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Marshall Goldsmith: Let’s get started. Now, the first thing I’d like to say is thanks to everyone for coming. I really appreciate it, especially thanks to Alan Mulally. If you work with Mark, or if you work with me, you have heard us talk about Alan over and over again. And as I said, nobody, almost nobody in the world has changed my life more than Alan has.
He completely not only changed my life, but he changed the way I think the whole world looks at executive coaching. Alan is a person who really explained to me that coaching is about working with great people and helping them get better, working together as a team, as opposed to fixing something.
And this conversation with Alan not only changed my life, I think it changed the entire field of coaching. Because coaching before that was more about fixing something, not helping great people get better. So honored to be here today with Alan. Thank you so much for joining us. 
Alan Mulally: Thank you so much, Marshall. It is great to see so many fantastic leaders, and just a pleasure to know many of them. So, this is going to be a lot of fun this morning. 
Marshall Goldsmith: It’s wonderful. So, what are we doing today? We’re going to have a conversation with Alan Mulally about our “Working Together” Leadership and Management System, and he’s going to talk about the contributions of Stakeholder Centered Leadership and Coaching.
And Alan and I really are working on exciting new stuff together because we’ve realized basically, it’s the same process. We’re all in the same process. And before I do the introduction, Stakeholder Centered Leadership is something that’s got a lot of talk. Alan is the one person I’ve really seen make it work.
And he’s made it work better than anyone I’ve ever seen. So, it’s just an amazing idea. And Sarah McArthur is here, and Sarah is just doing a wonderful job of managing all of us. So, Sarah, if you can go to Alan’s bio, I’d just like to read everybody’s background before we begin.
Now, let me read this because I don’t want to miss something. Alan Mulally served as president and chief executive officer of the Ford Motor Company and as a member of Ford’s board of directors from 2006 to 2014. And those of you who can remember those days, those were not the easiest times in the world.
Mulally led Ford’s transformation into one of the world’s leading automobile companies and the #1 automobile brand in the United States. He guided Ford in working together on a compelling vision, comprehensive strategy, and implementation of the One Ford plan to deliver profitable growth for all.
Prior to joining Ford, Alan served as executive vice president of the Boeing Company, president and CEO of Boeing Commercial Airplanes, and president of Boeing Information, Space and Defense Systems from 1969 to 2006. This is where Alan created his “Working Together” Leadership and Management System.
Throughout his career, Mulally has developed and nurtured his “Working Together” Leadership and Management System and its Connected Culture of Love by Design to create value for all stakeholders and the greater good. Mulally has been recognized for his contributions, industry leadership, and service, including being named #3 on Fortune’s World’s Greatest Leaders.
He was listed only behind the Pope and Angela Merkel, so I did see that list. And one of the 30 of the “World’s Best CEO’s” by Barron’s. I don’t think Alan minded losing to the Pope, but Angela Merkel, I’m not quite sure, but anyway.
And he was listed as one of “The World’s Most Influential People” by Time magazine, “Chief Executive of the Year” by Chief Executive magazine, and the Leader of the Future by the Frances Hesselbein Leadership Institute in 2006. He was also honored with the American Society for Quality’s medal for excellence in executive leadership, and the Automobile Executive of the Year, and the Thomas Edison Achievement Award.
Mulally is a Museum of Flight Pathfinder and a member of the Automobile Hall of Fame. Mulally previously served on President Obama’s United States Export Council, he served as co-chairman of the Washington Competitiveness Council, and has served on advisory boards for the National Aeronautics and Space Administration, University of Washington, University of Kansas, MIT, and the U. S. Air Force Scientific Advisory Board. He’s also served as President of the American Institute of Aeronautics and Astronautics and Chairman of the Board of Governors of the Aerospace Industries Association. Mulally is a member of the United States National Academy of Engineering and a fellow of England’s Royal Academy of Engineering.
Alan, you’ll be happy to know we have several engineers on this call. So you’ve got several fellow engineers and I’ve always bragged about your fellow engineer who’s done well. Mulally currently serves on the board of directors of Google, Carbon 3D, and the Mayo Clinic. Mulally holds Master’s and Bachelors of science degrees in aeronautical and astronautical engineering from the University of Kansas and a Master’s in Management from MIT as an Alfred P. Sloan Fellow. So, Alan, so happy to see you here. So happy to see you. And the person who’s going to be operating or leading and facilitating our session is my great friend, Mark Thompson. Mark has been ranked as one of the top coaches in the world.
Mark Thompson: It’s great to be here, Marshall. 
Marshall Goldsmith: And a big round of applause for Mark, a new member of the Coaching Hall of Fame and Thinkers50. So, yay for Mark. Congratulations to Mark. Mark, can you take over? 
Mark Thompson: Marshall, thank you so much. I’m so delighted to be your partner today with this program and every single day, you know, you really are a gift to my life and to the world, and we wouldn’t be here without you.
So thank you so much for that. I’m delighted to have the opportunity to say that we have a great team working on this project. Sarah McArthur, who you just met, is our talented co-writer, and she’ll be running the slides. Kate Rocha is managing our tech and Bill Connolly is our awesome digital producer and the reason we’re going to be putting you on mute and having your screens off today is so that we could put this together as a wonderful archive video. Alan was very clear about who he wanted on this call today, and he wanted all of you because you’re having a huge impact, you and your senior management teams.
And we would love for you to put your questions in the chat so that we can, both Alan and Marshall and I, curate those at the end and talk about the incredible progress of the “Working Together” System. So, I was now going to go through the discussion guide questions that we have from Alan, and I think we want to go through these in detail because they’re so useful in both our work and in our lives. And so first, we’re going to talk to Alan about his remarkable service to his family and his two great American icon companies, Boeing, and Ford. You know, so many communities around the world have been deeply touched by his work and his incredibly refreshing and remarkably positive leadership style over the years.
So specifically, Alan’s going to talk with us about “Working Together” the leadership formation, development, and service journey. Second, Alan is going to be talking about his “Working Together” Principles and Practices and Connected Cultural of Love by Design. I love that Connected Culture of Love by Design, which he is going to share with us today.
And then third, Alan will explore with us his “Working Together” Leadership and Management System. So, we’ll all see all of these incredible parts fitting together. Fourth, Alan will be talking about how Stakeholder Centered Leadership and Stakeholder Centered Coaching are foundational elements to his “Working Together” Leadership and Management System.
