INTRODUCTION

From Built to Last to Success Built to Last

The Mandela Effect

It was close to midnight at the World Economic Forwhen we sat down to wait for the
last meeting of the day. The freezing rain hadedrio a blizzard, but inside it felt like noon
in the Sahara as the heating system gushed to cwpensate. Mark Thompson was
nodding off in his chair when Nelson Mandela sudglesppeared around the corner,
extending a sweaty hand and a tired smile. Thompgbdrered as Mandela leaned on his
shoulder and eased onto the leather couch.

In the years before Mandela, an activist lawyed been sent to a death camp, he was
rarely without zealous overconfidence about hissiais to end apartheid. South Africa had
suffered violence and unrest that seemed irrecainiel Although Mandela initially
advocated a peaceful solution, he eventually tgpluns when the path of peace appeared
to be a dead end. In 1964, he was convicted ofpti@ty and sabotage and sentenced to life
imprisonment.

Most of his years as an inmate were on Robbendslaifi Cape Town, where the South
African government sent the opposition to breakmtsrale. During his many years of hard
labor, the government pressed him repeatedly topommise his beliefs in exchange for
early freedom. He refused.

After 27 years in captivity, in 1990, at the age7df Mandela was released. He had
every reason to have become the most dangerousomdris continent, but instead he
accelerated the peaceful reinvention of his nation.

How could he have overcome his hatred to lead awvimant revolution, seeking
reconciliation instead of revenge? There he sdtaested, but radiant; continuing his quest
to heal his homeland. The adulation of Mandelarsfaas grown or evaporated, depending
on whom you ask. Nevertheless, he took his ownueigath—a journey that matters so
much to him that he has stayed the course year wdi@r, often despite the social and
political consequences, not because of them. Wieecohld be lounging in retirement, the
Nobel Laureate and ex-President was instead rawypeople to his cause—as he had been
doing not just for a month or a year, but for atlihe, with an intensity that had not faded
despite his decades of suffering in a South Afriedln

Your three co-authors, separately and now togethave always been passionately
curious about what makes enduringly successful lpeapd extraordinary organizations
tick. We have long shared a common question: Wisdiies long-term achievers to make
the kind of choice Mandela did—to struggle and grdespite all odds—to find new
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meaning and hang onto it not just for the momerfoohimself, but to create success that
lasts? Although history supports Mandela’s nobteritions, the fact that he didn't start out
as a saint, with neither perfect grace, nor huwiliefore his long walk to freedom, makes
his journey even more useful and inspiring to test 0f us. That's the Mandela Effect—
when you can create enduring success not becausarggerfect or lucky but because you
have the courage to do what matters to you.

From Built to Last to Success Built to Last

Mandela’s transformation is a courageous examplereéting a life built to last. He
achieved not just any success, but enduring sudbesdasts because it matters. In the
introduction for the paperback edition of the besm classic, Built to Last, Jim Collins and
Jerry Porras reported “a significant number of pedad found key concepts useful in their
personal and family lives as they approached thddmental human issues of self-identity
and self-renewal. Who am I? What do | stand forawé my purpose? How do | maintain
my sense of self in this chaotic, unpredictablelé®iHow do | infuse meaning into my life
and work? How do | remain renewed, engaged, antiktied?”

Healthy, sustainable societies require the creationealthy, sustainable organizations,
and great organizations and societies can onlyudeldy human beings who can grow and
create meaningful success. If you believe that—aedlo—then talking to people who had
remarkable lives and lasting impact seemed a ratiireg to do. As inner- city educator
Marva Collins (no relation to Jim) told us, whenuycreate a life that matters—a life you
feel worthy of living—then “the world would be arttar place without you.”

And so began the journey of our collaboration oncgss Built to Last.

Conversations with Enduringly Successful People

This book is based on interviews with over 200 peatl over the world who have made a
difference—large or small—in their field, professjar community, but who have lived a
life that they believe mattered. In these convewssat we rediscovered a principle that is
starting to emerge in books about organizationafopmance and leadership, but rarely
seems fully developed: Success in the long runléssto do with finding the best idea,
organizational structure, or business model foreaterprise, than with discovering what
matters to us as individuals. It is here, at a yaysonal level, where thought and feeling
inform each other, that creativity begins, and vehie potential for enduring organizations
emerges. We found ourselves on a quest to findhitsi—probing to uncover the principles
and practices of individuals whose impact on theldvendures.

