lack of authority? In order to get this responsibility done, he has to take this action. 

This action is blocked by lack of authority. He is here blocked between responsibility that is not 

matched by authority. And  each time that he runs into that, he will come to you but he will fill 

lousy. He will feel that the system is crazy, he will feel that the system does not allow him to do 

his job, he will not feel empowered. He doesn’t feel that the system respects him as an 

individual. Is it understood? Fine, let’s go back to the three questions that we asked just before 

the break and let see where we are now.  

1. How to identify those dubious 

misalignments? 

2. How to correct them? 

3. How to do it without the grievance of a 

job change? 

The first question was “How to identify those dubious misalignments?”  If we use fires, we have 

now a very good mechanism to identify the misalignment by the way don’t do it on the fly. 

Lieutenant comes to you with a fire. Build with a “fire”. Now you have five minutes for yourself 

sit down and write the cloud don’t do it on the fly, OK, and if you noticed to answer these five 

questions is not so difficult and with a little bit of exercise, here is learning this very, very steep 

and you can get the cloud don’t do it on the fly. First of all answer the… the immediate question, 

OK, as a matter of fact the lieutenant will not have any question except for let’s deal with it now, 

OK. Then write it, then in a minute you will see what to do with it because remember the 



misalignment was in existence for who knows how many years, it can exist another day, OK, the 

sky will not fall, OK, we have identified the misalignment. The second question is how to correct 

the misalignment. Did we deal it so far? No. And what I am suggesting is: don’t, don’t correct it 

on your own. Don’t think of how to correct it now, because if you do you’re running the risk of 

putting yourself in the situation that you cannot overcome the third question. My suggestion is 

let’s find the correction together with the lieutenant, together - not alone, and let me show you 

how this is done. You take the cloud that you wrote. Tomorrow find some time you call this 

lieutenant back and you say “remember you came to me and ask about where to ship this 

shipment?” Let’s look on what happened then. The common you start here with the last thing 

that you wrote on the cloud,  in other words the sequence in which write is not the same 

sequence in which you communicate. Almost it is the opposite you start with the objective and 

you say “what we want in our company is good client service.” What is the reaction of the 

lieutenant? Fine. He heard it seven hundred times. Mother and the apple pie, leave me alone, 

fine, OK, management talked but then continue on and continue clockwise. In other words you 

say “in order to have good client service it’s obvious that we must have client orders fulfilled on 

time. 

 

Now the lieutenant is not so much aloof, why? Why is it now your grab his attention? because 

it’s his responsibility. You have reached his part of the puzzle so he is not aloof anymore. He is 

now on guard and then you say, “Yesterday you came with this problem if you want that the 

client orders fulfilled on time and now go to D and say, “you should have called the client”.  



 

What is the unavoidable reaction? What? Of course. But.  inother words what does he say? He 

says D prime.  

 

He is the one that says “only the account manager is allowed to call, stupid” Am I right? He is a 

part of the building and remember he does not arguing about the conflict. What is amazing is the 

fact that even though the lieutenant always knows the rule that prevents him, very rarely  he 

knows why the rule exists, he looks on it as a stupidity of the system designed to make his life 

miserable. 



 

 

 

 

 

 

You are the one who have now to complete the cloud in C. 

C 

One contact point 

for 

the client. 

Look! This rule is not just from nothing. In order to have a good client service we also have to 

have one contact point for the client and in order to have that….that’s why the rule is here. Do 

you think that a lieutenant will accept it pleasurely? No! He still hates the rule drastically. That’s 

the rule that makes his life miserable. That’s the rule that really kills his empowerment. That’s 

the rule that he hates. Where is all the focus now of conversation? It’s here in this connection. 

And the rule makes sense a lot. Now, that’s the whole attention is now in order to have one 

contact point for the client we must have the rule of: 

D 

Only account 

manager 

calls the client 



He fights you on that, which means: what do you have to do? You have to defend it. Correct? 

What’s the meaning of defending it? You have to say in order of the  one contact point of the 

client, only the account manager calls the client, because 

C 

One contact point 

for 

the client. 

D 

Only account 

manager 

calls the client 



↑ 

Because 

you have the one who have to give it , because that’s the meaning of defending it. In other words, 

it’s not what you wanted. What will come out from your mouth is/are the assumptions. Underline 

this cloud. For example, in our case it will be, because otherwise the client will get different 

promises from different people. Ok? What happens when you are saying the assumptions? Do you 

think that the client 100 percent buy them? No. What he will show you is that in his case it’s 

different. In other words, he is challenging the assumptions. And when he challenges the 

assumptions, he will say, for example: “What are your promises to the client?” I want to promise 

something to the client. I’m going to say to the client anything. I’m going to ask the client. I’m just 

going to ask you something. What did he promise? And know he is right. And, then, from that we 

can conclude something. As long as you don’t say to the client anything, but just ask him, maybe he 

is allowed to call. Hello! Are you with me? Yes or no? Of course, say you’ve a point. Let me check, 

because you have to check with the account manager because the account manager now is now part  

of the group. You have a perceived conflict with, on the other side. But when you are coming now 

back to this person and say: “Listen! I’ll check with the account manager. We decided to accept 

your idea.” Do you think that you will get a grievance on a job, change? No, it was his idea. Is it 

understood? Yes or no? And now he feels empowered, and you’ve listened to him, and although the 

correct things have been done. If you do it consistently for three weeks, you will have a major 

problem. And know, what’s the promise that we’ve hold? What to do with your time? Let me  give 

you a warning -  you’ve done that, you’ve agreed with the person. Fine. If you just ask the client not 

to tell him, you’re allowed to do that. Don’t forget to report it to account manager, because account 

manager must know everything that went. As a matter of fact the account manager must know 

that’s the next time you will have the information, and you don’t have to call the client. You’ve 

agreed. The next morning the same person comes exactly with the same problem to you. God forbid 

that you will call the account manager whatever. Your answer should be: “But we’ve agreed that 

you are doing that and that and that will be amazing”. They say: «Fine». Do you know what 

happened? He’s checking whether or not you are serious. In most places that’s what happens. He’s 

checking if you are really serious, if you really meant it. This is working miracles. Don’t do it and 

empowerment becomes lip service. Let’s exercise it? Show it? Fine. Ok, a story. 

