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INTRODUCTION

A e s oo

OUR ORGANIZATIONS
ARE LETIING US DOWN

“I wonder what my soul does all day when I'm at work.”

— Graffiti seen in London

Let’s start with a couple of questions. Are you excited about your
work? Or does work make you feel like you need to “shut off” in
order to get through it?

If you answered “yes” to the first question, you're in the for-
tunate minority. But, if youre in a position to lead and motivate
others, there’s still a good chance that those who fall under your
leadership would answer no.

According to both US and global Gallup polls, about 80 percent

of workers don’t feel that they can be their best at work, and
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adrenaline, 33
alive feeling. See feeling alive
anxiety =
chemotherapy triggering,
159-160
employee learning affected by,
87-88
new employee’s experience of,
53, 56, 58-59
new team members’ experience
of, 64
performance situations trigger-
ing, 19, 20, 90, 99-100, 128, 144
relational best-self activation
and, 63
shutting off seeking systems and,
31,41
Aristotle, 26
Asplund, Jim, 76-77
Atlassian, 101
authority, and leadership, 118, 128

bank branch visits example of

leadership, 115-123, 124, 126,
135-136

Berg, Justin, 67-68, 69, 72

Berkowitz, Lee, 160
Berridge, Kent, 23
best selves stories, 53-66

187

benefits of using, 59-6(0

best selves concept definition
in, 59

errors in data entry tasks and, 61

experiment comparing onboard-
ing approaches with, 57-58

feeling like ourselves at work
and, 59-60, 61

learning about ourselves from
other’s stories about us, 61-63

need to activate, 60

seeking system activation by, 61
65-66

teams and, 64-65

Wipro’s individualized approach
to, 53-56, 57, 58

as wise intervention, 58-59

’

Billups, Candice, 158-159
Birkinshaw, Julian, 111-112
bonuses, 21, 99-100, 144, 150
brain

awareness of current physical
body activity and learning in,
156-158
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brain (continued)
creativity link to negativity in, 43
emotional systems and, 16-17
fear system in, 33
impulses to explore, experiment,
and find new meaning based
in, 24, 26, 33, 34
innovation and change and sys-
tems in, 135
learning environment producing
dopamine in, 91
online games’ engagement of,
13-14
seeking system’s location in, 17,
23, 24, 26, 135
wanting and liking systems in, 23
Brewer, Marilyn, 75
Brin, Sergey, 112
Brooks, Alison Wood, 19, 20-21
Brown, Derren, 27
bureaucratic leadership, 32, 124

change
as chance to experiment and
learn, 89-90
emotional aspects of, 134
employees’ resistance to, 89
humans’ biological wiring for,
134-135
need for new way of working
and, 8-9, 36-37, 43
wise interventions and pace of,
132
character strengths inventory, 66
Choi, Jungkiu, 116-123, 124, 126, 134
coaching programs, 77, 110-111,
130-131

cognitive abilities
learned helplessness and, 30
seeking system’s urging of, 17, 20
Cole, Steve, 22-23, 26, 161
collaboration, 73, 74, 90, 129-130
commitment to work
experimentation and, 95-96, 121
narratives supporting, 157
polls on lack of, 4
communication
bank branch visits and, 122
coaching programs for, 110-111
food delivery service example of
weekly meetings for, 130-134
huddles with employees used for,
117, 118-119, 120
KLM employees’ use of social
media for, 4649
by leaders of company’s purpose,
146-147
teams and, 64, 75, 90
World of Warcraft online game
and, 14
companies. See organizations
construal, 156, 157, 158, 162-163
Creative Capital program, Dealogic,
101-104, 105-107, 111, 126
creativity
best-self expression and, 60, 65
Dealogic design team example
of, 97-104, 105-107
employees’ class system affect-
ing, 127
experimentation and, 97-114
finding balance between opera-
tional frame and freedom for, 45
food delivery service example of,
127-134, 135-136