These people are not confined to the categorieendfepreneur, revolutionary, or
positive deviant. Many are reluctant to think oénifselves as leaders or role models even
today. Most did not start out by pursuing successamventionally defined by their culture.
Some will probably never have much money; otheesrimh, even very rich, but very few
started out wealthy. They come from many backgreursbme horrific and others
privileged.

In terms of personality, they're all over the mapme are naturally loud and assertive,
while others are barely audible until you ask themut what matters to them. A few have
so-called charisma, but most do not; and many merméioverts in the midst of success. At
some point in their lives, all of them found thefass on a collision course with a kind of
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need that generated a relentless, passionate tionvio change the way things are for the
long run, often despite how society might judgerhe

We struggled with how to refer to these enduringhhiachievers. Labels such as
“visionary leader,” in this context, seemed unneaé$ lofty; creating a separation that
would provide the rest of us with reasons not txheinside ourselves to retrieve our greater
possibilities. Let's be clear, however, that altlvése people are providing leadership in one
way or another. Ultimately, we chose the terms ‘limyly Successful People” and
“Builders,” the latter a description based in pant the “clock-builder” concept from the
original Built to Last book. By way of metaphor, I@ws and Porras made a distinction
between the ability to tell the time in the momand the ability to build a clock that could
tell the time beyond the lifetime of the buildehély observed that leaders who created a
vision and culture that endured were “clock-buitderhose organizations stood the test of
time, outlasted them as individuals, and ultimataiyperformed those organizations run by
men and women who functioned merely as “time tgllarho lead in the traditional manner
hoping to succeed with a hot idea.

Builders are people whose beginnings may be inaisf@ but who eventually become
defined by their creativity. At some point in thdires, Builders feel compelled to create
something new or better that will endure througttbetr lifetime and flourish well beyond.
Builders often see themselves simply as peopladrio make a difference doing something
that they believe deserves to be done with or withleem, and they recruit the team—build
the organization—needed to get it done. Great dzgtions can be a dividend of this
process, but enduring institutions seem to be b outcome of the Builder's mindset
than a goal in and of itself.

We learned that, for the most part, extraordinaggpbe, teams, and organizations are
simply ordinary people doing extraordinary thingattmatter to them. The message here is
that you have it within you to live an extraordipdife. You have the choice to embrace a
personally meaningful journey, integrating yourgmeral and professional lives in ways that
make a lasting difference. And when you do thaty yave the potential to create an
organization and a legacy that can serve the wonlg after you're gone.

How We Found the People

We interviewed relatively unknown business managargepreneurs, teachers, Olympians,
and Nobel Laureates, as well as Pulitzer, GramragpBdy, and Academy Award winners
and the CEOs of large and small organizations. ¢ many of these people during
consulting assignments around the world. To idgraifiditional people to interview, we
reviewed an eclectic variety of well-establishedtsi—from Time Magazine's Most
Influential People to Oprah Winfrey's Use Your Lifavard winners, as well as those on
the annual honor rolls of the biggest, fastest gngwor most admired in major business
publications, notably Forbes and Fortune. We aistidd at lists of noteworthy individuals
honored by nonprofit organizations.

From this universe of people, we overlaid an unusioee limitation to our review—a
20-year minimum—eliminating those who had significauccess in their careers, with a
few exceptions, for less than two decades. As alttewe dropped celebrities-of-the-
moment and multiple generations of charismaticéesdvho come and go—culling our list
to fewer than a thousand people who described thigasas having found lasting success.

From that group, we screened for diversity of iests, industries, and gender. We
invited several hundred people to participate aritimately, completed more than 200
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personal interviews from 1996 to 2006lot surprisingly, the group was largely over age
40, and the oldest individual interviewed was 95.

Avoiding the Apprentice Trap

In the age of reality TV, it has become commonpleendividuals to rise from complete
obscurity to super-stardom in a matter of weekmonths, only to soon disappear into the
“where are they now?” files—or worse. We looked patople with a long tenure of
performance—people who mattered year after yeaterahan anyone who happened to
show up on the cover of this week's magazine a®labdty-of-the-moment from The
Apprentice or Survivor.