A story 

Listen carefully. The story goes like that. You are in charge of the department, called department. 

One of your managers comes to you, let’s say (name), and says: “Listen, we have a problem. All 

our vendors have supplied XXX only at ten o’clock in the morning. Now, the only way that we can 

meet our quota of why, why, why is that you will authorize overtime.” An external thing happened 

this morning. Due to that if we want to meet our, whatever we are supposed to do today, sorry, you 

will have to authorize overtime. Not a big deal, right? And have you noticed, if he came to you and 

demand an immediate decision, this means “fire”. Don’t treat it as a big deal, and tell him yes, and 

that’s it. Ok? That’s not a problem. The problem is in misalignment for this person that is eating 

alive the empowerment. So, what I want is the following. He came, you handle it, you said: “Fine, 

go to overtime. Don’t go to overtime”. Then you sit down and you write the cloud. The conflict 

with this person found himself under. Remember how you write the cloud. You have five questions. 

Wrote it in your book. Ok? Be careful to answer them in the right sequence, otherwise you will go 

astray. This is the first question that you answer: 

B 

What need of the 

system is jeopardized 

by the “fire”? 



Write the answer in the right place. The second. 

Then you write: 

D 

The lieutenant breaks 

the “rule” 

(check if it will put 

out the fire) 

Then you write four. 

Then you write five. 

Ok? Go ahead. Do it! Ok. Put down your pens, please. Put it down. Put it down. How many of you 

have completed the cloud? Raise your hand. Almost all of you. Have you noticed, for most of you, 

if not for all of you, it’s the first time you’ve wrote the cloud? It was less than 4 minutes. That’s 

easy. Now, let’s see what you write is right. It’s another question. So, let’s see the cloud that I 

perceive, it doesn’t mean right, but at least it has some chances. Let’s see the cloud. Ok? What I’ve 

answered was the following. What need of the system is going to be jeopardized if we don’t put out 

the fire? The need of the system is: 

Meet the daily production quotas. 

Ok? So, if we don’t’ go overtime, we cannot meet the quota. What rule prevents the lieutenant from 

putting out the fire hemself? Hemself, remember him/her? Only production director is authorizing 

overtime for these people. That’s a rule. Fine? Now, what you’ve filled up is the foreman. This 

person breaks the rule. The former authorizes overtime for these people. It is the meaning of this 

person who breaks the rule. Now we check. If we will authorize themselves the overtime, “meet the 

quota” will be filled? Probably, yes. That’s what he claims. Fine. So, the check is done. Now, 

comes something that have to break our head badly. What need of the system this rule is protecting? 

Only production 

director authorizes 

overtime for hes people. 

I wrote here  meet the budget of operation. Don’t go above the budget of overtime and budget of 

operation. That’s all what the director is only to authorize it, because this is the whole picture. Now, 

Meets the daily production quotas.  

and 

Meets the budget of operation. 

What is the common objective that these 2 leads are serving? We lowest common objective. Don’t 

tell me, the company is profitable. And what I have chosen to write here is something as be now as 

Meet operation targets. 

What is operation targets? Yes, that is operation targets. You must meet the quotas and sometime 

you must meet the budget. How many of you wrote a cloud which is about right? Now, about right. 

Please, raise your hand. More than half. Very nice. Now, what do you do? Remember, after that you 

call this person or maybe all of your people. And you go over it. This, this, this and then say that…. 



and then you will have to explain why only you. If he is the only smiled guy who can authorize 

overtime, my suggestion to you is think before you do this meeting. And what we to say? I’m going 

to be the one who sees the whole picture? The whole picture. Do you know what is really a thing? 

Do you know what is really a thing? Look on yourself. How do you decide whether or not to 

authorize the quota, whether to authorize the overtime? Yes, but wait a minute. How much 

inventory do we have in the warehouse? Do we really need to meet the quota of today? That’s a real 

thing that you are bearing in mind. Do you know what? If we have enough, don’t go to overtime, or 

if we’ve depicted all of the stocks, go to overtime. Fine, go to overtime. Am I right? This is 

overwhelming. Now, let me ask you something. Don’t you realize that what you’ve done, if you 

don’t do that, if you don’t break this, is really working? These people don’t have the idea whether 

or not what they are producing is needed or not? And that’s why don’t empower them. Why don’t 

you tell me the following? Check with the warehouse. We have enough. Don’t authorize warehouse 

the overtime. We don’t have enough, do it. What is enough, what is not enough. In other words, 

what is happening is something amazing. If the logistical procedures in our company are rated like 

daily quotas, no matter what the needs are, then we have a problem with empowerment. But let me 

ask you something else? Suppose that in this company we have implemented Drum-Buffer-Rope 

and Buffer management. What rule should we institute in order to empower the foreman who 

decide the overtime? And the rule is so simple. We have a hole in region one. Go to overtime. You 

don’t have a hole in region one, that’s fine, that’s for tomorrow. Am I right? Yes or no? As simple 

as that. All of a sudden we don’t need all these people can be responsible for their work. That’s a 

real empowerment. What I want to emphasize is many times the quality of the procedures that we 