188
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humble leadership’s activation
of, 127
Jeadership potential affected by
expressions of, 43
as leadership trait for success, 42
managers’ need to control em-
ployees and limits on, 41, 42, 43
seeking system’s prompting of,
23, 104
ghell Oil's GameChanger pro-
gram and, 107-112
team collaboration and, 74
uncertainty and negative bias
toward, 42—43, 89
Crossing the Unknown Sea
(Whyte), 65
curiosity
emerimentation and, 86, 88
Jeader’s prompting of, 123
Jearning situation and, 90, 101, 157
seeking system and, 17, 18, 37,
40, 74, 95
customer service
best-self activation and creativity
and, 60
Chinese bank branch example of,
117-123
food delivery service example of,
127-134, 135-136
KLM employees’ use of social
media as example of, 4549
role-playing exercises for, 120
UK food delivery business
example of, 127-132
SAS example of immersive client
experience policy and, 165-167
Wipro’s individualized onboard-
ing approach and, 54, 58

189

Dealogic design team

,97-104,
105-107

depressive Symptoms, 8, 31, 66
diversity, on teams, 75 ’
dopamine
animating effect of, 23, 37
learning new things and release
of, 18, 24, 91
meaningful work and release of,
15, 24, 50, 95
negative work experiences and
shutting off of, 31, 38
purpose and release of, 141
seeking system and, 6, 17, 18, 24
50, 95
time perception and, 15, 18
Drucker, Peter, 63
Dutcher, Janine, 61

Edmondson, Amy, 70, 89-90, 100,
101
Ely, Robin, 75
emotional systems, 16-17, 87
emotions
change and, 134
feeling sense of purpose and,
147-148, 149-151
narratives about purpose and,
160-161, 165
employees
affirming unique strengths of,
7677
current conditions and need for
new way of working by, 8-9,
4344
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employees (continued)
experience of lack of meaningful
work by, 4-6
feeling of anticipation and zest
of, 18
Industrial Revolution and organi-
zational changes affecting, 7
job titles of (see job titles)
leaders’ learning from, 123,
124-125
management practices for con-
trol of, 7-8, 32-33, 4044
need for contributing vitality of,
65—66
scientific management’s ap-
proach to, 8, 32, 356-36, 37, 41
specialized roles of, 3740, 84-85
tendency to disengage from
tedious activities and, 8
See also work environment
engagement
feeling of purpose and, 143
specialized roles of employees
and lack of;, 40
surveys reporting lack of, 4, 6
World of Warcraft online game as
example of, 11-13
enthusiasm
Dealogic design team project
and, 99, 104, 105, 108-109
experimenting and, 104
feeling of purpose and, 142
leaders’ creation of, 94-95, 118,
121, 122
triggering employees’ seeking
systems for, 10, 14, 95
eudemonic happiness, 24-25
eudemonic well-being, 25

190

experimentation, 81-136

bureaucratic leadership and
stifling of, 124

change seen as chance for, 89-90

Creative Capital program’s free
time for, 101-104, 105-107

curiosity and, 88

Dealogic design team example
of, 97-104, 105-107

employees’ commitment to work
after, 95-96, 121

employees’ desire to try new
ideas during, 91-94

finding balance between opera-
tional frame and freedom for,
45, 87, 112-114, 121

freedom and creativity and,
97-114

Google’s “20 percent time” policy
and, 112-113

improving employees’ enthusi-
asm for, 14

Italian example of lean manu-
facturing and team'’s use of
learning and, 83-84, 88, 90,
91-94, 95-96

keeping momentum going in,
105-107

KLM employees’ use of social
media as example of, 4549

leaders’ creating of employee
enthusiasm and, 94-95,
135-136

leadership and, 115-136

leaders’ openness to employees’
suggestions about, 120-122

learning goals in innovation and,
100-101
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' encouragement of,
managers

90-92
anagers’ need to control em-
m

ployees and limits on, 41, 42
Organization’s suppression of, 7
ownerShiP of vision and, 93
play and, 87, 88, 90, 96, 105, 106
safe zones for, 87-88, 93
seeking systems and, 14, 16, 24,

