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Foreword

The Horizontal Revolution is a timely piece of instruction for
teachers, trainers, managers, and organizational leaders. This
book responds to a new horizontal leadership model of teaming
and coaching, which develops and renews people at all levels. The
concept of a horizontal organization includes ideas familiar to
devotees of high-commitment/performance teaming, process
reengineering/decentralizing, empowerment, customer focus, and
principle-centered leadership. Within this revolution, people
across the organization are called on to assume more account-
ability and exercise decision-making authority and to be trained
in the application of self-managing principles in order to become
more than equal to the new challenges of our dramatically chang-
ing times.

Guiding people and organizations into a new horizontal cul-
ture is no easy feat. It isn’t as simple as reengineering an outside-
in approach-—scrapping your organization chart, mashing middle
managers, and dropping all departmental barriers. Externally
imposed approaches may elicit short-term gains but are a breed-
ing ground for mistrust, negative feelings, and lack of work force
responsiveness. Instead, the authors of The Horizontal Revolution
champion an inside-out approach—focusing first on develop-
ing principle-centered teams that sustain a continual process of
renewal—an upward spiral of growth that leads to progressively
higher forms of responsible independence and effective inter-
dependence. Ultimately, these teams will take on the knowledge,
skill, desire, and opportunity to succeed in a way that leads to
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collective organizational success. The new culture becomes high-
trust, win-win where helpful system structures are created to rein-
force people working together effectively.

In this new culture of trust and open communication, people
working interdependently in cross-functional teams are able to
generate creativity, improvement, and innovation beyond the total
of their individual capacities. Horizontal functioning becomes the
practical process in which teams plan, execute, and control their
own performance within an agreed-upon stewardship. This win-
win condition facilitates effective autonomy in which teams have
access to the primary elements of empowerment—knowledge, skill,
desire, and opportunity. To keep a lean management staff from
choking on a glut of decisions, authority is reinvested in high-
leverage team leadership and self-directed activity.

In many ways, this book is a complement to and extension of
my work and teachings. Morris Graham and Mel LeBaron have
given us a powerful presentation of principles, values, and practices
that align people as the most valuable organizational asset. The real-
ization of a high-trust team culture comes through an organization’s
commitment to integrity, maturity, and abundance mentality. Teams
with integrity make and keep commitments to themselves, to the
customer, and to the organization. Individuals within these teams
are able to express their ideas and feelings with courage balanced
with consideration for the ideas and feelings of others. People with
abundance mentality assume that there is plenty out there for every-
body. They deeply value the contribution of others and recognize
unlimited potential for teaming together. Teams with a high degree
of integrity are free to interact with true synergy and creativity,
unrestrained by the doubt and suspicion that permeate low-trust
cultures. Clearly, it is my experience that without principles and
values to guide these processes, people will lack a true sense of
personal contribution to the work.

These are spirited times. [ am particularly impressed with the
sense of destiny, commitment to people and excellence, and passion
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for renewal shown by Morris and Mel in this book. I admire their
willingness to lean toward the artistic and penetrating instincts
required for success at work. I also believe that we must build better
business—and be able to live with ourselves and each other—to get
things done that need to be done. Applying principles and values
to learning, leadership, teaming, and coaching is absolutely required
for effective work and workplace behavior.

Finally, this book inspires me to action because it is not based
on theory or hearsay. Morris and Mel have actually done the things
they write about. They are supreme coaches and yet they are
extremely coachable. They learn as they go and cause others to do
the same. They have helped many, and I'm sure they will help the
reader to realize that the imagination that goes into team structure
is as important as the imagination that goes into producing prod-
ucts and services. The Horizontal Revolution reaffirms that our imag-
ination should never run away with our judgment. Herein is a
profound structure and process for giving power to people and
impacting the people of power. It is the emotional, mental, and
physical move many of us need to make. [ am personally grateful
that Morris and Mel have given us such an insightful and practical
road map for our journey. This inside-out approach is so needed
today, and the awareness of that need is literally flooding sophisti-
cated organizations that have learned, and continue to learn, the
flaws of outside-in.