Fifth, we felt it was so important to learn from Alan something that is so important to all of us about his amazing practice and model of “work-life balance”. And finally, Alan has assembled some incredible references. He will review those at the end because we all want to keep you going after this program happens.
How’s that sound, Alan? Are you ready? Shall we do this? 
Alan Mulally: That sounds really, really good. Ready to serve. 
Mark Thompson: That’s wonderful, Alan. So, here’s the first question, and that’s, Alan, you know, you’ve served your family, Boeing and Ford and your communities around the world in such a positive way over the years. Could you share your “Working Together” leadership formation, development, and service journey?
Alan Mulally: Absolutely. And this is a really neat question to start with. Because of this book and I think many of you know about it and we also have it in the references in the back, but Work is Love Made Visible. And if you look at the top, you can see that the authors are Frances Hesselbein and Marshall Goldsmith and Sarah McArthur and you can also see that they asked me to write the foreword.
Well, that was really interesting. And it kind of sets the stage for the entire day here. So, these are dear friends they all arrive at my house and they say, “Okay, Alan, we’re writing a book called Work is Love Made Visible, and we’d like you to write the forward to the book.” I said, “Well, what’s the book about?”
They said, “Well, people really want to know, how do you come together on what your purpose is in your life and how do you serve to really make a difference for everybody that you interact with and the greater good.” And so, we have, like, I think they had, like, 27 different fantastic authors, and I read the whole thing and I said to them, “I don’t know why you need me.”
I mean, these fantastic authors, they’ve got fantastic content of the purpose of living. And they said, “Well, Alan, your story, we think, would be a great forward to all of them because of your example, your story.” And I said, “Well, what do you mean, my story?” And they said, “Well,” and this is Frances, and she was like a couple of feet from my face, and she leaned forward, and she said, and Frances Hesselbein says, “So, Alan, we all know who you are, and we know what you’ve done, but we don’t know why you are who you are.”
And I said, “Well, Frances, I don’t talk about myself. I’m not the purpose of my life. I’m here to serve others.” And she said, “Exactly!” with enthusiasm. So, I said, “Well, so what can I do to help you with this board?” She said, “Well, I’d like you to, we’d like you to tell your life story and how you were formed and who you are, and then how did you move forward to what you do and how do you do it?” I mean, oh, no, by the way, “Why do you smile all the time? I mean, why do you like people? I mean, “Why do you love them up? Why do you include them? Why do you respect them?” And then, “How in the world did all of that result in your Principles and Practices in your management system and your leadership to save two American and global icons that deliver safe and efficient transportation around the world, and they create value for all the stakeholders and the greater good.” I said, “Whoa.” I said, “Well, Frances, where do I start in this story?” And she said, “When you were born.” And I don’t know. I haven’t thought about that for a long time. So, I couldn’t get them to leave and I couldn’t regret on their request, and so I said, “Okay, I’ll try.” And so, they left, I got out a piece of paper and a pencil, and I started to do exactly what Frances asked me to do, from the day I was born into my formation as a person. And then it got to be kind of fun because I hadn’t seen all of this together and I moved from there into my childhood to growing up through high school, college, and then what I learned at Boeing and then the creation of the “Working Together” Leadership and Management System and then receiving a call from Bill Ford, asking me to help save Ford and create an excited and viable and sustainable Ford going forward.
And so, I finished it. It’s really sophisticated, of course, because it’s only three pages long. It looks like an engineer wrote it because it has bullets all the way through it. And so, I turned it back to them and they said, “Okay, we’re going to give it to the Wiley people,” and of course, Sarah and Frances as editors of the Leader to Leader journal, they’ll look at it and give you their feedback.
I’m going, “Oh, no, I have spent my 47 years helping the journalists and the news media get the messages right, like all of you have also. And so, they’re going to look at that, they are going to look at the bullets and are going to have, hundreds of suggestions and I like it just the way it is. So, I turn it in, a couple weeks go by, and then one of the editors of Wiley calls me up and says, “So, Mr. Mulally, we’ve finished reading your story in the foreword,” and he goes, “and,” and then he stops. And I go, “And, do you have some thoughts about it?” Expecting the 200 suggestions for improvement. And he says, “Yes, we love it. And we don’t want you to change one word.” I said, “Really?” And so, this is where I’d like to start.
And for your reference, the foreword in this book, every day that goes by, explains everything at the highest level, with a lot of detail about the “Working Together” Leadership and Management System and Our Connected Culture of Love by Design. And so, this is where I’d like to start. So, Sarah, if you could go to slide four? Okay, Sarah and I have some slides to show you today that we have been working on as we help communicate and help people, all the people that want to know about the “Working Together” Leadership and Management System. So, we have a few slides to show you and this is the first one that we made that captures my formation and my development to share the answer to Mark’s first question. So, you look over on the left hand side, and my parents and Dr. Reverend Turner, of the Congregational Church, were really important in my formation as a human being. And I’ll just use my parents as an example.
Every morning, one of them would ask me the questions on the left-hand side as I was getting ready to go to school. So, for example, my mom would say, “Hi, Honey, do you remember, what the purpose of life is?” And I said, “Oh, yes, you’ve taught me this well. The purpose of life is to love and be loved.” And then my mom would say, “And Honey, remember in that order.”
“Oh, yeah. Thank you, mom.” Then the next day, my dad would do the same thing and say, “Remember, Honey, to serve is to live.” And you can see the rest of them: seek to understand before you seek to be understood; by working together with others, you can make the most positive contribution to the most people; expect the unexpected and expect to deal with it positively; lifelong learning and continuous improvement; respect everyone, we are creatures of God and worthy to be loved; develop one integrated life that is your life’s work of service. And we’re going to talk about that a little bit at the end on work-life balance.
And I’ll never forget this last one. And Sarah and Marshall and Frances would tell me every time they see me, they’d say “You’re the best example of this because, you know, it’s nice to be important, but you know, even more, that it’s more important to be nice. And they also did a bunch of analysis of me and with others, and they concluded that my formation was started by developing a person that leads with humility and love and service.