49, 95, 96, 104, 135-136
serious play and, 83-96
Ghell Oil’s GameChanger pro-

gram and, 107-112
specialized roles of employees

and lack of, 40
standard Chartered Bank branch

visit example of leader’s ap-

proach to, 115-123, 135-136
team collaboration and, 74
World of Warcraft online game as

example of, 15

exploration
managers’ need to control em-

ployees and limits on, 41
organization’s suppression of, 7
seeking system’s prompting of, 6,

22-24, 26, 27
specialized roles of employees

and lack of, 40

extrinsic motivation, 88, 99, 142

Facebook
KLM employees’ use of, 4649
self-expression using, 77

fear system, 33-37
bureaucratic leadership and, 124
impact on employees of, 8

191

inhibiting relationship between
seeking system ang, 35, 41
Management's use of, 35-37
Organizationg’ activation of, 8
performance and, 19, 20
play éXperiment with, rats
illustrating, 34-35
survival and evolutio
33-34
feeling alive
leader’s purpose for helping
employees with, 173
organizational life Preventing, 4
seeking system activation and, (
42, 136
signature strengths and, 66
food delivery service example
of leadership, 127-134,
135-136
Ford, Henry, 32, 36
Fredrickson, Barbara, 26
Fruitema, Marnix, 47

nary use of,

Gallup Institute, 76-77

Gallup polls, 4, 6

GameChanger program, Shell Oil,
107-112

Garrelfs, Rick, 153-154

Goddard, Jules, 4344

Goodnight, James, 165-166,
167

Google, “20 percent time” policy at
101, 112-113

Graham, Terri Funk, 10

Grant, Adam, 67-68, 69, 72,
145-147, 148, 149, 150

Greer, Lindy, 73-74
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Haddon, Toby, 99-101, 104, 1056
Hamel, Gary, 118
happiness
health related to, 25-27
hedonic versus eudemonic, 24-25
quick quiz on experience of, 25
seeking system and, 24-27
using unique strengths and, 76
Wipro employees’ writing exercise
on experience of best self and,
54-56
Happy (Brown), 27
Harari, Yuval Noah, 40
Harvard Kennedy School of Gov-
ernment, 64-65
health
employees’ sense of purpose and,
141, 173
learned helplessness’s impact
on, 100
purposeful happiness and, 25-26,
141
seeking system related to, 25-27,
141
stories we tell ourselves about,
162-163
hedonic happiness, 24, 25, 26
Hekman, David, 123, 132
helplessness. See learned
helplessness
Hoffmann, Dave, 146, 147
Hoffmann-La Roche AG, 148-150
humble leadership, 123-127
benefits of, 126-127
huddles with employees used in,
117, 118-119, 120
learning from employees in, 123,
124-125

192

seeking systems and, 127
Standard Chartered Bank branch
visits as example of, 115-123

IBM, 42
identities
best selves stories revealing, 60
job titles reflecting, 68, 69-70, 72,
74-75
team members and, 74-75
Ikram, Irfan, 105, 106
immune system
purposeful happiness and, 26
relational best-self activation
and, 63
incentives, 7, 142, 144, 146
Industrial Revolution, 7, 8, 76, 126
innovation
change and organization’s need
for, 9
Dealogic’s Creative Capital pro-
gram for, 101-104, 105-107
finding balance between opera-
tional frame and freedom for,
45
humans’ biological wiring for,
135
improving employees’ enthusi-
asm for, 14
leaders’ nurturing of culture of,
104, 105
learning goals versus perfor-
mance outcomes in, 100-101
managers’ need to control em-
ployees and lack of, 41, 42, 43
seeking system’s prompting of,
23, 24
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Ghell Oil's GameChanger pro-
gram and, 107-112
uncertainty and negative bias
toward, 4243, 89
intrinsic motivation, 66, 78, 88, 99,
104, 107, 121, 142, 161, 167

