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Take-Aways
	Silos are common and almost natural to organizations. They are also deadly.
	Silos emerge when leaders fail to establish the right context to unify their organizations.
	Team building exercises and open discussions lay the foundations for eliminating silos, but they are not enough.
	Learn from crises. In a crisis, your employees will set aside politics and pull together for the good of the whole. Now, unite them without the crisis.
	To eliminate silos, you need a single "rallying cry" or "thematic goal."
	This goal should be clear and qualitative. Leaders must understand and share it.
	Identify four or five "defining objectives" that lead to this goal.
	Set a clear deadline in the near future for meeting this thematic goal. Use this single thematic goal to weigh all your company’s actions during this time period.
	Develop clear, simple metrics to evaluate your progress.
	Create unambiguous "operational objectives" to guide your day-to-day business.


Recommendation
Patrick Lencioni strikes an appealing tone in this fable about a genuinely good-hearted consultant who wants to help companies function better and show their people how to get along. His core message is that while many forces compel people to group into silos and fight each other, a leader can unify them around a common goal. It’s a good message, even a sensible and enlightening one. While you are reading this book, resolving these situations seems quite possible - and in many cases, it well may be. getAbstract, therefore, recommends this book to companies that are plagued by internal warfare. However, for some of them, it will serve only as an inspiration and a starting point, because its simplified structure does not address certain key issues. Fundamentally, since many of the fable’s examples emerge from unified meetings, what happens if your managers are so fractious you literally can’t get the whole team in the same room? Even more daunting, what if your leaders meet but cannot agree on a thematic goal? Since some management teams disagree about day-to-day functions, they’ll certainly have a tough time once individual silos are cemented in place. So, if you have sophisticated problems to solve, this book could be sort of hit or myth.

Summary
The Launch of Cousins Consulting
Jude Cousins joined Hatch Technology directly after college. Even though Hatch produced financial software and Jude wasn’t particularly interested in high technology, he did well because he loved to learn and he was good at relating to other people. Within a few years, he was director of corporate communication. He constantly studied business by listening to those around him, and by serving on advisory boards for other organizations. Everyone thought Jude was headed for upper management. As you might suspect, everyone was wrong.
“Even behaviorally cohesive teams can struggle with silos.”

Bell Financial Systems, a competitor, acquired Hatch Technology and formed Batch. They pitched the acquisition to the media as a merger of equal partners, but Carter Bell of Bell Financial ended up in charge. He tried to avoid divisiveness within his new domain. He stocked his leadership team with representatives from each division of each company, so that he had two people from advertising, two from marketing and so on. Jude was lukewarm about the merger’s results. On one hand, his role and responsibilities were diminished slightly. On the other hand, the value of his stock increased.
“To tear down silos, leaders must go beyond behaviors and address the contextual issues at the heart of departmental separation and politics.”

Hatch had suffered its share of political infighting, but the squabbling got worse after the merger. Everyone fought for his or her own department, and Jude found it hard to get things done, though he tried. Jude pitched a unified marketing campaign to the board, emphasizing the need to speak to customers with a cohesive voice. Everyone smiled and agreed. Jude ran his ad - but in the same publication, Batch ran an ad for Bell Financial’s software that didn’t mention any Hatch products and it undercut the prices in the combined ad. Jude went ballistic. He was angry and he felt betrayed. He tried to find out who was responsible.
“To avoid politics and turf battles, executives must establish an unambiguously stated common goal, a single overriding theme that remains the top priority of the entire leadership team for a given period of time.”

The vice president of marketing told him that these things happen in organizations that are split by politics. After that disappointing answer, Jude started thinking seriously about a new job. He went on a lot of interviews, learning something from each company he visited, and he started to think about going into business for himself as a consultant. Two factors gave him a push in that direction, and got him moving more quickly. His wife, Theresa, who supported the career switch, told him she was pregnant. That added to his sense of responsibility. Second, Batch’s stock rose markedly, giving him a financial foundation. He decided to start Cousins Consulting. He didn’t just name it for himself; he chose the name because he wanted his relationships with his clients to be as close as family ties.
Jude’s Early Successes
Jude Cousins launched his business with many assets, but his success wasn’t all luck. The personal qualities he’d displayed at Batch attracted his first customers. He had a fine reputation and warm relationships with the executives who had served with him on various advisory boards. He knew how to build a good rapport quickly. As a result, his firm was up and running in almost no time. He landed a range of clients: the venerable, prestigious Madison Hotel, JMJ Fitness Machines, Children’s Hospital and Corpus Christi Church.
A “thematic goal [is] a single, qualitative focus that is shared...by the entire organization.”