are using determine whether or not we can empower. It’s not just our will to empower. It’s also 

whether or not our procedures make sense. If they don’t make sense, somebody else is the whole 

picture to decide, and usually wrongly. If they make sense, you can empower easily. So, now let me 

take the risk. And let’s go to one of the sessions where the problem of misalignment between 

responsibility and authority was so big that we mentioned it even in that session itself. As a matter 

of fact we wrote it as a huge problem. Do you know what the environment and what of the sessions 

we are talking about? Do we call? It was multi project management. Do you remember what we 

said about being a project manager in an environment of multi-project managers? We said, there is 

full responsibility to the project. Yes, to deliver all time in budget in the specs,  in the content, but 

almost none of the people that are supposed to do the job, reports to him almost zero authority. How 

lovely! This was one of the slides that we’ve used at the session 3. Project manager: All the 

responsibility, no authority. 

Multi-projects environments 

Project manager: 

All the responsibility, 

no authority. 

Resource manager: 

A servant to any masters. 

How lovely! If we do implement the solution that we talked about in terms of concentrating the self 

to times, staggering and so on. What is now the solution? It’s not to change the organization’s 

structure, it’s still a matrix. 
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Multi-projects environments 

Project manager: 

All the responsibility, 

no authority. 



Resource manager: 

A servant to many masters 

 

 

What is now the solution: it’s not to change the organization structure. It’s still a matrix. But then 

what? When should a project manager raise the red flag? When? When his project is eating in a 

very fast rate into the completion buffer. And on what task has he to raise the red flag? On the task 

that causes it. Not in general: we are going to be late. Always that’s a case. Saying it… Everybody 

is saying it. On the specific thing and then his responsibility is to raise the flag. Not… command to 

people: to raise the flag. That’s enough because what is owing time that we will not t react to this 

raising of the flag immediately. Only when there is another project which needs exactly the same 

resource and this will be later. Only then we will not react to that immediately. That time we 

shouldn’t. Is it understood: yes or no? But then they can see exactly why. We can’t blame them any 

more for this section of the buffer offer. His responsibility is to raise the flag correctly: that is the 

responsibility of the project manager. To see the whole picture of his project, and when really there 

is the need to raise the flag     to raise it and to prove     why. And by that he has not the full 

responsibility he doesn’t have anything today. Ok. We shouldn’t blame a person for something that 

he can’t do a thing about it. We can’t blame a project manager for not raising the flag. We can’t 

blame the project manager for raising the flag when he shouldn’t. And then it’s solved. And once 

again look what’s happening. If we don’t put logical procedures inside the company empowerment 

becomes a joke. Is it clear? This is how everything is tied together. Everything is tied together. Fine.  

I want now to talk about another topic. Under the title of respect, under the title of managing people 

which is correctly flagged out today by almost every company, something which is essential in 

managing people, which is - build a team spirit. 
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Building Team Spirit 

 

What is it connected to a respect? Look at the following case. Here there is something that we have 

to achieve as a team. What is the big fear of everybody in the team? The big fear is: the others will 

not deliver. Am I right: yes or no? In other words, based on experience, we don’t respect the team 

as a good operation unit. Once again we’re talking about disrespect. If you want to be a good 

manager you’ve to induce respect not just in an individual but respect of all these individuals and 

his colleagues as a group. That’s a meaning of building a team spirit. How do you do it? How do 

you build the team spirit? Now there ‘re some places that take the whole management team for four 

days in the desert. That builds a team spirit. Let me tell you as somebody who spent so many years 

in reserve duty in the Israeli army I’ve been many times more than four days in the desert     it 

doesn’t build a team spirit. It builds other things. Not all of them are very good. How do you do it?  

My recommendation is the following. If you want to build the team spirit prove to the team, by the 

team that they can achieve more than they think that they can, as a team. Which means the first step 

is choose an ambitious target: 
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Building team spirit 

1. Agree on the ambitious 

target. 

 

Agree with your team on ambitious target. Let me define carefully what is the ambitious target. 

Here you have  to initiate it. Target means something that there is no doubt that if it is achieved it’s 

good. No doubt about it.  It can be: double the profit of our company or double our bonuses, 

something that everybody knows. If you achieve it, it’s good for sure. Ambitious target, ambitious 

means nobody believes that it can be done. Shall I repeat it? Target means something that the 

people totally agree that if it is achieved p- perfect. Ambitious target means nobody believes it can 

be achieved. Because if you will cause your team to achieve an ambitious target they know now that 

they can rely on themselves, they are surprised by their own performance. Now you get the team 

spirit. Now it looks impossibility. Let me show how to go about it. It is possible. The first step, the 

next step is something amazing: 
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Building team spirit 

1. Agree on the ambitious 

target. 

2. Solicit obstacles. 

 

You start by soliciting obstacles. In other words you start to ask them the question of why it cannot 

be done. This is totally come too intuitive. Why?  You’re putting something which is a target, 

something to be.. that you want to achieve. Something that you have doubt if it can be achieved. 

The inclination is don’t put negative feeling about if it can be done or not. Induce positive feeling 

and here what do we say? Once you have the ambitious target, now go out of your way to ask every 

one to tell why it cannot be done. Total negative. Excellent. Why? Few reasons. One is they know 

what is a problem of not respecting a team. I have my concerns about whether or not it can be done 

and how it can be done or without… Nobody wants to listen. I feel humiliated, not respected. And 

nobody wants to listen. Let’s start with listening to exactly the concerns. Second thing is people 

have a phenomenal talent to bitch a moan. They are so good in telling you why that’s impossible. 