job titles
common themes in use of, 69-72

Disneyland’s use of, 68

focus on purpose using, 73, 142

individual self-expression and,
68-73

leaders’ encouragement of, 79

Make-a-Wish Foundation’s use of;,
67-73, 142

organizations’ encouraging em-
ployee customization of, 79-80

personal identities inside organi-
zation and, 69-70

personal identities outside orga-
nization and, 72

psychological safety and, 70-71

seeking system and, 73

team functioning and, 73-75

Wipro’s onboarding and, 50

key performance indicators (KPIs),
44, 99, 100, 108, 123

KLM, 4549, 126

Koning, Lisette Ebeling, 47

Laitenen, Janne, 140
leaders

authority of, 118, 128

193

best selyes approach for activat-
ing seeking system and, 65-66

bureaucratie approach to, 32, 124

€mperor versyg facilitator roles
of, 119120

employees’ Suggestions about
experiments and, 120-122

enthusiasm createq by, 94-95,
118, 121, 122

experimentation and, 115-136

food delivery service example of,
127-134, 135-136

huddles with employees used in,
117, 118-119, 120

humble leadership approach to,
123-127

innovation culture nurtured by,
104, 105

KLM employees’ use of social
media and, 4748

learning from employees by, 123,
124-125

personal messages about pur-
pose from, 146-147, 148, 155

power used by, 124, 126

purpose for leading and,
172-173

relational self-affirmation train-
ing of, 64-65

seeking systems activated by,
119, 120, 122

self-expression encouraged by,
119, 134

self-expression organizations and
mindset of, 79

Standard Chartered Bank branch
visit example of, 115-123,
135-136
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leaders (continued)
tactics in sharing purpose with
employees used by, 148-151
triggers of seeking system used
by, 49-50
See also managers
lean manufacturing, 84-86, 90-94,
95-96, 110
learned helplessness
arrogance as form of, 125
employees’ reaction to, 100, 108,
127
fear-based management and, 35
human impact of, 30-31
managers’ attempts to change,
127, 132, 136
Seligman’s dog experiment on,
29-30, 124-125
learning
bureaucratic leadership and
stifling of, 124
change seen as chance for,
89-90
experimental safe zones for,
87-88, 93
improving employees’ enthusi-
asm for, 14
innovation and, 100-101
KLM employees’ use of social
media as example of, 4649
leaders’ prompting of, 123, 124,
125-126, 129
leaders’ role-playing to model,
130-131
managers’ encouragement of,
90-92
organization’s suppression of, 7
play and, 96

seeking system and impulse for,
6, 24, 26, 40, 91, 135
Shell Oil's GameChanger pro-
gram and, 111
specialized roles of employees
and lack of, 38, 40
learning-playing sequence, 86
Lee, Julia, 63
Lerch, Susan Fenters, 68, 71
liking system, 23

Make-a-Wish Foundation, 67-73,
142
management practices
fear used in, 35-37
Google’s “20 percent time” policy
and, 101, 112-113
need for control of employees
using, 7-8, 31-33, 4044, 77-78
strengths-based, 76-77
managers
best selves approach and em-
ployee interactions with, 60
control of employees by, 4042,
43
employees’ creativity and, 43
employees’ experimentation
and learning encouraged by,
90-92
older assumptions and practices
used by, 4344
See also leaders
Mann, Jeffrey, 46
Maslow, Abraham, 23-24
meaning
happiness and sense of, 25
Jjob titles and, 70

194
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manager’s engagement with
employees’ sense of, 134
seeking system and exploring for,
6, 26
meaningﬁ‘l work, employee’s
experience of lack of, 46
medical teams, learning new proce-
dures by, 89-90
Mertens, Bert, 154
Microsoft, 167-170
Milkman, Katherine, 162-163
Min, Zhang, 115-118
motivation
creativity and, 88, 104
employee’s experience of lack of, 4
experimental safe zones and, 88
feeling of purpose and, 142
intrinsic versus extrinsic, 88, 99,
142
leaders and, 123
learned helplessness and, 30
scientific management and,
32-33, 41
seeking system'’s enhancement
of, 7, 21-24, 104
triggering employees’ seeking
systems and, 10
work similar to “real life” and, 66
Mueller, Jennifer, 4243
My Life as Night Elf Priest
(Nardi), 11