This long-term approach allowed us to include peapho have had significant impact,
both those who are popular as well as those wheviddy out of fashion, but nonetheless
well worth interviewing for this project becauseeyh have (or had) been highly
accomplished in their field for a long time. Jimr@arter was stunned by a humiliating
defeat—a landslide against him in the 1980 elestishut found a more rewarding role and
won the Nobel Peace Prize after 20 more yearsllwiwiimg an entirely new dream largely
unrelated to his presidency. Although he’s under &igain for his strongly held views and
his latest book on values and anti-fundamentalisen,continues his mission around the
world.

There are bound to be people who you may thinkirappropriate choices for this
discussion about enduring success. Whether youtlos® or hate them, very few of the
people we interviewed will escape harsh criticisonf one quarter or another because they
are, by definition, having impact doing what mattey them! Indeed, as soon as you place
someone on a pedestal as a role model, there sedrasa perverse law of the universe that
increases the chances that person or that orgmmizaill stumble foolishly or become the
target of heated controversy. Let's make it cleaat tthe people interviewed are not
presented here as role models for you to followatBha very personal choice only you can
make. We offer them only to provoke a discussi@it ylou may need to have with yourself,
and the people who matter to you, about the defmibf success. If there is anything that
became abundantly clear after so many intervieiwgas that there are many different, even
contradictory and dangerous, ways to go about atialy success that lasts—as you will see
in Chapter 1, “From Great to Lasting—Redefining &ss.”

Many high achievers who have enduring success sthexi dogma with which we
disagree, and some that were even offensive td/eshope you can't tell who they are. We
excluded violent criminals and terrorists who haae impact for the long haul because we
hope that none of us can or should count on inganibther criminal pathologies to build a
legacy of lasting impact.

Successful People Have a History of Mistakes arel/ Harvest Their
Failures

What often surprises most people is that Buildengehvery significant failures, losses, and
bitter disappointments. Some are experiencing aliffy as we publish this book. In

hundreds of interviews, we never met a soul who'tidave embarrassments or failures in
their portfolio of experience, including the authdhemselves. Extraordinary individuals
take one step back and two steps forward with reesty challenge—and sometimes two
steps back to one step forward. They harvest ugefsons and knowledge from what
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doesn’t work, and they display a remarkable resije an ability to bounce back from
adversity.

They don't just think positively, but rather praeithe ability to respond and move
ahead, often despite how they might feel in the enxtnwhether the setback was their own
foolish fault or just an unlucky break. Buildersngeally did not blame others for their
circumstances, but instead focused their atterdioractions within their control that they
could take to solve or manage the problem.

This sense of perspective was particularly necgstaing our first set of interviews. As
you might expect, a few of these high achieveramsee superhuman. They were not
remotely like the vast majority of the rest of us Barth. Some people are way too smart,
talented, or lucky to be helpful as a referenceuAnerving number of Nobel Laureates and
virtuosos came into this world with their speci@n@gs seemingly in full bloom. If you
yearn for the heights of Yo Yo Ma, you had betterabcello prodigy by age seven. “No
novelist in the world would have dared invent hifine combination of virtues—musical,
intellectual, and personal is simply too implausjblsaid Smithsonian Magazidede is a
generous humanitarian who lives his values and is@edibly disarming and warm person
when you meet him. These are gifts, but the rekiofalents are simply out of the reach for
almost all of us, and, therefore, not as usefulace as others might be.

We certainly didn’t want to take this journey justfind more people who give further
reason to doubt our own abilities and reason tcaneranonymous. Fortunately, and to our
great relief, in the process of meeting and iniewing hundreds of remarkably successful
people, we uncovered good news. We found powenfiniciples that transcend luck or
simply great genes. In Chapter 1, we share a sjntiplee-part theoretical framework that
explores useful attributes that all these succépsfaple have in common.

Tracking these people down wasn’t easy. Some workmote regions of the world and
surface only occasionally; others are celebritiedeaders whose schedules are in high
demand. We intercepted some during their visitsrtiwersities around the world. Many we
met initially during business conferences and cliimgu assignments. We interviewed
people in the field, at conferences, public radatisns, or in their homes, offices, limos,
and studios in the United States, Asia, and Europe.

Throughout this book, you will see descriptiongta places and circumstances in which
we interviewed people. We have provided that aold#i color because we believe that,
whenever possible, it's important to observe thegsaidnese individuals actually behave—
not just what they say. We wanted to catch thethénact of doing (or not doing) what they
said they do—for example, Mandela’s willingness eiatertain a bunch of caffeinated
business suits and other leaders at the World EomnBorum to continue to fuel the global
dialog about peace and freedom.