Now, my parents, we didn’t have very many resources, but we had tremendous love, as you can tell from my parents, and two good examples of living these Principles and Practices. And so, you look over on the right hand side, and because we didn’t have any resources, I really wanted to fit in.
I was just like every other young person. And I wanted a pair of Levi’s, and maybe some Weejun loafer shoes, and maybe a car someday. Maybe I could go to the University of Kansas, which was in Lawrence, where I grew up, which was my window to the world. And I loved the diversity. I loved everything I learned from the University of Kansas.
But I didn’t have any resources. And so, I had the first one on the left-hand side and then the second one. And I’m going, “Whoa,” and I’m watching my mom and dad serve. I’m watching everybody else serve. Trying to go, “Wow, this is the way to move forward.” And so, I never can get over how many service jobs I’ve had that one would call “work”.
So, my “work” included TV guide routes, paper routes. I was a bagger, I was a checker, I was a night manager at the Dillon’s grocery store. I was a farm hand, a ranch hand. I worked in the construction industry. And then as I proceeded through education, through high school and college, then I always work for the professors and help them with their classwork and their books and things like that.
And then I met Nicki, at the University of Kansas, and we’ve been married for 53 years. And we have five children and five grandchildren. And it was another fabulous continuing education and service. And then I was very fortunate because my thesis advisor at the University of Kansas had come from Boeing, he’s the head of aerodynamics, and he took me to Seattle, furthest I’d ever been at the time, and he introduced me to all of the Boeing people, and I just, as an aeronautical and astronautical engineer, I just couldn’t get over it. It was phenomenal. And the thing that got me about their mindset and how they felt was that, starting with the commercial airplanes, they were creating safe and efficient transportation to get people together around the world. And with the 707, they were doing this before we had invented the internet. And then what they loved about it was when people got together around the world, then they would find out that they have more in common than they’re different. And then they could actually choose to work together for the greater good.
So, this was outside of all the technical part and the program and business service and everything else that I learned, it was like so compelling to make this contribution. And what I did then, because I was on every airplane program from the 707, 727, I like to say this slowly, the 737, the 747, 757, 767, and then they asked me to be the leader and director of engineering and then the program manager and the business manager for the 777 airplane.
Which is considered in the world to be the finest commercial airplane ever for safe and efficient transportation. So, what I did, and I was encouraged by the leadership of Boeing to not adopt the command and control leadership system that most of them had grown up with, following the industrial revolution, but they could see I was a “working together” person and they knew about how I included all the stakeholders when I was growing up and all those different jobs, how we came together on a vision for what we’re doing. We had a plan, a strategy for doing it. We reviewed it regularly. We also created a psychologically safe environment where people could share what the issues were that we needed to address. And so, I combined my leadership humility, love, and service with Boeing’s finest business, program, and project management systems in the world. Because no one else makes a commercial airplane like the 777, that has 4 million parts, flies halfway around the world, nonstop. The quality, the fuel efficiency, the safety, the systems engineering, the reliability, the maintainability.
And when you’re doing this, creating a new airplane, we have around 600,000 people that are working on it. Talented people working together to deliver this compelling vision. So, what I did is I combined who I was, these Principles and Practices, and who I am with this management system on how to get things done in a big way, which includes all the stakeholders.
So, you can see where I was coming from and that resulted in the “Working Together” Leadership and Management System that I’m going to describe to you today. I never thought I’d leave Boeing, and I get a call from Bill Ford. I’m going, “Bill Ford, the great grandson of Henry Ford?”
And if you’re into engineering and management and business, and in serving, I mean, he’s one of our heroes. And so, he shared everything that was going on. And the more he shared with me that the worse it got, because I finally asked him, “Bill, so what’s your forecast for profits this year?” He said, “Oh, it’s going to be, we forecast a 17-billion-dollar loss.”
I said, “Oh,” and after I joined four months later, we achieved that. So, this was not a forecast accuracy issue. You know, we clearly needed an improvement in our vision, our strategy, in our plan. And now that leads to the last one on the right. And how neat it is to be able to share this with you.
And also, part of that is, is getting to know you and supporting you as best I can. So, Mark, that’s my answer to the formation of me and the development of the “Working Together” Leadership and Management System. And also, I don’t know whether I said this, but Mark has a chapter inside the book. So, Mark and Sarah and Frances and Marshall have been guiding me for my entire life. 
Mark Thompson: It’s such an honor. We learned so much from you. I’m so excited because when I think, Alan, you know, you’ve now created this whole “Working Together” methodology. Could you talk about that then, the “Working Together”: Principles, Practices, and this Connected Culture of Love by Design?
Alan Mulally: By design. 
Mark Thompson: By design. 
Alan Mulally: Yeah, absolutely. And remember that my love is designing. And so, the most important thing that I learned, throughout my whole life, was what Frances has been teaching us forever. And that is who you are is going to have more to do with what you do and the effectiveness of that than anything else.
And so, the most important thing is to design the culture that you’re going to operate in, where everybody’s going to participate. And culture means who you are, why you are who you are, what you do, and how you do it. And you can see how that’s culture for everybody. It’s a culture for yourself, too. So, next slide, please, Sarah.
So, here’s the answer to your question, Mark. And starting at the top, Our “Working Together”: Principles, Practices, and Connected Culture of Love by Design. Connected, meaning all the stakeholders are included and everybody inside the company, all the stakeholders, around the company, everybody is connected.
Now I’m going to show you in detail how we do that. And then a culture by design. You just can’t hope that you’ll have a culture. You need to design it. And so, I’m going to share with you the Principles and Practices first, and then I’m going to show you the five elements of the “Working Together” Leadership and Management System that you do simultaneously.
And if you do those, you’ll create the most effective, fun, neat, productive, Connected Culture of Love by Design and, through the rest of this, just one of the most important things that you can imagine is that the biggest, most significant responsibility of the leader, when you lead, no matter what the level is all the way up to the CEO and on the board, is holding yourself and everybody, all the stakeholders, responsible and accountable for following the “Working Together” Leadership and Management System with zero tolerance for violating it.
Because if you’re going to violate it, and you’re not going to help create this culture, then you’ve made a decision that you want to move on because this is what it takes to do world class business success. Okay, then drop down a little bit, Mark, and this includes just two things, our operating processes, those five things that we talked about, and the expected behaviors. Wow. It doesn’t say beliefs and values and things that we can’t see. I’m not a psychologist. I’m not a psychiatrist. But boy, like the rest of us, I can sure see the behaviors. And so, what we always focused on at Boeing, same way, and Ford, was the operating process we’re going to follow and the expected behaviors with zero tolerance for violating them.