Do you know the joke about the baby that didn’t speak one word until he was 3 years old. And then 

he started to talk all of a sudden. Full. They asked the baby why didn’t you talk before. He said: 

“Until now I didn’t have any reasons to complain. Give everyone the chance to talk. Because 

remember in a team one of the things you have to be careful about is that many times there are some 

people who take over and nobody asked them to talk. The ways that are undoing  it and I’ve done it 

dozens and dozens of times is the following I am using what I call the bridge system. In bridge you 

put the people     usually    or    people in the team. Go one by one. You know: now it’s your turn 

to give an obstacle. You say: “it’s fine”. Now you say it’s your… write it down. Nobody can say 

whether these obstacles stupid or not. You say that exists. The only thing that I asked you is to  

clarify it. Write it in one sentence rather than a story.  Ok,  obstacle is one sentence. Ok, this, I will 

talk with you until you get one sentence. Nobody else can say that this is not a problem. Remember 

the tendency is to say this is not a problem there is another problem. Usually, you’re asking why it’s 

not a problem because I’m a bigger one. … true you’re the bigger one in your eyes. This is … a 

problem Ok. Don’t allow the others to pooh-pooh. Then it’s your turn, then it’s your turn, then it’s 

your turn. You may say my obstacle has been already written. Pass. But like in bridge the fact that 



you’re saying “pass” doesn’t mean that you can’t after that say another one I’ll come back to you. 

So everyone reserves the right to say right now “pass, I don’t want another obstacle”. But this 

should not take for my right to say after that. And you’re writing one, by one, by one, by one. Then 

you’ll see something amazing. The first 20 goes like that.  After the first 20 people start to say 

“pass”. Once you cross the 4  obstacles the obstacle that arise start to be ridiculous. And then the 

other start to say “come on”. I haven’t seen one case that there were more than 50 obstacles on 

things which are huge, even sometimes on a national level. Usually it’s somewhere between 40 and 

50, no matter what is the target, no matter what are the people. And even Israeli is between 40 and 

5 , and let me tell you we’re good at that. We’re really good at that. We are really good in that. You 

write them all.  Again, remember here is the point where everyone can contribute. And for most 

people contribution means: I want them. That’s a contribution. And you don’t pooh-pooh it. Is it 

understood?  Once you do that you go to the next step. And the next step is “derive intermediate 

objectives”. 
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Building team spirit 

1. Agree on the ambitious 

target. 

2. Solicit obstacles. 

3. Derive intermediate 

objectives.  

 

What is the meaning here? This is the obstacle     fine. What if we achieve we’ll overcome the 

obstacle. What must we achieve so that the obstacle is overcome. I repeat it again. Intermediate 

objective is a statement of what we must achieve so that the obstacle will be overcome. This is an 

intermediate objective. Now, listen to the logic. Why do I call it intermediate  objective? The 

intermediate objective means something that I have to achieve on my way to achieve the ambitious 

target. That’s the main thing of intermediate objective. If there is something that I have to achieve 

but this something doesn’t overcome an obstacle why the hell do I have to achieve it? If it does not 

have something that blocks the target why do I have to achieve it? Do it in this way and what did 

you eliminate? You eliminated intermediate objectives that has nothing to do with the target it has 

to do with… last time we’ve done it this way. Even though it’s totally unrelated to what we have 

now. If you cannot find a good intermediate objective, there is always one intermediate objective, 

which is achieving the obstacle that doesn’t exist. For example, the obstacle is “our boss will never 

approve it”. The intermediate objective is “our boss approves it”.  Then you look at this 

intermediate objective, and say:  there is no way, there is no way. Why? Give me the obstacles. You 

got enough details. Up to the point with the intermediate objective, intuitively you feel: “Yes, we 

can make it”. We do not exactly how, but we know exactly that we can make it. You should not 

have any intermediate objective that is in that list out of the blue. Ok, in terms we don’t have the 

foggiest idea. If you have such a thing it means no obstacles to add to this list. Why? It’s a pie in the 

sky. Is it understood? The important thing, very important thing is why again to allow people to 

express themselves because other people who will tell to take over. For example. I’m now on 

obstacle number 5 who has contributed the obstacle because obstacle becomes something important 

now. Positive. He tells us what we have to do. Who will contribute? Ah, it is you, fine. You’re the 

first one to suggest intermediate objective.  If you have the intuition to raise the obstacle most 

probably  you’re the one also to have the intuition to say what we should achieve in order to 

overcome it. You’ll be amazed to what extent 9 % of the cases the same people who raise the 

obstacles are the people who are able to be very good at meeting intermediate objective. And 



remember, they don’t say “impossible” anymore. Look, what is happening? It’s something amazing. 

Check it: after we’ve agreed on the ambitious target there is a total consensus on one thing: it 

cannot be done. After you wrote just a list of obstacles before you’ve done anything else just ask the 

same group of people what is the chance of them meeting an intermediate objective via the 

ambitious target. And they will say: “Not big”. But they will not say any more “impossible”. Why? 

Before the list of the obstacles were on the paper it was “there is infinite number     Impossible”. The 

minutes that are written says: No, the devil is not so big. Now they will tell: “of course, we can 

make it”.  Now, they will say: “It’s will be very difficult… it will be almost impossible”. They will 

not tell you: “forget it”. Once for each one of the obstacles there is intermediate objective, and now 

you ask the same people: “what do you think is the chance?”      And then they will say: “that’s will 

be difficult”. Almost no one say “impossible”, then. And then you have to take the fourth step. 

Fourth step, once again, we do it as a team: 
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1. Agree on the ambitious 

target. 

2. Solicit obstacles. 

3. Derive intermediate 

objectives. 

4. Build the intermediate 

objectives map. 

