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Stephen Covey’s Forward:
· We are in the middle of one of the most profound shifts in human history, from the industrial age of control, to the knowledge worker age of release.
· Einstein “the significant problems we face cannot be solved at the same level of thinking we were at when we created them”.
· “Leadership is communicating to people their worth and potential, so clearly that they are inspired to see it in themselves”.

Marquet:
· Leader-follower achieved great things, forming revolutions, the pyramids, but it is outdated.  It is based on optimizing physical work, today’s society is based on knowledge.
· P.8 – Thinking anew; 1. Empowerment programmes unnecessary, humans are born in a natural state of empowerment.  2. Task management is intellectually unfulfilling and shuts the creative brain down, 3. Competence cannot rest solely with the leader.
· P.11 – to promote long-term success ignore the short-term reward systems.  Advocate great learning and introspection.  Pearl Harbour example – my team mate was confused by my strategy, and I was reprimanded, it doesn’t matter how smart a plan is if the team cannot execute it! Real indicators of performance; Performance of the ship AFTER the leader has left? How many promotions of staff on the ship etc.
· I was due to take over Olympia (top performing ship with competent crew), I was fully prepared, knew the ship’s technicalities inside out, last minute, I was given Sante Fe, where there was a leadership vacuum, high turnover, it never leaves on time etc.  Olmpyia crew were not as good as they thought they were and Santa Fe weren’t as bad as they thought they were – there was a thirst to change onboard.
· Sante Fe was not lacking leadership it turns out, there was too much leadership of the wrong sort – Leader/Follower. “I do what they tell me” mentality.
· The history of absolute leader-follower in the Navy was not questioned “in the minutes before battle you communicate your battle plan to your Officer, IF POSSIBLE”.  If the crew didn’t know of the battle plan before = that would surely mean instant failure anyway??!!
· I did not have the technical knowledge for Leader/Follower on Santa Fe even if I had wanted that approach.  There were 3 things going for Santa Fe; 1. Crew wanted change, 2. Highly supportive SMT, 3. I could NOT revert to Leader/Follower.
· We needed to shift the daily motivation from avoiding errors to achieving excellence daily, we started this with the “chiefs” in the middle.
· P.50 “don’t move information to authority, move authority to the information”
· “Chiefs in charge” I exceeded my authority and devolved authority to the Chiefs for leave chits, this had never been done before, it was hugely powerful.
· P.64 “Caring but not caring paradox” Caring intimately about your subordinates and the organisation, but not caring for organisational consequences to yourself”.
· P.65. It was costing $50k to recruit, $100k to train and out of 135 only 3 re-enlisted beyond the mandatory tour period.  I asked the crew what being proud to work on Santa Fe would look like? …
1. They’d brag about it to their family and friends
2. They’d look visitors in the eye when they met them in the passageway.
3. They’d wear their Santa Fe ball caps as much as possible.
4. They’d boast to their friends on other submarines.
5. They’d buy Sante Fe lighters, pens, and pins from the ships store!
· I wondered, could we just act our way in to this?
· P.78 “A little rudder far from the rocks, is better than a lot of rudder close to the rocks” – getting regular feedback throughout a task or project, was better than putting in lots of effort to get further along, only to find it was not correct and it is wasted effort.
· P. 81 “I intend to” to turn passive followers in to active leaders.
· P.84 We had no need for leadership development programmes, they way we ran the ship was the leadership development programme – each man was acting in readiness for the next position in rank.
· P.91 Resist the urge to find solutions, give others the time to think and discuss.
· P. 93 Cherish the dissenters, if everyone thinks like you, you don’t need them.
· P. 96 Eliminate ‘top-down’ monitoring systems ‘ the tickler’ (manual of instructions, and tickler meetings to discuss this).   It had the lowest performance to effort ratio, the crew were taking the time to record what they SHOULD be doing in the manual, rather than getting it done. – Instead of recording everything, make people responsible for their own job.
· P.98 When it comes to process, adherence to the process frequently becomes the objective as opposed to achieving the objective the process was  put in place to achieve.  (Tata Steel – talked about ‘values’ but had processes and rules for everything and layers of decision-making.