September 1994 Stephen R. Covey
Chairman of Covey Leadership Center
and author of the best-selling
The 7 Habits of Highly Effective People
and Principle-Centered Leadership



Preface

A horizontal revolution is reinventing the U.S. workplace. Unlike
the Industrial Revolution, which was machine-based, the horizon-
tal revolution is people-based. The Industrial Revolution altered
our way of living. The horizontal revolution is altering our way of
working.

The revolution taking place today is the organizational move-
ment from hierarchical, function-based structures to horizontal,
integrated workplaces organized around empowered individuals and
self-directed work teams as the means to achieve sustainable busi-
ness process changes and extraordinary organizational redesign.
Organizations can no longer rely exclusively on the wisdom of a few
at the top. The thinking skills and responsiveness required to deal
with the multitude of customer demands, cultures, technological
advances, competitors, and possible futures means that every
employee must be intelligently and fully involved. The horizontal
revolution is built upon both efforts for efficiency and process
redesign and requirements for flexibility and involvement. New
skills for building trust, collegiality, adaptability, teaming, and
coaching are its vehicle. Shared power, information, and rewards
are its hallmarks. Individuals and teams that are empowered, that
make their own decisions, and that serve clear business processes
and purposes are its heart and soul.

Background of This Book

Qurs is a voice from the frontline trenches. We have worked as
coaches in those trenches—where people encounter people,
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where the sense of ownership, commitment, and mutual goals
begins. Guiding various stages of the revolution for such corpora-
tions as General Electric, Disney, ITT, Otis, Marriott, and Litton,
we have created learning experiences and learned the necessary
continuity of day-after-day coaching in a workplace. We have also
learned the consequences of that nurturing, witnessing amazing
shifts in workplace roles, goals, and souls. New visions and mis-
sions for work effectiveness have become new agendas for focus-
ing on the process of working together. Self-direction, shared
ownership, and shared gains have become a vital part of action
plans and business strategies for applying unique talents and
insights to reengineering objectives.

The center of a business is people working with business
processes in high-involvement teams that meet together weekly
and meet occasionally with a coach providing the coaching skills
necessary for all individuals to constantly reinvent themselves.
Therefore, our approach integrates process reengineering and
teaming/coaching. It is analogous to first going on a diet and then
keeping the weight off. Sadly, over the long course, most organi-
zational process-reengineering diets do not work because fun-
damental work styles have not been altered enough to sustain
long-term changes. Corporate weight stays off only when teaming/
coaching and other new and creative approaches to human inter-
action permanently replace old ways of doing things, when orga-
nizations help people adapt to change; understand the stages of
change; diminish defensive, blaming, and rationalizing behaviors;
and take on increased ownership and accountability throughout
the organization.

The horizontal revolution requires everyone to feel and heed
new life-enhancing principles: passion comes before politics; com-
passion comes before compulsion; and reality before rhetoric. People
at work have for too long spun their wheels while only the politi-
cal treads hit the road.
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Audience

We wrote this book to be both a supercharger for those who have
already joined the revolution but want to change more rapidly and
effectively, and a navigational manual for those who need to get on
course with their restructuring, realigning, and reengineering efforts.
The Horizontal Revolution was written also for executives who want
to better understand the workings of horizontal change in the work-
place and who think about, and are in a position to initiate, job and
organizational redesign. If you are a modern executive, you need to
get things done in a more efficient and cost-effective way, to get
employee buy-in, and to get employees to be more self-directed.
This book will help you develop your coaching skills for the new
workplace.