And the reason, of course, is that what we’re trying to create is given a culture that everybody’s mind is contributing, but also everything about their heart is contributing. So skilled, healthy, safe, motivated teams. Now, and here are the Principles and Practices on the left-hand side. So, the first one, and this is a, I’m going to show you an example with going forward, how this is actually, we actually implemented this where people have a card that has this on it.
So everywhere you go at work, at home, wherever you’re working in your life, everybody has this card. So, the first one is that we’re all going to deal with people first. Love them up. And people have told me so many times, Mark, “You’re the first leader that’s ever used the word ‘love,’ and ‘I’m sorry’”.
“You use thank you a lot, but those two words, no one, no one uses those words.” And what’s that mean? Love them up. Well, it means love them up. I’m not trying to say I’m in love with you. I love you as a human being. And thank you so much for joining us. Remember those 600, 000 people working on the 777?
Holy cow. Thank you so much for your talent and your commitment and your enthusiasm to create the best and the safest airplane in the world. Everybody’s included. And we’ll talk about this with Stakeholder Centered Leadership and Coaching, but all the stakeholders are included.
They’re actually represented on the leadership team, compelling vision, comprehensive strategy, and relentless implementation. We talked about that. It’s got to be, everybody’s got to know, what we are here for. Can you imagine the people that work at Boeing and Ford when they knew they were contributing to safe and efficient transportation for everyone.
Not just themselves, but for everyone. I mean, that’s absolutely worth the commitment of all your talents and your enthusiasm and your heart and your mind. Everybody needs to know the strategy and they need to know the relentless implementation plan, which we’re going to talk about.
It gets a lot of press with our business plan review every week. Clear performance goals, one plan. Most companies, as we all know, have a lot of plans. Everybody’s wondering what the plan is. And then, of course, facts and data. We love what you think. That’s great. But we also want to know what the data facts and data are that you’re looking at.
So, when we have an issue, and we’re all going to work on it together, we know what the facts and data are that you’ve looked at. And you can imagine that just brings all of the attention really clearly to what the issue is so that we together can turn the reds to yellows to greens. Now look on the right-hand side.
Back to our comment about behaviors, very sophisticated words. Notice that, just very sophisticated. Expect the unexpected and expect to deal with it. Oh, thanks mom and dad. Now, if you’re in a creative process, which created the 777, but it’s also creating a business as a creative process.
Well, it’s not linear. It’s iterative. You’re gonna go round and around and around and you get better and better and better and better. And you need to expect the unexpected because that was your original design. That was your thought, but you’re going to get a lot of information that says that you need to improve this one.
And in our rapidly changing world, think how powerful that is. So, every week in that business plan review, we look at everything that’s going on in the world. We have never been surprised because we’re watching everything with every member of the team, watching it from their perspective, and we deal with it, looking for opportunities to further deliver value creation for everybody in addition to addressing the issues. Now, next one. Everyone knows the plan. Really? Everyone knows the status. Really? And everyone knows the areas that need special attention. Whoa. Now, there are very few companies that we all know that operate this way.
They just don’t share everything and they have all kinds of reasons why. In our “Working Together” Leadership and Management System, all the members of the team in the business plan review actually color code their slides that they use to present to everybody what the status is red and yellow and green. Green, that element’s on plan, yellow, they have an issue, but they have a solution and red, they have a new issue but they don’t have a solution yet, but they’re working on it. Well, a lot of people, a lot of leaders, they can’t stand a red. They think that they’ve failed. In a lot of the cultures today in business you never bring an issue to your supervisor or to your CEO where you don’t have an answer.
And so, you’re managing a secret now. You have no idea what you’re doing. And so this whole culture is set up that everyone knows the strategy, and the plan, they know the areas that need special attention, and we’re working on turning the reds to yellows to green.
And as a member of the team that brought that up, you’re not red, Mark Matter of fact, you’re really green. I mean, you’re fabulous. We hired you and you’re doing fantastic. And the fact that you have brought this up, that’s why you see those reports and all this stuff that’s written about this, where I clap. I’ll tell you if you want to know about that, you can ask me a story about what happened the first time, when I clapped and what happened to the team when they saw me clapping, because they thought for sure that the two doors behind me were going to open up and two large human beings were going to come in and extract the leader from the meeting because he didn’t have a solution. And so, it’s the same way about the finances. People are very careful about sharing their finances through the organization. Well, again, you’re managing a secret. So, again, it’s a really important principle in practice.
Now, look at these very sophisticated words some more. Propose a plan, positive, “find-a-way” attitude. Can you imagine doing something like this if you have a negative attitude? There’s always a way forward and you have access to all these talented people to work with to figure that out.
Respect each other.
How are you going to create this environment where people are going to feel psychologically safe? To share a red, to share a yellow. Well, that’s going to be absolutely foundational in the “Working Together” Leadership and Management System. If not, you’re going to be managing a secret forever. And so, what’s the way to do that?
Right back to the Principles and Practices of humility, love, and service. Respect each other. Listen to each other. Help each other. Appreciate each other. Wow. Oh, Mark. So sophisticated. Emotional resilience. Not the emotional resilience the way people think of it. Most of resilience and working together is trusting the working-together process.
Can you imagine this? You’re in a business plan review, an issue comes up, a red has been presented. The leader tells you whether they need your help or not right now, or they’re still working on it. And they have a red item and we don’t have a solution yet. Trust the process. We go right back to the top.
Make sure we got everybody included. Make sure that everybody knows what’s going on. And you can’t believe, when everybody knows what is happening, how that opens up all of the ingenuity and the creativity both on the revenue side, but also on the margin side on the efficiency side. Have fun. Enjoy the journey and each other.
Mark, and all of you, I, every morning starting with today, can you imagine waking up today and realizing, “Holy cow. I’m going to get a chance to hang out with some of the best leaders in the world, because they’d like to know a little bit more about my story”? I say thank you, thank you.