You might be hard pressed to see what such organizations have in common. Jude wasn’t sure, either, but he loved his early months of consulting. He got to study businesses, talk to clients and help people. He made suggestions that each organization found useful and immediately applicable. He helped the Madison Hotel refocus its marketing campaign and he worked with the president of Children’s to design methods for tracking the organization’s projects. You might recognize this phase: Jude was picking the "low hanging fruit."
Knocking Down Silos
Eventually, Jude’s honeymoon period came to a close. The outside world once again seemed to underscore a need for him to act. His wife found out she was expecting twins, and the market dived, slicing the value of his stock in half. Worse yet, he succeeded. That is, the CEO of JMJ Fitness thought Jude had done such a good job getting their projects underway that they didn’t need him anymore.
“The first step...toward establishing a thematic goal...is to carve out enough time to discuss the organization’s priorities. I can’t imagine doing this effectively in less than two hours.”

Suddenly being a consultant wasn’t as much fun, and Jude started scrambling for more work. He started asking his customers and other executives what they wanted and needed. As you might expect, they named many different targets that were specific to their individual businesses. Then Jude saw it: "silos." Except for JMJ Fitness, each client - even the church - said internal divisions caused trouble. Jude decided to solve the silo problem.
“Once a thematic goal has been sent, a leadership team must then give it actionable context...these are called defining objectives because they are the components or building blocks that...clarify exactly what is meant by the thematic goal.”

He went to the Madison’s manager, who leapt at the idea of uniting his fragmented staff. The depth of the Madison’s problem became clear as soon as Jude met with a big group of its employees. Staffers sat with people from their own departments and talked only to them. Jude broke the ice with an exercise that asked people to change seats and talk to people from other units about their worst job experience ever. He followed up by asking people to list the problems at work that kept them from doing their jobs as well as they could.
“Silos. Some called it departmental politics, or infighting, or lack of divisional cooperation.”

After the break, people returned to their original compartmentalized places. They nodded in agreement at Jude’s list of issues, but when he started brainstorming about solutions, the employees could only see the problems from their own perspectives. They even accused each other of causing problems. To break down the walls between departments, Jude asked employees to role play what representatives from other departments would say about their problems, but in an exaggerated, stereotyped way. Surprisingly, this worked. With this exercise, people could imagine how others saw their issues.
“This is not about figuring out how to accommodate all our functional areas. I really don’t care about your departments or titles or functional responsibilities. I want all of us focused on what’s important, regardless of where it falls in the organization.”

Airing these differences and helping people understand each other, the session ended on a positive note, but when Jude met with hotel executives the next day, he slammed into a stone wall. Admittedly, he generated some of the resistance when he identified the hotel’s leaders as responsible for the company’s internal divisions. He encouraged them also to take responsibility for the cure, but they retreated into their silos. Jude suggested a number of steps to address the internal divisions: "a job rotation program," a broader orientation for new employees, mass meetings, sharing tips and, biggest of all, changing the terminology that executives used as well as the hierarchical attitudes that those terms reflected. For instance, he said they should not refer to the "facilities crew" as "the toilet scrubbers." Safe in their silos, the hotel’s leaders rejected Jude’s suggestions, and sent him away. Just as you might expect in such a situation, Jude felt like he had failed.
Finding Answers
Late one night, Theresa awoke in great pain. She was bleeding. They raced to the hospital, where calm, focused professionals worked together to calm Jude and take care of Theresa, who had two healthy, but premature, girls via Cesarean section. Everyone came through fine, but Theresa and the babies, Emily and Hailey, had to stay in the hospital for some time.
“And then Jude saw it. The ideas everyone had been proposing were actually the building blocks. The rallying cry was something different.”

Jude had been searching for answers to his defeat at the hotel, but Theresa’s crisis stripped his life down to essentials. It also gave him the solution to the professional problem that had defeated him. When he thanked the emergency room crew who had saved his wife, he realized that these individuals all came from different departments, and all had different training, but they had worked together as a team to help Theresa. That’s when he realized the power of a crisis: in a crisis people put aside their personal status and act as a team.
“Why not create the same kind of momentum and clarity and sense of shared purpose that you’d have if you were on the verge of going out of business?”