For many years, we have participated in the Fomihich is a four-day marathon in the
January snow three hours from Zurich, where attemden from early morning espresso to
well past midnight, often standing in lines oddlpcked with CEOs, social workers,
billionaires, and Nobel Laureates—awaiting accesyenues—all anxious to squeeze in
quality time with rock stars, heads of state, amcheother. This sounds like a spectacle, and
sometimes it is, but it's one of the more effectplaces to connect with people who are
having lasting impact. What keeps you going degpigehigh security and long hours is the
intellectual feast—dining all day and night on thsights and eccentricities of some of the
world’s most enduringly successful people.
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Our Approach to the Interviews

After we found Builders to interview, we neededr@sh way to think about this topic. We
did not want to rely entirely on third-party bioghaes or send out yet another survey with a
request to tick boxes on a mass mailing. We'resniogé those surveys get the full attention
of the leaders they're sent to anymore and, asr Ptecker warned us, “That's all been
done before.” Drucker (and many others) encouragetb think differently about this—to
pursue free-ranging conversations with a diverseigiof people about what success means
rather than focus on business leaders or leadepstipse. Until you “figure out what
success means” to you personally and to your orgdoh, leadership is an almost
“pointless conversation,” Drucker admonished. Anel @efinitely did not want to confirm
our own set of beliefs about some theory we watiadrto prove. We wanted to learn!

The fact that we actually interviewed the vast migjaf our sources, rather than rely on
surveys or third-party data, sets this work apasinf other offerings in this field. We
explored the issues personally with individualdhaman beings, asking them one kick-off
guestion about their definition of success andrigskeadership. This open-ended inquiry
enabled each enduringly successful person, or 8yildther than the authors, to drive the
conversation and provide insights in ways that wWduhve never occurred otherwise. We
followed their lead by asking clarifying questicdiesreveal the depth and creativity of their
answers, rather than sticking to our own presenadgeof questions. All too often in
academic research, dialog is curtailed when a resga moves beyond the preordained
guestions or topic. We wanted to mine the richieésbat spontaneous dialog.

The unique power of this project was that it did start out as a science experiment, but
was the culmination of many leadership interviewlected in the course of our intensive,
face-to-face consulting work in a wide variety ofganizations, at universities, at
professional conferences, for public broadcastirgg@ams, and at other eclectic settings
over a ten-year period. We saw the resulting dataas a gold mine of information that,
when systematically analyzed, yielded some inctediisights. This opportunistic approach
provided a very different and, we believe, richéalah than if we had started with a
narrower, highly structured process. The convereatiexposed us to viewpoints that we
never would have thought of as theories to tesa heal sense, this journalistic approach
gave us a better set of hypotheses and a freshgmtitee on the issues of leadership and
lasting success.

By approaching people with this kind of exploratalialog, we learned more than we
could have hoped for or imagined. In fact, we fouihdsometimes unsettling, and
occasionally threatening, to hear highly accomplisipeople describe things we had
believed to be universal and concrete—like coreiegland the definition of success—in
many different and even contradictory ways. Theiggalthese people cling to are their own
intuitive and artful interpretation of what mattéosthem. The beliefs that they defended so
dearly were not facts of life, but daring choicesidgments about what was right for them,
not what everyone else should do. As we listendtigw stories, we felt the bondage of our
own beliefs dissolve.

After completing the interviews, we analyzed thateat in a structured way to find the
most frequent patterns of behavior and thinkingntidfying 21 broad topic categorfethat
emerged from the conversations. The strongestesktimade it into this book.

In Success Built to Last, we could not follow iretfootsteps of many business books in
which companies are paired for comparison and nmedsuo terms of relative performance
based on their business model, growth rates, fogndata, key competitors, operating
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efficiency, or stock market or other relative ficai data. In our interviews, we reached out
to individuals who work not just for public compasilisted on stock exchanges, but also
private for-profit and nonprofit organizations, estfific and educational institutions,
government agencies, and communities. As a pracatiedter, we didn’t think it was
reasonable to have a control group to compare hupeémgs in those same ways—as
winners, losers, or runners-up.