What is the meaning of the map? 

It means we have to achieve that first and then we have to achieve that in order to sequence it on 

time. Let me show you why now it’s much easier to sequence on time than if we don’t do the work. 

Look on the following. We have intermediate objective, one of the intermediate objectives. Can I 

see it on the screen? Thank you. We have one of the intermediate objectives. Remember for each 

intermediate objective we have also obstacle, correct? If we do, we have to do that only after we 

achieve that which means if this is a time axis, this is the first one to achieve this is the second one 

to achieve. Why do we claim that this can be achieved and should be achieved only after this is 

achieved? Because there must be an obstacle that  blocks this intermediate objective and this 

obstacle is overcome by this intermediate objective. I repeat again slowly, listen again. This must be 

done only after this is achieved only because of one logical reason. There must be an obstacle that 

blocks the achievement of that but this obstacle is overcome by achievement of that. This means I 

have to achieve that before that. Is it understood? This obstacle is written near this intermediate 

objective because how did we define this intermediate objective as a one that overcomes this 

obstacle which means if we have the list of obstacles and their sister intermediate objectives it’s 

much-much easier to sequence. You’ll be amazed that even for a group to sequence fifty pairs like 

that take something like an hour maximum. This is called an IO map or intermediate objective map. 

This was a fourth step. Let’s go back to the steps.  
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1. Agree on the ambitious target. 

2. Solicit obstacles. 

3. Derive intermediate objectives. 

4. Build the intermediate objectives map. 

5. Convert the map into a project plan. 

 



Once you have IO map agreed go to the fifth step. Don’t do it, you will regret it. The fifth step is 

convert the map into a project plan. Which means fine we now know what to do. This is the first 

thing, ok. Who will do it? How much time it will take you? Build PERT or the grand chart. Very-

very easy to convert an IO map into a project plan and then you say to the people after everything is 

done you say to your team: “Should we try?” I don’t know about any one single case and this was 

done who knows how many times. I don’t know one single case that the answer was “no”. In every 

single case once you reach this point and you ask “Should we try?” The answer is “Why not, let’s 

give it a shot. But we don’t commit that we reach the target but let’s give it a shot”. That’s what you 

need nothing more. And then use it as a plan. Buffer, put the buffer rightly, manage it. This is a 

project that the team have designed that the team wants. This project will be successful. They will 

achieve this ambitious target, once they achieve their ambitious target you have a team. You have a 

team. Ladies and gentlemen this was done in huge targets also in groups volunteering group like 

community teams that reach the point that they could not tolerate each other even and it worked. 

Try it - it’s the easiest to be done. You don’t have to be an expert you don’t have to know exactly 

cause and effect. Everybody helps you here, very-very easy to do it as a team. Such a thing on 

ambitious target you have to remember one thing. Give it eight hours. It does take about eight hours 

with a team to do all of this. Take your time, take your time. You’ll be amazed it doesn’t take much 

more than eight hours you will finish with that. Then you have a team.  

What’s the big deal? It’s all based on what? On necessary conditions and sufficiency conditions 

that’s it, on pure logic used systematically. Let me summarize. 

[02:05:00] 

 

Managing people is not just an art.  The thing that we have to remember if we take it seriously is the 

following. Let’s start. The key to managing people is mutual respect. That’s the key. Now, in order 

to gain respect you must give respect. I don’t think that I’m telling you anything new here what is 

relative new is giving respect requires work! We have to write the trees, small trees I call it bushes 

you have to give the clouds, you have to do your work. Shooting from the hip does not work. I hope 

that with these examples we showed we’ve seen today you know to what extend you cannot 

improvise. What you’ll be amazed is how fast is the main course, in other words after you’ve done 

it five cases in reality you don’t need a pencil and paper any more. That’s how fast it goes. I’m not 

talking about a pencil and paper, the one who will reach the stage that he does not need any more a 

pencil and paper - that’s the one that is good, and don’t do it on the fly. You can say let me think 

about it. Think about it. You can say first do with a “fire” then bring it back. Remember managing 

people is not shooting in all directions. It’s something that you’re building and building and 

building but it requires work. Not easy work, the hardest work of them all – thinking. You think that 

I’m joking? Give a choice to average manager - spend half a million dollars or think hard for three 

hours. What do you think is usual choice? I didn’t say anything. Now, what do you do now? What 

is the summary of this thing? Let’s start. 

Summary 

The key to managing people is mutual respect. 

The way to gain respect is to give respect.  

Giving respect, requires work! 



   

There are many suggestions and initiatives that you are not entirely happy with. That’s the situation 

that you find yourself today now in your company, many of them if not why we are beaching and  

moaning so much? Practice on giving real constructive criticism like we’ve said today to your boss 

first. That’s the less risky and that’s the one that will force you to do the most prudent work. So, 

first of all give constructive criticism upwards. Once you see it is working, my boss is not so 

conservative and not willing to listen, then do the second most difficult one which is practice it on 

ideas of your peers, ok? The ones which are the same level as you are. They are also raising some 

ideas that you are not exactly happy with. Once you see it is working do it with a toughest one that 

you cannot miss which is you are not allowed to miss which is your people. When they are coming 

with ideas to you. Is it understood? And start now! Start now! This is one thing. Next. 

 

Use “fires” you know when they are coming to you demand immediate actions and decisions. Use 

“fires” to identify and remove misalignments for your lieutenants. Only if you see that it’s working 

and you see that it’s working but after you practice three-four-five times. Only then go to the next 

step which is.  