Jude tested this idea with someone who understood emergency medicine: the president of Children’s Hospital. She agreed, confirming Jude’s understanding. Theresa suggested that he should call the CEO of JMJ Fitness and ask him why that company didn’t have any problem with silos. The CEO talked to Jude, and invited him to conduct a serious study, so that JMJ could get a sense of what it really did differently that allowed it to thrive without silos.
“’Why do you suppose it never happens in the ER itself?’...Lindsay paused...’Because no one with a heart and a brain would even think of bitching about departmental stuff while someone is lying there bleeding in front of them. Emergencies tend to do that to people’”

Jude found that JMJ Fitness had gone through a crisis four years earlier that had nearly destroyed the company. An accident on a machine it made led to bad publicity. People cancelled orders and the company fell to the brink of disaster. Its employees understood that they had to pull together around a single, clear cause: save the company. JMJ identified the steps it had to take to survive the crisis. This unified the staffers and made them function together as a team. They saw everything else in light of the company’s core goal.
“There it was. The first real silo to sprout at Cousins Consulting. Though he was tempted to dive in and crush it immediately, Jude decided to let it sit there in the open for a moment so he could appreciate it in all its destructive glory. Then he crushed it.”

Jude went back to Carter Bell of Batch and said that he could solve the merged company’s silo problem. Bell told him that he’d fired a few people. They’d already tried team building, which helped with attitude and communication. However, the silos remained - so Bell wanted help.
When Jude met with Batch’s leaders, he directly addressed the problem of silos, and introduced the idea of acting as if the firm had a crisis. Asking the executives to draw on their own crisis experiences, Jude guided them to realizing that surviving a crisis demands a single "rallying cry" to focus organizational attention. The executives identified Batch’s new rallying cry: "Complete the merger and launch the new company." They identified smaller goals that would lead them to that objective, and set a deadline five months away. Along the way Jude learned that his model was missing an essential element: Carter Bell taught him that an organization doesn’t necessarily benefit from a crisis. The same focusing power that brings down silos in a productive situation can destroy an entire company in an unproductive one.
Jude soon introduced the crisis model at Children’s Hospital. The staff responded enthusiastically to his query, "Why wait for a crisis?" Yet, when he pressed them to identify the crucial actions they needed to take, they remained stuck in their departmental cages. When Jude asked them to approach the situation as generic leaders, their weak response demonstrated how entrenched silos can be - in companies and in the minds of those who run them. Finally he asked each of them to imagine wearing "a hat that says ’Executive of Children’s Hospital’," not their usual "hats" as doctors or managers. That jarred them into thinking of the good of the whole. They eventually identified "patient services" as their overall or "thematic" goal. Then they identified several stepping-stone goals that would help them achieve that target. Jude used a red-yellow-green color code to identify goals that were in progress, paused or stopped. They agreed to frame all future meetings in terms of their thematic goal. From now on, each team would weigh all of its comments, arguments and positions in terms of this larger standard.
Happy at the session’s success, Jude was happier still when he learned that Theresa and his daughters would come home ahead of schedule. He decided that before they arrived, he would go back to the Madison Hotel to try to wrap up his unfinished business there. The executives were less than excited to see him, but now Jude had the conceptual tools he needed to help them. His explanation that their problems weren’t just individual issues, but were common and systemic, took some of the edge off his initial criticism. This time he explained the power of crisis thinking, setting thematic goals and defining objectives. This time they listened.
Applying the Theory
Organizations need good leadership, but sometimes even companies with strong leaders get stuck. When divisive "silos" block the flow of energy, all the effort that people pour into a company goes for naught. Silos occur when people who should work together put their own interests first instead. Some silos may develop when a company has the wrong employees, or when its leaders are in conflict, but most problems arise from the context in which people work. Silos happen when leaders fail to provide a clear, inspiring context that motivates employees to work together.
The leaders of your organization need to agree on a single thematic goal to pursue against a deadline. To rally the company, use this goal to frame all major discussions and decisions during this time period. Your goal must be unified, but distinct from your overall operational goals. It should be a qualitative call to action expressed with active verbs. Communicate your goal and the interim stepping stones so clearly that your employees know how their individual actions contribute to achieving this milestone together.
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