And then to be able to have served at Boeing, at Ford, Nikki and my family, and the communities in which we operate around the world. I say, Thank you in the morning. Thank you at night. And just appreciate this journey that we’ve been on and also appreciate each other. Just like looking at the two of you or the three or four of you or all of you.
I mean, what is really fun, is to work with talented people to create, look at the bottom of the chart, create value for all the stakeholders and the greater good. Now the PGA with a heart next to it does not stand for “Professional Golf Association”. It stands for “Profitable Growth for All.” And, Mark, this is what I used as a summary of what we’re doing and what a result looks like.
So, profit equals revenue times margins. I have always kept it really simple. People don’t care about all the other metrics that we’re also looking at because profit equals revenue times margins. And, great companies create products and services that people want, and they value them, and that increases their revenue.
They’ll pay for it, because it’s a value to them. And then times margins, and margins is the efficiency in which we create those products and services. And so, when you have created this working environment, and you have everybody working this way, that means you have the creativity of everyone working on both the products and services and simultaneously with the efficiency of making those simultaneously.
Now, why do you want profitable growth? Growth is a powerful word, starting with the mindset, the mindset of growth. Growth means that, if you’re growing, then that means that it’s much easier to work on your productivity because if you’re not growing and you’re going out of business on the revenue side, then you ask people to help you on the quality and the productivity and what’s the reward that they get for that? They get laid off and you wonder why they don’t want to work on that.
Well, if you’re growing the business for the good of all the customers and everybody and the stakeholders, then you’ll have the hearts and the minds of everybody to work on both of those and good companies will work on revenue and the margins by like 5 to 7 percent compounded annual growth rate and 1.7 times 1.07 equals 1.15. And so, profits are going to go up by 15% each year. The cashflow is going to follow. And stock price is going to go the same way. And everybody, look at the bottom, everybody, now, we’re creating value for everyone, all the stakeholders and the greater good. And again, keep thinking of Boeing and Ford up above, we are delivering safe and efficient transportation and a growing enterprise for the good of all the participants.
Now just because everybody wants to know what that figure is down at the bottom. That’s my signature. And that’s my airplane. It’s just a real quick story about this. So, when I was the leader of the 777, the salespeople would always invite me to share what the technical status was, what the airplane could do.
And so, one time I was in China, in Guangzhou, with China Southern Airlines, and I was presenting the 777 status. And what I’d always love to do is I’d present the status of the airplane, which was really, really fun, including the issues that we had, but we got every one of them done on schedule, delivering all the requirements.
Then I’d sit down, and they’d finish their conversations, and I would draw my airplane there and I would write the equations of motion around it, just, you know, technically, to have some fun. So, I finished my presentation. The chairman of the board was there, of China Southern, and he looked across the table and he saw me drawing this airplane.
And he stops the meeting, Mark, and he said, “Oh, Mr. Mulally, that’s your chop. That’s who you are. That’s your being.” And I said, “Yes, sir. It’s true. I live to make the finest, safest, affordable, best commercial airplanes in the world and support you.” And he said, “Oh, this is great.” And I said, “What do you think?”
He said, “Well, Alan, or Mr. Mulally, what I think is, I would like you to sign this multi-billion-dollar contract that we’re thinking about buying your 777 airplanes. And I’d like you to sign that with your signature and your airplane. Because you and your team, and all the stakeholders you’ve included, are going to be the reason that we’re successful or not.
And so, you’re the biggest decision that we’re ever going to make as an airline is purchasing these airplanes.” I said, “Wow, okay.” So I turned around to all of the legal people, the contracts people, and I said, “So what do y’all think?” And they said, and they used to call me Mr. Mulally, “Well, Mr. Mulally, you can’t sign a multi-billion-dollar contract with a doodle of an airplane.” I said, “Okay.” And I turned around to the chairman again and I said, “So what do you think now?” And he said, “I only can sign it, this contract, if you sign it with that airplane, because it means everything in the world to all of us. And so I turned around to the contracts people again and ask “What do you guys think now?” They said, “You know, Alan, we really like your airplane.”
So again, the question is really important. It starts with the Principles and Practices. They’ve got to be clear. They’ve got to be understandable. And we’ve got to hold ourselves and every participant responsible and accountable forever in this way. And if somebody would like to ask me a question, I’d be happy to answer it. What do you do, Alan, when you have somebody that doesn’t follow these Principles and Practices? And I’ll be glad to share that with you, because I do that with a smile also. Okay, next question. Oh no, I’m sorry. I have a couple more things I want to say. I forgot. Oh my gosh, this is good. I added this for today.
Mark Thompson: I want more. I want more. 
Alan Mulally: I know. I added this because of the quality of all of the people that you have invited to this meeting. Okay. Next slide. So let me show you a couple examples with Boeing and Ford. This is unbelievable. First time I’ve ever shared it. This is the agreement that we signed with United Airlines.
And when they decided that they were going to buy a 777 airplane, I remember we have the airplane and it’s on a piece of paper. I mean, a bunch of pieces of paper. We haven’t made it yet. We got five years to go to make this airplane. And so, look at this: in order to launch on time, a truly great airplane, we have a responsibility to work together. Whoa. Yeah. Work together to design, produce, and introduce an airplane that exceeds the expectations of the flight crews, cabin crews, maintenance and support teams, and ultimately, our passengers and shippers. And then look at this. Think of what this means from a requirements point of view, because all of you are dealing with requirements, you know, for your products and services or your business.
Best dispatch reliability in the industry. Now, that means, dispatch reliability means, that the airplane is scheduled, and then it actually leaves on that time. I know, a lot of times they don’t. And a lot of times it’s because the airplane is not ready. And so, this was the biggest requirement that was different than anything we’d been associated with in our hundred-year history.
This airplane was going to work on day one and Mark, not just to go a few miles, but the commitment was, because what they wanted was to go halfway around the world and over the water. And all of those requirements would take most manufacturers 2 to 3 years to get to the place where their airplane is ready for that.
And we agreed to be ready on day one to go halfway around the world. And their first flight was out of Denver, which is high altitude, to Hawaii, which is an extended range that no one had ever done on day one, and then the greatest customer appeal in the industry, whoa. And that led to, you can imagine, an unbelievable opening for us to include all the rest of the airlines so we can make the best airplane in the industry, not just for one airline, and it’s user friendly and everything works. Everything works for four million parts. Not everything works. And so, you can see how the three of those all go together. And there’s the handwritten note. And at the time, my supervisor was Phil Condit, who eventually became the CEO and the chairman of Boeing, soon after this, and Boeing asked me to lead the implementation of our 777 “Working Together” Leadership and Management System.