Instead, with our manuscript already drafted, wstet® our assumptions by creating a
unique independent survey to challenge our cormhssiTo take this ambitious step, our
Stanford-based team partnered with Prentice Haltdem Education, Wharton School
Publishing (WSP), Lauder Professor Yoram (JerryhdVeditor of WSP and director of the
SEI Center for Advanced Studies in Managementatitharton School, and survey expert
Dr. Howard Moskowitz and a team of researchershat Nloskowitz Jacobs design lab.
Moskowitz’'s groundbreaking research at Harvard hémh to author 14 books and 300
papers based in part on a sophisticated surveyitpah called conjoint analysis and rule
developing experimentation (RDE). It's been arosittce the 1970s, but Moskowitz has
been using this technique to reduce the tendencydople who answer surveys to give
politically correct responses—digging instead itite soft underbelly of beliefs rather than
what people think is appropriate or polite to ddis design lab uses it on everything from
consumer products to presidential elections amgs/ebout terrorism.

Our World Success Survey was made available owlimdpril 18, 2006, to executives
and educators at senior and junior levels who arewdedge@Wharton subscribers. More
than 365 people from around the globe respondeirwihe first week. This independent
sample of data provided a comparison set and vadiddor our interview findings, and
showed significant differences in perceptions amudsets between respondents categorized
as “successful” or “unsuccessful” in their professil or personal lives.

Among the top line results were confirmation thatcessful people don’t rely on the
approval of others to pursue their cause or callifigey have the audacity to take the
initiative despite social pressures rather tharabse of them. They are more emotionally
committed to doing what they love than being lobgdthers. They don’t wallow or obsess
on a single defeat or rely on finding scapegoatsiame when things go wrong, but instead
relentlessly place highest priority on being effextin getting the outcomes they are
seeking. (As we discuss in Chapter 7, “The Tripghoint—Always Make New Mistakes,”
and Chapter 8, “Wounds to Wisdom—Trusting Your Wesdses and Using Your Core
Incompetencies,” Builders “harvest” their failuraad successes as data they can use to
improve their effectiveness.) Successful people akid that “loving what you do” is a
necessary condition for success. (Indeed, in Ch&ptd ove It or Lose—Passions and the
Quest for Meaning,” we review the dangers of nahdavhat you love because people who
have that passion can outlast and eventually oytourin the task.)

Regardless of whether the survey participants radkeunselves as “successful” or
“unsuccessful,” all groups said that the traditiotiationary definition of success—notably
wealth, fame, and power—no longer describes whatess means to them. Although
popularity and affluence, for example, are nicecontes, people prefer to define success as
the ability to “make a difference,” “create lastimgpact,” and being “engaged in a life of
personal fulfillment,” according to the study. Whatspecial about Builders is that they
won't settle for less that that! (See “The Pleasof Finding Things Out—A Look at the
Research Behind Success Built to Last.”)

Perhaps most important, it is our hope that thiskband the World Success Survey
launch an international dialog—providing a forum fois important subject that empowers
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people to be heard with their own voices for thstfiime, together, on every continent. This
extra step—to reach out to engage with the resthefworld in a conversation about
redefining success—continues to keep us mindfultiquéarly when we find ourselves
leaping to conclusions in a vacuum. Science in gheial sciences can never escape
influence from the personal realities of the peagdéng the work. Authors on leadership
would love to convince you that they've been ablereate the ultimate recipe for the secret
sauce of success, but no one can give you that.

Why Take This Journey?

We made a conscious decision to find and sharghtsiwithout being prescriptive for a
change. This is like a dinner conversation. Ouerihthere is to provoke a deeper dialog
about success and what matters in our lives, réaltfaer yet another lecture about leadership
pretending to offer all the answers.

What we can tell you is we have been deeply touemetiforever changed by the spirit,
principles, and practices of the people we’ve . invite you to enter into the world of
what follows unburdened by the need to believeisibalieve. Rather, allow yourself to be
inspired to find your own way. We hope you can ldmae conventional wisdom and
unearth new possibilities for success that lasy®our life, relationships, and work.

When you opened this book, you may have not inténdeliscover or be reminded that
you are—or have an even bigger opportunity to beBudder, just like the enduringly
successful people you will read about here. We hiygestories herein will make this
clear—leaving you no place to hide—moving you tetsh toward your highest aspirations.
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