 

Use “fires” to identify and remove misalignments for yourself. It’s amazing, we said before that 

I’ve said to you on constructive criticism start with your boss - that’s less the least damaging thing 

because anyhow what you do today to your boss is even worse. About complaining, about 

misalignments between responsibility and do it only after you are really good. Why? You don’t… 

on each one of these issues you don’t have more than one chance. Ok? If you come the first time on 

one issue and you are not well prepared and you shop down when you come a second time it’s real 

work. It’s much-much harder they will not want to hear you. Ok? So, first of all practice done and 

only then on yourself. If you are responsible for team, take some quiet time, take a day off with all 

the team that the first thing you can do. Come up with an ambitious target and build the team spirit.  

[02:10:08] 

Human relationship is a riff-raff art. Yes, some people are born with it, they are doing it intuitively 

so nicely. And when you look on them and you see that’s exactly what they do. Most of us have to 

learn it the hard way. I’m telling you from experience. Twenty years ago my people claimed that I 

have about half a split of a second attention. I’m a beast. They were talking about the fact that they 

need twenty people against me and even then it’s not fair. Ok. I was regular how they’re calling 

Summary 

 There are many suggestions/initiatives that you are not entirely happy with. 

Practice on giving real constructive criticism to your boss, your peers and your 

lieutenants. Practice now! 

Summary 

 Use “fires” to identify and remove misalignments for your lieutenants. 

Summary 

 Use “fires” to identify and remove misalignments for yourself. 



‘nasty manager’. I’m not any more. By the way can you use it at home with your kids? It works 

beautifully, beautifully.  

That’s managing people. Do it. What so more? That’s enough for now.  

And now as usual let’s have the questions. Ready? Heiti? Estonia, at last you dare to ask a question. 

Nice. Go ahead.  

Heiti: I would like to have a question about responsibility cloud.  

G: Before that I have a question for you.  

Heiti: Ok. 

G: How many people are in Estonia? 

Heiti: We have one and a half million. 

G: How many of you are in the satellite program right now? 

Heiti: Slightly over half hundred. 

G: Not bad. Carry on. 

Heiti: Can ask my question now? 

G: Of course. 

Heiti: Ok, I would like to ask a question about this responsibility cloud. 

G: Yes. 

Heiti: The logic that you presented the technique is based on the situation when the person who 

writes the cloud comes to his boss and asks for immediate action to put out the “fire”? Uh-huh? 

G: Yes. 

Heiti: What more will we find as who is a “fire” comes directly to the person who is the cloud or to 

people who suffer from somebody else in that direction. So, do you have any suggestion how do we 

deal with this misalignment that we save to us to several meanings that he is away from us better 

than direct contact? 

G: Yeah, what a question! And you absolutely right I don’t think that you are right in sense that it’s 

most of the time. This is the most difficult one, in other words somebody came to us. He does not 

tell us any more about make a decision or take an action. He’s telling us that it’s too late. Now there 

is something peered that cannot meet our things. It reminds me of one of the Yiddish joke. You 

know that Yiddish is the language for curses? So, one of the curses in Yiddish if I’ll translate it is: 

“I wish that you will have three houses. No. I wish that you have three beautiful cars with three 

chauffeurs and a first car with a chauffeur will running to call a doctor for you. And the second car 

will run to say that it’s urgent. And the third one will run to say that it’s too late”. This is a curse in 

Yiddish, ok. And what you are talking about is the case that it comes to you and says: “It’s too 

late”. In other words it is a major “fire” but it’s not a decision any more, an action - tell you we 

missed it. Usually why? Because another group suffering for misalignment did not react fast enough 

and now it came to your place and now it comes to you as “Oh-oh, we have a problem”.  



[02:15:01] 

We don’t ask you to take any action and decision but to know that we have a problem. That’s what 

you’re talking about Heiti? 

Heiti: Yes, exactly. 

G: That’s exactly the reason why I am so adamant about let’s put logical procedures by which we 

run our company. For example if you are putting procedures which are putting the buffers, safety 

buffers or safety times at the right places, you are getting the warning that somebody is dropping the 

ball while you still have time to react not when it’s too late. That’s why these logical procedures are 

so essential but that by itself I would say is not enough. What about another question if you answer 

me that question may be by that you answer your own question, Heiti? 

Heiti: Yes. 

G: Who should learn to use this technique? Just the president of the company? 

Heiti: I think every manager. 

G: Every manager. If every manager of the company have learnt this techniques what happen to the 

chance that these cases that you are talking about will go down considerably.  

Heiti: It’s quite right. Hello?  

G: If you will do it only in your department you are doing a lot. If this is done across the board then 

it’s by far better. By the way I do not agree with your “every manager” because if you noticed these 

techniques are so powerful also working upwards. So other the manger that does not want to write 

this his people have to resign or may be they can learn it and cause him to manage them well. Are 

you with me? They are working as powerfully upwards and sideways as they work downwards but 

here is a case where I believe that people should use logic. Peers people and by the way in your 

company managers are people but not all the people are managers. Heiti, did I answer your 

question?  

Heiti: Yes. 

G: Thank you, right, good. More questions.  

Wow, that’s was a good one. Lynn from England, Nottingham. 

Lynn: Hello, doctor Goldratt. 

G: Hi, Lynn. 

Lynn: May I ask a question now? 

G: Yes.  

Lynn: How do you get people to talk after the relationship has been hurt?  

G: Oh, and you are from England?  

Lynn: Uh-huh.  



G: If I make your remark an honest remark I hope that you will not be offended. But from my 

experience the level of distrust that exists between levels in the pyramid of an organization - this 

level of distrust is the largest in your country. So, no wonder that you are asking the question. Lynn, 

there is another technique that I have not talked about because it requires even more work, 

sometimes even half a day’s work. It’s called “How to deal with chronic conflicts”. Chronic conflict 

means something that I’m suffering from almost on a daily basis and I gave up because the other 

person is so prrrrrrr… that what can I do? That’s what you are talking about? Lynn? 