Okay, next slide. I just had to show you guys. Here’s the 777. And this is the rollout of the 777. And if you look down below, 110, 000 people that were working on the airplane. And if you can get close to seeing it, most of them are holding up their children so that children can touch the bottom of the airplane.
And even though that might not have designed the bottom structural part, you can hear them saying, “Okay, and then inside there’s the autopilot, there’s the auto throttle, there are the seats, there’s the bathroom, blah, blah, blah.” And then also if, when you look at it, you can see at the front of the airplane underneath the cockpit windows, you can kind of read a red script.
Looks like a signature. That red signature up on the left-hand side is, “Working Together.” And, then you can see all the airline logos down on the left-hand side underneath the windows. Now, you can also see that the 777 is pretty big. And right now, our stretch version of it, over the years that we’ve stretched the airplane, and more people go further, it can carry more people and go much further than our Boeing 747 airplane.
So the 777 has taken over as the most significant airplane in the world, with the highest safety and operating efficiencies.
Okay, next slide, please. Let’s look at that “Working Together” up close. Here it is. And here are the pilots, John Cashman and Kenny Higgins. Wonderful friends, Kenny was the leader of all the Boeing pilots.
And now you can see up underneath the window. There’s the “Working Together.” And this is right before the first flight. Now, just an unbelievable story that validates this “Working Together” and what it means to people in their hearts and minds. So, when you have a new airplane, whether it’s a commercial airplane or a military plane, when you do a first flight, the only people that are on the airplane are the pilots.
In a military airplane, it could be one pilot. In a commercial airplane, it would always be two. And the reason is, you don’t know an airplane works until it works. Now we’ve tested it, we’ve analyzed it, we’ve analyzed and tested all the components, and we’re at the place where we all think that it’s going to work.
But the only two people that are on the airplane, because you don’t know yet, are the pilots. And so, what we’ve always done over the industry for a hundred years or forever, is, we would always put the pilots names underneath the windshield, because we’re celebrating them for doing this. So we had their names underneath the windows.
And two days before the first flight, John and Kenny came to see me. They said, “So Alan, we have a suggestion for you. We’d like you to take off our names and we’d like you to put up there ‘Working Together.’ “I said, “Really? Why? This is the biggest time. This is the biggest thing in your life right now.”
They said, “Well, Alan, we have never, the pilots have never been included with the engineering team and the manufacturing team like we have with our “Working Together” Management System. And the fact that you included all the airlines, I mean, we know that this is going to be the finest commercial airplane ever designed, and we would like to recognize all the participants, all the stakeholders.
And so, we’d like you to put “Working Together” instead of our names So this was such a big decision that I needed to consult with my team. So, I brought them to a business plan review. They were there most of the time anyway. And I said, “Okay, Ken and John would like to ask you a question.” And they all sat back, and they couldn’t believe it.
And, then they didn’t say anything. And then finally both of them said, “Well, what do you guys really think?” And somebody said, “We’re in awe. I’ve never felt more appreciated. The fact that that’s what you believe is the biggest validation that we’ve had. To have the two pilots want to put “Working Together” on the outside because this is what we contributed to.
I mean, we were all, we had watery eyes. And, two days later, first flight, airplane worked perfectly. So just a planned hour flight or so flew for nearly five hours because they went ahead and started the whole flight test program because it was working so well. Okay.
Boeing, “Working Together.”
Okay, next slide. Okay, I never thought I was going to leave Boeing, because there was one more airplane I wanted to introduce. And I got a call from Bill Ford. And I answered him, and I couldn’t believe it was Bill Ford. And he started sharing with me the situation at Ford.
And like I said, the more he shared, kind of the worse it got. And Bill Ford is such a neat person and such a neat leader. And he shared everything with me. And he asked me to join him as a CEO, because he was CEO and the chairman. And I initially regretted. I thought about it, and I decided I was going to stay at Boeing.
And then, when I said no, I was in my little den in Seattle. And three of the kids and Nicki were standing outside listening to me regret, because they had shared with me that, “Come on, Dad, let’s go. And this is a fabulous company. We know all about the airlines. We know all the people; we know the products.
We want to drive a Mustang, a new Mustang. Come on, let’s go. Let’s go help him out.” So they walked in the room, Mark, after I said, “No, I was going to regret it.” They said, “Okay, Dad, so we’re going to Ford, aren’t we?” I said, “Yep.”
Another lesson that I’ve practiced over the years is you think about every decision, you consult with everybody, you agonize about it, but at the end of the day, when you decide, you’ve got to share it. And the important thing when you share it is to listen to yourself. Is that what you really want to do now that you hear it? And I knew then that I was being asked to serve a second American and global icon. And the world would not be free, going through World War II, if Boeing and Ford hadn’t come together and supported everybody around the world to get back to a peaceful world during World War II.
So, I called him back - or no, no. One more thing about that. So, when I said no, he also said to me, I’ll never forget this and he never forgot it. He said, “Alan, we need you. And if you think that you need to be the chairman and the CEO, I will give up being the chairman.” Now, this is the titular head of the Ford family.
This family owns the company. And I said, “Bill, if I were to come, I would only come if you stay as the chairman, because we’re going to have to deal with a lot of decisions that have been previously made, and we need to include all the stakeholders so that we can move forward in a very positive manner and in a timely fashion.”
Okay, next slide. So, let’s go to work. So next chart. Now I’m going to just kind of summarize the rest here, because the reason I included it all for you is so you would have it. And we’re going to get this to you, along with the video and slides.  I want you to have it so you’d be able to look at it on your own time too.
So, the first thing we did, remember, was we agreed to the compelling vision. And this was Henry Ford’s compelling vision in 1925, to open the highways to all mankind. At the time, he had 50 percent market share worldwide. And in the last sentence, he shares the whole strategy over on the left-hand side, everything we’ve talked about, about working together.
