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Praise for IligherAmbilion

"In our book, In Search ofExcellence, Tom Peters and I wrote that great

leaders and managers make meanings for people—not just money. This

carefully researched and well-written book explains how 36 CEOs across

three continents do just that. Leading with higher ambition is not just an

option but a necessity for success in tomorrow's corporate world."

—Bob Waterman, coauthor, In Search ofExcellence; author, The

Renewal Factor, Adhocracy, and What America Does Right

"Businesses must earn from society the right to exist for the long term. The

ideas of the CEOs profiled in this book are an invaluable guide to business

leaders as they look to practice the right corporate leadership. These ideas

will help a new generation of leaders become better CEOs."

—Kris Gopalakrishnan, CEO and cofounder, Infosys Technologies

"The authors provide the first true action guide to creating economic and

social value in the global economy. This book moves way beyond the ab-

stract descriptions of organizational attributes in much of today's manage-

ment literature to concrete discussions of the leadership behaviors

necessary to create the world we are hoping to live in. A tour de force that

should be carefully read by leaders of all kinds of organizations striving to

meet the stakeholder challenges of a new order. Bravo!"

—Leonard A. Schlesinger, President, Babson College; former

Vice Chairman and Chief Operating Officer, Limited Brands

"Higher Ambition stimulat s a long-overdue dialogue about the connec-

tion between employees ork they are proud to do

—J



and the performance of the companies they work for. If you want to lead an

organization today and you don't think this matters, J would bet on the

success of your competitor."

—Brad Anderson, former CEO and Vice Chairman, Best Buy

"The authors offer a landmark study of leaders and firms that are built on

the premise of creating value—not simply extracting it. At a time when a

new model for business is sorely needed, the authors probe the dominant

paradigm of individualism and shareholder maximization that has domi-

nated American business over the past thirty years. This critical and timely

book offers a challenge to global business leaders and all thoughtful citi-

zens who wish to understand the path forward for business."

—Rakesh Khurana, Marvin Bower Professor of Leadership

Development, Harvard Business School

"In a fast transforming world, leadership can be a source of purpose and

inspiration or can become a source of inertia. In this wonderful book we

discover the role leaders can play to steer their companies with purpose,

compassion, and authenticity. Deep insights, fresh thinking, and creative

actions make this a must read for every future-oriented leader."

—Lynda Gratton, Professor of Management Practice,

London Business School; author, The Shift:

The Future of Work Is Already Here

"Higher Ambition expertly details the stories of leaders who connect the dots
between economic performance and social value. Building strategic pur-
pose, organizational integrity, and stakeholder relationships are challeng-
ing tasks for leaders today. This book offers pragmatic lessons for success,
drawn from leaders who have been there."

—Dominic Barton, Global Managing Director,

McKinsey & Company

"Why do companies with higher ambitions achieve better financial success
than those with narrower goals? And given that they do succeed, why don't



companies follow a more ambitious path? Higher Ambition provides
the first comprehensive set of answers to those timeless and important
questions. The authors show how higher ambition is vital to long-term suc-
cess, and they demonstrate what sorts of leadership skills are needed to
make it meaningful to the full range of stakeholders in the company. This
book will provide inspiration and practical advice to any executive who
wants their company to become a force for good in society."

—Julian Birkinshaw, Professor of Strategy &

Entrepreneurship, London Business School

"1 think that it is a superb book—a real game-changer. The authors have

gone well beyond existing theory in rounding out a superior leadership

model."

—Paul Lawrence, Wallace Brett Donham Professor of Organizational

Behavior, Emeritus, Harvard Business School

"Higher Ambition addresses a critically important topic, made even more

pressing by recent events. The authors provide a new framework for busi-

ness. What they stress— as I have also discovered—is when leaders focus on

optimizing a higher purpose and economic value, they get more of both."

—Richard W. Gochnauer, CEO, United Stationers Inc.



HIGHER
AMBITION

HOW GREAT
LEADERS

CREATE
ECONOMIC
and SOCIAL

riy

VALUE
MICHAEL BEER / RUSSELL EISENSTAT

NATHANIE / TOBIAS FREDBERG

FL MMING NORRGREN

GIFT OF TEE FOUNDATION

RE-SALE

QUA cÜA U"?
REVIE PRESS / BOSTON, MASSACHUSETTS

K}-iÖNG



Copyright 2011 TruePoint LLC

All rights reserved

Printed in the United States of America

10 987654321
No part of this publication may be reproduced, stored in or introduced into a retrieval

system, or transmitted, in any form, or by any means (electronic, mechanical,

photocopying, recording, or otherwise), without the prior permission of the publisher.

Requests for permission should be directed to permissions@hbsp.harvard.edu, or

mailed to Permissions, Harvard Business School Publishing, 60 Harvard Way, Boston,

Massachusetts 02163.

Library of Congress Cataloging-in-Publication Data

Higher ambition : how great leaders create economic and social value /

Michael Beer . .. [et al.].

P• cm.

Includes bibliographical references.

ISBN 978-1-4221-5974-3 (alk. paper)

I. Leadership. 2. Strategic planning. 3. Social responsibility of business.

4. Success in business. I. Beer, Michael.

HD57.7.H533 2011

658.4'092—dc22

2011007466

The paper used in this publication meets the requirements of the American National

Standard for Permanence of Paper for Publications and Documents in Libraries and

Archives Z39.48-1992.



Contents

Pa rt' 'l'wo

2.

4.

o.

6.

7.

Part Three

8.

9.

Afterword

Introduction

Higher-Ambition Leadership in Action

Leading with a Higher Ambition

The Simultaneous Solve

The Disciplines of

Higher-Ambition Leadership

Forging Strategic Identity

Building a Shared Commitment to Excel

Creating Community out of Diversity

Leading with Sisu

Committing to Collective Leadership

Moving to a Higher Ambition

Becoming a Higher-Ambition Leader

A Higher Ambition for Business

Appendix: Research Design and Directions for Future Research

Notes

Index

Acknowledgments

About the Authors

1

13

29

57

83

105

131

161

189

201

213

215

219

223

241

245