Lynn: Yes, it is. 

G: Lynn? You’ve lost the line? 

Lynn: No, I’m still here.  

G: That’s what you are talking about?  

Lynn: Yes, it is. 

G: I didn’t talk about a chronic conflict because in order to really deal with them and remember - 

this chronic conflict, these situations are not been done, didn’t start yesterday morning. It’s usually 

something that started may be a year ago and there is so much perceived opinions from both sides 

that there is a thick layer there.  

[02:20:04]  

In order to solve it you have to be very good in both writing clouds and writing negative branches 

and even then it’s half a day’s work before you open your mouth that’s why I didn’t cover it here. 

But one thing I can tell you, Lynn. If you will prove to me that you are using both the clouds and 

the negative branches and you reach a level of sufficiency, I will teach you I will send you a whole 

article that I didn’t release about how to deal with chronic conflict. But if I send it to you now, it 

won’t help anyhow. Because the level of expertise that you have to develop in yourself is too high 

and I’m not going to tell you “Go and get a consultant  who is perfect in it” because the consult that 

can do it is a consult that charge a lot, ok. The level of expertize here that you have to reach is quite 

high in other words writing a negative branch for you that stage should be like that, ok? It takes 

time. Clouds is not such a big problem, negative branches to write are very-very difficult especially 

when here you are not talking about small bushes here you have trees, ok? Sorry, but Lynn are you 

going to try to use it not on such big problems but also with that people you are still talking too? 

Lynn: I certainly will.  

G: If you will, you will become proficient in that, and then write to me and I will send you the 

article that I wrote with all the logic and all the explanation of how to deal with chronic conflict. It 

is forty pages. It’s not something simple. Ok? 

Lynn: Thank you, doctor Goldratt.  

G: Thank you, by the way this offer is open to anybody but you have to really test it on yourself - I 

will accept your word that you’re really good in writing clouds and negative branches and send me 

one page negative branch. One, doesn’t matter the best one that you have. Then I will decide 

whether or not, is there any point on sending you this huge article. It’s not an article it’s more a 

workbook of how do you teach yourself with all the logic inside and so on. It is very-very…erm.. 



it’s beautiful but it’s hard work. It’s almost here on the verge of psychology. Thank you, Lynn. 

Next. Alex from Flint, Michigan?  

Alex: That is correct, Flint, Michigan. 

G: Hi, Alex. 

Alex: How are you? Thank you for taking my call, doctor Goldratt.  

G: No, I didn’t take your call, I’m not choosing the questions.  

Alex: Alright. 

G: Somebody. 

Alex: I like to get your opinion on… 

G: Can you speak a little bit louder? 

Alex: Yes, I like to get your opinion on following. 

G: Yes. 

Alex: How do you manage or how do you used to manage people when they have lack of 

motivation for several reason? For instance I heard that in organization or it’s a company we have 

broken a higher decision we major  I think I has been broken in the overall picture to number one 

how do we correct the issues and how do we get the trust from the employees again?  

G: When was the last time when you done a lay off? 

Alex: Eh, let’s say about last December.  

G: And before that? 

Alex: Eh, couple years ago, two-three years ago. 

G: You have a problem. I don’t want to tell you that. 

Alex: Yes, I do, we have in our company and we do and I realize that.  

G: Let me tell you one thing. What I think that really bothers me all the time is how most mangers 

don’t realize that if they do a lay off, how much they’ve lost the confidence of their people and for 

how long. And if they do two lays off within less than five years, to what extent they put their 

company in a situation where to start in real initiative spirit is the verging on the impossibility.  

Alex: Ok. 

G: Nevertheless it’s possible but I need to ask you some more questions.  

Alex: Ok. 

G: What’s your position in the company? 

Alex: I’m sort of an operations manager, fifteen administrating I do several functions within the 

company: except the technical export of the product of the company, to summarize I have the 

responsibility but not authority.  



[02:25:18] 

G: Fine, as usual, right? What is your gut feel? Where is the constraint in your company? 

Production? Distribution? Market? Or engineering?  

Alex: I believe that number one is sales, the market.  

G: Production?  

Alex: And attached with that is production and then in relation that is cash flow.  

G: Of course, if you have a problem in production and in the market you have a problem of cash or 

adjustment of time until you get a problem of cash.  

Alex: Right. 

G: Wait a minute, when I’m looking on your performance ‘visa-visa’ market in terms of due to day 

performance. How good bad are you about that how due date performance? How many times you 

don’t ship on time? What percentage?  

Alex: Honestly, probably ninety percent of the time we don’t ship on time. 

G: What is high? 

Alex: The mostly… what we do our company  we have four cost manufacture for brought them 

printed the one process to send with to get the all picture about all it. I write about more company to 

relationship to other stuff a lot of the equipment that we do it especially engineering… 

G: No-no-no. I didn’t ask for reasons. 

Alex: Ok, I’m not telling.  

G: You will start to give me reasons we stay here until tomorrow. 

Alex: Ok. 

G: Everybody is good in pointing. What percentage of the time you don’t ship when you promised? 

And I don’t care of the reasons that is internal or the customer changes mind.  

Alex: Ok. 

G: What percent? 

Alex: Most of the time we don’t ship on time. 

G: Fine, you are lucky. There is a way. You see in order to solve your market situation you will 

have to start with improving the production performance anyhow. 

Alex: Ok.  

G: To start to improve the production performance is the easiest even if your labor force does not 

really collaborate. Take that as ambitious target. Take the tape of the three hours of the production. 