And over on the right-hand side, he said, “We don’t think of ourselves and our success today having 50 percent market share. We want to open the highways to all mankind around the world.” And of course, everybody at Ford plus everybody who’s going to join Ford goes, “Whoa, okay, I’m all in. I’m ready.”
Okay, next slide. And the next thing we did, Mark, is we did the strategy and the plan. And this is a card that everybody had, the One Ford card at the top. And if One Team, One Plan, One Goal with all these expected behaviors on the right-hand side. I won’t go through it at all, but that is very simple.
It’s very straightforward. And that’s the entire plan on the left-hand side that will deliver profitable growth for all the stakeholders and the greater good. And if you look at the expected behaviors on the right and you read it, every one of them that was in my Principles and Practices is on there.
But I asked the team to do this together. So that’s just a starting place. And I’d recommend this to everybody that is participating today. You don’t have to use verbatim. This is the idea. And so, the most important thing is to use your team to develop the vision, the strategy and the plan together and do it together.
And look how they wanted to organize it, Mark. F-O-R-D so can you imagine how people felt around the world that we’re working on this? And this was their expected behaviors, and they’re going to follow the process. The process is here, too. And you can see across the bottom that also shows you that we committed to make world class vehicles for every area of the world.
Small, medium and large cars, utilities and trucks use the One Ford plan and our “Working Together”. And there it is, the long-term value creation, a profitable growth. Okay. Next slide please, Sarah. 
Mark Thompson: This slide has everything to with your taking this the next step because you now talked about Principles Practices and Connected Culture of Love, which I’m really feeling.
I think we’re all feeling it. Now, it would be great for you to unpack, which is what you’re doing here with this “Working Together” Leadership and Management System. Now, it feels like flowing all together. 
Alan Mulally: Absolutely. And Mark it’s perfect, the way you said it, because those Principles and Practices are great.
It’s kind of like, when you just talk about who you are, but you don’t understand, or they don’t have a plan about how they do what they do. And so this is the how you do it, but also you’re going to be most effective if you are who we’ve been talking about with humility, love, and service.
And so, five elements, we covered the Principles and Practices. Next is the governance model The most important thing is ““that the board chooses the CEO to lead “Working Together” and the CEO selects the “Working Together” leadership team that includes all the stakeholders. Then, the leadership team selects a team of people that are committed to the “Working Together” Principles and Practices.
And then we create the value roadmap. And then we do the business plan review every week where we go over the weekly review of the business environment around the world. So, we know everything that’s going on. Every member of the team is there. And we go through the business strategy, and plan. I start the meeting every week.
I’ve done it for 47 years. I think I’ve met miss maybe 10 or 12 meetings, because now you can just call in. And everybody wants to see the reds going to yellows and greens and back the other way. And then the status and the forecast is special attention. And then every year, the better plan. So, look down below, there’s the profitable growth plan.
We always go five years out. Now, I want to give a nice salute to Sarah, look back over the leadership team. So I kept putting leadership team and Sarah said, “Well, Alan, I understand, but isn’t the leader kind of important?” I said, “Well, yeah, but he or she is a member of the leader team.”
She said, “Well, right, but I think we just need to emphasize that the leader is important.” It kind of gets back up to the governance process. Are you going to pick a leader like this? Are you going to pick a command and control person? Because if you pick a command and control person from the industrial revolution, they’re still out there, mostly, you can’t create this kind of a Culture of Love by Design. So, I let her put an underline underneath it. And every time I look at it, I kind of shivered, kind of goes back to the work, work is love made visible by design. I’ve never talked about myself this way, let alone put an underline under the word leader. Okay. Now look down at that right hand side and you can see the Stakeholder Centered Leadership, the Stakeholder Centered Coaching.
You can see the behaviors of humility, love, and service. Courage, discipline, resilience, civility, authenticity, huge, positive mindset, psychologically safe that we talked about. And then the responsibility for following the processes and expected behaviors. And then remember the growth word on the PGA. Well, think about Stakeholder Centered Leadership and Stakeholder Centered Coaching.
So every person starting with me, and Marshall was with me from very early in my career, that every leader and every person on the entire team around the world has a growth plan every year, and they have two or three items that they’re working on that we’re all helping them understand the feedback and the feedforward that that could really take their leadership to another level and their contribution to another level.
So that’s why the Stakeholder Centered Leadership and Stakeholder Centered Coaching are just really, really important. Now, I think that’s enough for me to share right now because I think what my experience has been that the participants today will get a chance to look at this now and they’ll be with what we’ve talked about.
I think they’ll know exactly what these words mean and why they contribute so significantly to creating this “Working Together” Connected Culture of Love by Design. 
Mark Thompson: You know, I love how it flows from Principles, Practices, Connected Culture of Love and then Leadership and Management System and how it’s foundational to the Stakeholder Centered Leadership and Stakeholder Centered Coaching practices.
Alan Mulally: Absolutely. 
Mark Thompson: Which we can talk about further and I’d love to have you share with us something that’s very much a through line through everything you’ve just asked about and talked with and encouraged us about, which is work life balance. You’re a role model for that. Alan, what’s your advice there?
Alan Mulally: One, I will, I’d be happy to. One last thing Mark, that Marshall said earlier, is also, just really, really important. Is that all of this with everything that Marshall and Frances and Sarah and you and Coaches 100 plus, plus, plus, is all related and it’s all together because it’s including all of the stakeholders. Very few companies do that.
So, we’re including all the stakeholders and you have the United States that actually on the business round table, actually changed the purpose of business to try to move people away from just shareholders to all the stakeholders. Now you can imagine, I know this for sure, after 47 years of Boeing and Ford, when you include all the stakeholders like I described, you’re going to have better products and services.
So you’re going do even better on creating value, not only for the shareholders, but you’re going to create value for all the stakeholders. And then of course, the Stakeholder Centered Coaching that Marshall has pioneered is fantastic because it supports working together so well because it’s based on respect.
It’s based on participation. It’s based on helping each other, feedback, feed-forward, including them that none of this is like separate. Can you imagine a business plan review? You’re working on all those behaviors in the meeting every week. You can’t come back the next week and say, “You know, I had this red and I decided not to work on it. The hell with all of you.” No. So you’re not working for the leader anymore. You’re working for the purpose, the vision that you all have agreed to.