Nadella, Satya, 168
Nardi, Bonnie, 11-14, 15, 16, 23, 91
narratives about purpose, 153-173
dealing with chemotherapy ex-
amples of, 159-161

195

depth of Meaning ip, 162-165
€motiong and, 160-161, 165
employee’s bersong]
tion of, 165-158
level of Construal jp constmcting,
156, 157, 158, 162-163
Microsoft example of client

involvement and, 167-170
Rabobank €Xample of ¢

cating, 153155

reasons for choosing and refram.
ing, 158-161

SAS example of immersive

client experience policy and,
165-167

seeking system activation and,
170-171
heurotransmitters, See dopamine
Nietzsche, Friedrich, 163
Nokian Tyres, 139412, 165
Novant Health, 72-73

interpreta.

ommuni-

onboarding sessions |
employees’ need to fit in and be |
accepted and, 56
experiment comparing approach-
es used in, 57-58
organization’s traditional ap-
proach to, 56-57
Wipro’s best selves exercise
during, 53-56, 57, 58, 60
organizations
best selves and employee’s dis-
tinctive identity in, 60
current conditions and need for
new way of working by, 8-9,
4344
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organizations (continued)

experience of lack of meaningful
work in, 4-6

finding balance between oper-
ational frame and employee
freedom in, 44-45

Industrial Revolution and chang-
esto, 7

Jjob titles in (see job titles)

management practices for
control of employees in, 7-8,
31-33, 4044, 77-78

need for contributing vitality of
all employees in, 65666

onboarding sessions used by,
56-57

seeking system'’s suppression by,
3-8

as self-expression vehicles, 76-80

specialized roles and standard-
ized processes in, 3740, 84-85

strengths-based management
techniques in, 76-77

See also work environment

Owens, Bradley, 123, 132

Page, Larry, 112, 113
Panksepp, Jaak, 8, 17, 34, 35, 87
performance, employee
best-self activation and, 57, 58,
60-61, 65
forced-ranking approach to, 78
learning goals and improvements
in, 101
seeking system and, 18-21, 146
servant-oriented leadership and,
126

196

signature strengths and, 66
small changes by managers
affecting, 122, 145
strengths-based management
techniques and, 77
performance, team
diversity and, 75
self-expression and, 63-65, 75
servant-oriented leadership and,
126
performance metrics, 5, 7, 40, 42,
44, 78, 99-100
performance situations, and
anxiety, 19, 20, 90, 99-101,
128, 144
play
experimentation and, 87, 88, 90,
96, 105, 106
fear system’s inhibition of, 34-35
41
managers’ need to control em-
ployees and limits on, 41
seeking system stimulation by,
87, 96
teamwork with, 74, 75
Polzer, Jeffrey, 75
power, leaders’ use of, 124, 126
problem solving ability, 20, 21,
63
creativity and, 43
experimenting with new ways
of, 95
older management assumptions
and practices working against,
44
psychological safety, 70-71
purpose, 137-173
creating, 143-144
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emotional aspect of feeling sense
of, 147-148, 149-151, 160-161,

165
employee’s health and longevity

affected by sense of, 141, 173

employee’s personal interpreta-
tion of, 155-1568

experiencing impact of work
and, 49, 139-151

experimentation and, 123

happiness related to, 25-26, 141

job titles reflecting, 73, 142

leaders’ finding of their own,
172-173

Jeader’s personal messages
about, 146-147, 148, 155

Microsoft example of client
involvement and, 167-170

motivation and, 123

narratives about, 153-173

Nokian Tyres example of,
139-142, 165

onboarding sessions and, 57

Rabobank example of communi-
cating, 153-155

Roche example of leaders’ tac-
tics, 148-151

SAS example of immersive client
experience policy and, 165-167

seeking system and, 16, 14243,
144, 146, 147, 149, 150, 155,
164-165, 166-167, 170-171