Shh, no, take first of all the tape of the goal. Ask your people if it makes sense? Gather everybody, 

show it to them. They will tell you it makes sense but in our company it will never happen. That 

will be their reaction. Don’t take it as bad criticism. Then use the first three hours of this session, of 



course don’t violate the corporate plus the book called “Production: the TQC way”. You first of all 

then production people first of all the top have to learn it then use it as an ambitious target. What 

will happen is that performance will improve dramatically and by that people with start to think that 

there is a hope for the company. You have to build the trust back and the only way to build the trust 

back here is not by talking a promising but by actions. It is a process. Do you have enough cash to 

survive for a year? 

Alex: Ok. 

G: Yes? 

Alex: Yes. 

G: Fine. 

Alex: Tell you a little more, Eli… 

G: No, I can’t. I’m sorry if you want to continue on this conversation please write me an e-mail. 

Alex: Ok, thank you. 

G: But please don’t expect here miracles you have to dig yourself out of a deep hole. I give you an 

advice.  

Alex: Ok. 

G: When you are in a hole stop, digging. 

Alex: Timing out.  

G: So, it’s not point to come and give promises and to pump with the speeches here you have to 

take actions with them that will lead to improvements that will start to build trust and you start to 

climb out of the hole. Thank God that your starting point is in production because that’s the easiest. 

Alex: Ok, thank you. 

G: Thank you. 

Alex: Bye-bye.  

[02:30:00] 

G: Diego, Mexico city? Diego? 

Diego: Hello, Eli.  

G: Hello. 

Diego: I am a facilitator of  this site and I’m speaking on behalf of Diego and this is a question. An 

employee has an idea to improve a business process. How can he send idea in order to first get 

recognition, second get the promotion and third get monetary recognition?  

G: How many levels are between that employee and the head that he works for? I repeat again my 

question. You are talking about a person, between this person and I don’t talk about the president of 

the whole company I’m talking of the head of business unit. Business unit means a section that is 



responsible for both production and sales for at least some product lines, ok. This is a business unit. 

How many levels are between this person and the top?  

Diego: Two levels, Eli.  

G: Two levels – no problem, four levels – no way. Two levels – no problem, what you have to do is 

look again on session six “the buy in” make sure that, this person is writing it perfectly and then 

give it upwards. The first one - most probably he will get recognition but not monetary 

compensation. The second time - he will get even a monetary compensation. Is it understood? Yes 

or no? 

Diego: Yeah. 

G: Even in Mexico. First time is to build the bridge but make it sure it is done by “the buy in”. Full 

analysis of what is the real problem, the cloud, the direction of the solution, the future reality tree of 

the solution and before the sending to the top talk with everybody around to trim the negative 

branches. Don’t worry, you will get the recognition and anyhow you will not get the monetary 

compensation, then, send it. Second time when you say this employee says here is the analysis, here 

is a direction of the solution, I think that I have a solution. Peop… the top guys not only will listen 

but offer aim a boss. Is it understood? Yes or no? Hello? 

Diego: Yes, like  thank you, Eli. 

G: You are welcome, thank you and now people here are putting themselves in front of us they 

must get something which is a better chance to ask a question. So, anyone here wants to ask a 

question? Go ahead. Wait just a second so that whole world can hear you. Don’t get excited from it. 

- Eli, how can you deal with a person in a team what sits because office finishing and office 

contribution to the team? Can involve him too? In what way? 

G: What happens is the following. This person is very good in being negative if you start the way 

I’ve said. What is the first thing that you start with? Raising the obstacles. Don’t worry, this person 

will contribute. Then you’ll be amazed that’s the first time that he says something positive. Do you 

know when? When you ask him gave a chance it will be the first time to give the intermediate 

objective to his obstacle. By the way do you know such people exist almost everywhere? It’s not 

because they are negative it’s because the system digs it out of them. It’s enough if you don’t listen 

to a person one time, second time, third time and some people on the fourth time will say: “Back 

with it”. They will be negative anyhow. Nothing positive can be done here. As a matter of a fact I’m 

amazed that there are so few of them relatively, it’s only about ten percent, ok. Give them just a 

chance to start with their way of negative allow them be the positive then, find the meaning almost 

of the changing personality - don’t worry change personality, he started to change opinion about 

you, that’s all.  

- Thank you. 

G: You’re welcome. This puts this session to an end. And I want to prepare for the next session. 

The next session is called “Strategy”. It’s not just strategy - it’s how to take everything that we have 

talked about in the first seven sessions and how to put it into something sensible. So that no matter 

what happens in the market we will never be in a situation where we’ve digged ourselves a hole that 

now it’s almost impossible to get out of. How can you immunize the performance of your company, 

the people of your company, the shareholders of your company, the customers of the company? 



How can you immunize them against the unknown and don’t fool yourself no one can predict what 

will happen in the market two years, five years or ten years from now. And building a strategy 

means: no matter what will happen we have to put our company in such a way that we will be 

prosperous that everybody connecting to our company is prosperous. And it is possible but for that I 

will use everything that we’ve learnt in the last seven sessions and without it it’s just a pie in the 

sky. I will show you how everything can be put together in order to get a sensible plan of action to 

the future to bring our company to something that we can really be proud of and feel secure. My 

suggestion is before the next session just glance over your notebook to remind yourself all the seven 

sessions. Thank you very much and see you next week.  

This concludes our broadcast for today. We hope you’ve enjoyed it but more important that you 

now know a new way to make improvements in your environment and how to make that change. 

Good luck with your improvements. We’ll see you again next week for the session eight our final 

broadcast in “Goldratt Satellite Program” our topic will be “Strategy” bringing all together using the 

theory of constraints. 

 

  

 

 

 

 

 