Okay. Now back to authenticity, which is the answer to your question on work life balance. Okay. So next slide, please, Sarah. We only have a couple of slides left. Now, Sarah, and I love the authentic word because most definitions in the dictionary are very complicated.
They all have multiple explanations. Authentic is very interesting because it’s so clear. Authentic means an alignment between your beliefs, your values, and your behaviors. Now remember, we’ve been talking about this. And everything you’ve been seeing are these expected behaviors. And they include who you are, and what you do, and how you do it.
And so alignment of those is quite amazing when people get to that place. So, can you imagine, Mark, in this culture, that when you operate this way with those behaviors and you’re so successful and you’re having so much fun because you’re making a difference, you’re feeling the satisfaction of meaningful accomplishment, that no matter how you started before you joined this program, your beliefs and values move dramatically from “I” to “we” and “me” to “service.”
And there’s hundreds of words that it delivers, because you move in this direction, but what happens is that you get aligned with what your beliefs, your values, and behaviors are. Now, I wonder what that means to us as a life, that those would be all aligned, because I know, I’ve been told millions of times, like all of us here today, that people come to their occupation, we call it work, they come to their occupation, and they operate one way, they go home, they operate another way. Now think what that means to your mind. “Let’s see, which part of my life am I in?” and “Okay, now, so I don’t do work life balance.” Matter of fact, I think work is part of your life. Duh. Okay, good, good, good. Okay, next slide please.
And so, here’s my work life balance. You have one life. And it’s your life’s work. And this “Working Together” Leadership and Management System actually creates an environment where all the participants can feel this and grow and have one life and life’s work. So, our “Working Together” authentic, integrated one life and life’s work of service, I’ll be darn, is Our Love Made Visible because everybody can see it. And they’re not just seeing the behaviors now. They know now that’s who you are. That’s your beliefs, values and behaviors. Oh, and by the way, I changed the definition of “work.” It’s about work for all of those elements of your life’s service.
And what’s really fun is you can draw this for yourself, put all of the elements of your life, check and see what you think about them, how you feel about it, how’s it going, and do your own business plan review on it. But the point is that when you’re in a work-life and when you’re in a “Working Together” Leadership and Management System, environment and culture, you become so one with being the same person in all of these elements of your life.
And you can imagine how powerful this is, and you look on the right-hand side and this works for everything in your life. The “Working Together,” the Business Plan Review. Nicki and I used a version of exactly the “Working Together” system with all five kids over the years. That’s so much fun every week.
And then Marshall, bless his heart. I mean, he was thinking of his life and his legacy, and we were talking about it, and these are just such wonderful thoughts. And he said, “Alan, Alan, what, what about a version of the Business Plan Review for our lives?” And I said, “Marshall, that’d be fabulous.”
“And Marshall, you’re set up with all these phenomenal coaches, all these clients that you’ve had, you could have different sets of meetings where they could remember,” starting with Marshall and he led it and says, “Okay, here’s where I am. Here’s where I’m thinking about going. Here’s my plan.”
“I’m checking in. I’m having somebody check with me every week. Make sure I’m, I’m making progress on these.” Well, what if you invited a few of those, your colleagues, a few of your clients, a few of the people that are on our call today. And they review that and we give them feedback. We give them feed-forward, and they know we’re there because we love them.
Well, can you imagine the power of going forward? Okay, so that’s my answer to your question. No more work life balance. We have One Life and it’s our Life’s Work and it’s our work service that supports all the elements of our life. Next slide. Okay, now, this is just for your fun. This is not about me. I mean, it’s about me, but this is an example for you.
So, we all are working on this One Life and Life’s Work. Four questions are very powerful to ask ourselves. Who are you? This is what everybody else wants to know. Every person wants to know from a leader. Who are you? Where are we going? And do you see me? Well, look at this. This is you. Who are you? Why are you who you are? Which we were going through today because of Frances and Marshall and Sarah. What you do, you can see my what, what I do, how you do it, we just went through the work, I do the same thing in every element of my life.
And then look at the “who you are” on the left-hand side, same characteristics. You have one person on the same in every element of my life. And lifelong learning and continuous improvement. Now, this is kind of like a reference for you, but the fun thing is just do the drawing in the middle and then fill out all four around the outside.
Now the other thing is, go check with all of your colleagues, make sure that you’re assessing yourself right. Maybe talk to your significant other. Maybe ask the kids, “What do you think?” Maybe at work, maybe your boss, maybe the people you’re working for. Just, “How am I doing?” Well, I think you might get some feedback that would be very useful to you.
Okay, next slide. Now the last thing that Sarah and I did for you is provide you a list of references, which are just a few, but that we have found are very useful to you when you start to go down the road of enhancing your “Working Together”. And you can see the ones we’ve talked about with the Work is Love Made Visible and the conversation with Alan with Sarah for the Leader to Leader journal, which she’s the editor of, which she also was with Frances.
And then you drop down and the American Icon by Bryce Hoffman. Or in the one above that, by Karl Sabbagh, are two of the best detail references of my service at Boeing and at Ford. And then, see the “Working Together” webinar with Marshall. And that was one of the very first times that we did what we’re doing with you today.
And Marshall and I were blown away. I mean, the response was unbelievable. And because we had never shared this before. That was the first time they learned anything about me in detail. And then, oh, look right below that. Chief Executive Summit Interview with Mark Thompson. That’s the same Mark Thompson who is with us today.
And so that interview was really fun. So I would take those two interviews and these references with Sarah to be my biggest contribution to all of you. To not only learn as much as you want about it, but also, I think you’ll find it very enjoyable. So, thank you.
Thank you for doing a great job with your questions.
Marshall Goldsmith: Yay. Is there anything else you’d like to say, just in closing, to the great people who are on this call?
Alan Mulally: I sure would, Marshall, and I thank you for the opportunity. So, Marshall, Mark, Kate, Bill, Sarah, I just want to tell you thank you. To get a chance to serve like this is, it’s just an unbelievable opportunity.
And I know how much the people that you invited today are going to appreciate everything that we have done together, to share with them about the “Working Together” Leadership and Management System. Our world has never been in the situation it is in today, where working together towards a bright future and creating value for all the stakeholders and the greater good, never had we had such an opportunity. And to share with them who you can be as a person and how you can do it is an unbelievable gift. So, I want to thank you for your fabulous gift today. Thank you.
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