Other relevant books:  1. “Out of the Crisis” by W. Edward Demming – responsible for Total Quality Leadership.   2. Edward Tuft’s  “The visual display of qualitative information”
· P.102, For leader/leader to work, you need informal communication, “thinking out loud”, so the captain can read the scene and does not need to jump in e.g. “The navigator is calling early, so I intend to turn in 5 seconds” etc.
· P.111 –“Embrace the inspectors”, - use outside organisations to your advantage.
· P.121 – “Take deliberate action” – pause, vocalisation the action you intend to take, gesture towards it – BEFORE acting.  This prevents auto-pilot mistakes.  P.124 Later, when Sante Fe earned the highest marks ever recorded in an inspection, the inspector wrote “Sante Fe’s guys tried to make the same number of mistakes as the others, but ‘deliberate action’ pauses meant they or others corrected them.
· P.128, To divest control you must first increase the technical ability of your subordinates.  If all you do is what you are told to do you don’t need to learn your craft, if you are going to make decisions you do.  Our creed – “we learn” at EVERY daily opportunity to become masters of our craft.
· P.139 a shift from ‘passive’ briefs to ‘active’ certification, where attendees will be questioned – changes the behaviour of the attendees from passive to actively contributing.  Certification assess team readiness.  If the team is not ready for a given task or project make sure they know they can say this, postponing is costly, but not as costly as going ahead and getting it wrong. 
· P.148 – “Walking the talk” the chiefs had given themselves a 1 in 6 watch, crew members were a 1 in 2 in some cases, I introduced “The Watchbill Equitability” – the Chiefs took the same watch as the crew.
· P.150 For change, you need to continually and consistently repeat the messages.
· P.151 – Dog poster – 6 x freeze frames of the owner telling the dog to sit and the dog standing, final frame the dog is sitting – gets the point across, (derogatory in my view).
· P.158 – instead of top down holding people to account for noise violation (transient noise being detected, the manager would hunt the person down and reprimand them), instead we asked crew members to call in and declare if they had made a noise (bottom-up), the result was a much quieter submarine.
· P.161 – Clarity needs to be organisation-wide, otherwise you get skewed decision making.  Achieve excellence, not just avoid errors.  Build trust and take care of your people, use your legacy for inspiration, use guiding principals for decision-making criteria.  Use immediate recognition to reinforce desired behaviours.  Begin with the end in mind. Encourage a questioning attitude over blind obedience.  20% Chiefs, and 80% Crew – the crew did not understand the advancement process!
· P171.  Through demonstrating superior skills and through leader-leader creating a talent pool, it paid off.  2 absenteeism’s were granted during deployment; 1. To be with his sick father, 1. To be at the birth of his child.  Through being pro-active and helping the crew understand the advancement process and work towards it, in 1999 we had 48 advancements.  
· P.179 Leadership at every level.  Guiding principals to help everyone with 1. Decision making, 2. Initiative, 3. Innovation, 4. Intimate technical knowledge, 5. Courage, 6. Commitment, 7. Continuous Improvement, 8. Integrity, 9. Empowerment, 10. Team Work, 11. Openness, 12. Timliness.
· P.187 – Use immediate recognition to re-enforce desired behaviours. (www.gamification.co – Gabe Zichermann – Gamification Blog
· P.200, On an exercise to collect Navy Seal’s at night a crew member gave an order, I thought it was wrong and told him to reverse it, “No Captain, you are wrong” he replied.  Had he followed my order we would have been in the wrong position.   Encourage a questioning attitude over blind obedience.  
· [bookmark: _GoBack]PAGES 201 TO 207 LIST THE SUCCESSES ACHIEVED VIA LEADER-LEADER MODEL
· 13 January 2013 – Costa Concordia ran aground, the Captain had ordered them to get closer to an Island as a nautical tribute to an employee.  Had the Officer of the Deck or the Second in Command questioned him?? 
· P.213 ‘Empowerment’ is not enough and derives from leader-follower.   “Emancipation” = recognises the internal genius, energy, and creativity in other people – leader – leader.
· P.214 Ripples – Santa Fe continued to do great after my departure, We developed additional leaders in numbers widely disproportionate to the statistical probabilities. 