as trigger for seeking system,
14, 16

World of Warcraft online game as
example of, 16

purposeful happiness, 25-26, 141
PwC, 128, 130-131, 133

197

Rabobank, 153-155
Rastogi, Amit, 60
rewards
employee motivation and, 21, 41
99, 107, 123, 125, 134
seeking system versus, 22, 23, 24
Rigoni, Brandon, 76-77
Ritz, Dorothee, 168-170
Roberts, Laura, 59, 61
Roche, 148-150
role-playing
customer service using, 120

manager education using,
130-131

)

safe zones, 87-88, 93
SAS Industries, 165-167
scientific management
employee control in, 8, 32, 35-36,
37, 114
seeking system under, 41-42
seeking systems, 1-50
activating a life more worth
living and, 76
animating effect of, 23-24
balance between operational
frame and employee freedom
for activating, 45
benefits of, 16-27
best selves approach for activat-
ing, 61, 65-66
brain location of, 6, 17, 23, 24,
26, 135
description of behavior motivat-
ed by, 6-7
dopamine release and, 6, 17, 18,
24, 50, 95
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seeking systems (continued)

experimental safe zones for acti-
vating, 87-88

experimentation as trigger for, 15

fear system’s inhibiting relation-
ship with, 35, 41

feeling of anticipation and zest
from, 18

gaming and, 161

happiness and health and, 24-27

how it works, 17-18

humble leadership’s activation
of, 127

leaders’ use of triggers of, 49-50

learning and activation of, 91

learning environment and, 6, 24,
26, 40, 91

management’s need to control
employees and, 31-33, 41

managers’ encouragement of
employees’ experimentation
and, 90-91, 132

motivation enhanced by, 21-24

negative work experiences and
shutting off of, 31

online games and, 13-14

organizations’ need for new way
of working by activating, 8-9,
36-37

organizations’ suppression of, 3-8

performance enhanced by, 18-21

play and stimulation of, 87, 96
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and, 36-37

purpose as trigger for, 16

rewards versus, 23

scientific management’s impact
on, 41-42
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14-15
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activating, 78-79
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63, 64
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and impact on, 38-40
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World of Warcraft online game and
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benefits of, 63

long-term cascading effects of, 60
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team functioning and, 64-65
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best selves at work and, 53-66
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experiment comparing onboard-
ing approaches using, 57-58

feeling like ourselves at work
and, 59-60

finding balance between opera-
tional frame and freedom for,
45

KLM employees’ use of social
media as example of, 49



Index

leader’s encouragement of, 119,
134
Make-a-Wish Foundation’s use of
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as trigger for seeking system,
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Wipro’s onboarding exercise
using, 53-56, 57, 58, 60
World of Warcraft online game as
example of, 14-15
Seligman, Martin, 18, 29, 66
sense of purpose. See purpose
Shell Oil's GameChanger program,
107-112
signature strengths, 63, 66
SMART goals, 44, 144
social media
KLM employees’ use of, 46—49
self-expression using, 77
social networks, relational best-self
activations from, 62-63, 64
specialization, 3740, 44, 84-85
Standard Chartered Bank, China,
115-123, 124, 126, 135-136
standardization, 7, 37, 44
Stoic philosophy, 27
storytelling, in product develop-
ment, 110
stress responses
best-self activation and, 60, 63
fun job titles and, 71
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seeking system and, 19
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63-65, 80
triggering employees’ seeking
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World of Warcraft online role-
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training, in lean manufacturing,
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Warren, Tim, 107-108, 109-110
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Wipro onboarding sessions
experiment comparing tradition-
al approaches with, 57-58
individualized approach to,
53-56, 57, 58, 60
wise intervention
benefits of using, 59-60
food delivery service example of,
132, 133
Wipro’s individualized onboard-
ing approach as, 58-59
work environment
animating effect of seeking sys-
tem and, 23-24
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current conditions and need for
new way of working in, 8-9
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