Overview of the Contents

The Horizontal Revolution presents a doable process executives and
managers can use to redefine their organizations around teams.
We present proven prescriptions, insights, techniques, and skills
for redistributing ownership and responsibility and minimizing
the us-them conditions that prevent teams from creating high-
performance results. As we discuss further in the Introduction, we
show you how to make your workplace a center of learning and
leadership, a place in which work is integrated around the gener-
ation of both greater productivity and more humane relationships.

Part One (Chapters One through Four) discusses staging the
horizontal revolution. Chapter One shows managers how to estab-
lish the up-front involvement and initiatives needed to roll out the
revolution through teams. It introduces the first stage of a four-stage
model for revolution and describes how to deal with barriers to
change so that camps of resistance will not be left to smoulder, ulti-
mately flaring up again to stall the revolutionary process. Street
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fighting tactics are discouraged and practical ways to air disagree-
ments and build coalitions are fully described, since a fully effective
team implementation requires integration of all restructuring
processes with behavioral conversion. Chapter Two develops the
settling-in stage of the revolution and ways of helping work teams
struggle with the inevitable gaps between expectation and reality.

In Chapter Three, we examine the new horizontal roles for
managers, team members/leaders, coaches, facilitators, recorders,
and the steering and design teams, using a new analogy to describe
the way individuals in an empowered group can think of them-
selves, their common mission, and their flexible functions. We also
show how horizontal functioning best fits strategies that integrate
profit centers around customers. In Chapter Four, we discuss the key
tools that transform teams into the building blocks of the horizon-
tal revolution, focusing on workouts and process mapping.

Part Two (Chapters Five and Six) describes how to lead the
team-powered organization. Team-based organizations require
better, stronger, and situationally correct leadership, not less leader-
ship. Chapter Five stresses commitment over control as the para-
digm for horizontal leadership and describes how team leaders can
be more elastic. Chapter Six presents a unique coaching process
for horizontal functioning along with practical coaching tools for
remedying substandard performance on horizontal teams.

Part Three (Chapters Seven and Eight) shows you how to keep
the revolution alive. Chapter Seven features a refashioned approach
to sponsoring, monitoring, and recognizing people’s progress,
endorsing a horizontal redistribution of wealth. Chapter Eight sup-
plies additional prescriptions for staying organizationally healthy
and fit. Because the maintenance of the horizontal revolution is
often difficult to plan and dangerous to coach, additional tools are
included here for both initiators and implementers.

When we first began to put our work together in the mid 1980s,
we saw an evolution taking place in the workplace. With the
pressure and panic over change, rapid-fire redesign efforts, and
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downsizing, and the fear and anxiety these events have brought to
managers, that evolution has become a revolution. We have seen
it, felt it, lived it, and not least, reflected deeply upon it. It is as real
as an earthquake and vivid as the sunrise. This book is our under-
standing of what that revolution means and how businesses can
thrive by joining it.
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Introduction: Revolutionary Change
for Revolutionary Times

These are revolutionary times. Organizations are smashing and flat-
tening their hierarchies, reengineering their key processes, and
creating multifunctional teams that reach across departments to
manage these processes. Horizontal revolutions are taking place
everywhere in a new approach to survival in today’s world of per-
vasive and relentless change, an approach that demands an intense
focus on customer needs and superior process designs and execu-
tions, that assumes that knowledge and skills are domain specific
and too complex to be nested within hierarchies, and that requires
multifunctional teams to manage the new order of specialty coor-
dination and work inventiveness.

A tacit acceptance of this horizontal revolution undetlies all the
corporate talk of pushing decision making down to the lowest pos-
sible level, driving out unnecessary work, paying people for results,
and using horizontal teams to manage and improve core processes
because these teams intensify focus and commitment, build core
skills, spread knowledge to those who need it in order to perform,
and deliver dramatic improvements in efficiency and speed.

We are not the prophets or even watchmen of this revolution but
its missionaries, at a time when many organizations’ reengineering—
process redesign initiatives have floundered because leaders and
managers lacked the appropriate redesign knowledge and artistry
for crafting teams. Our text develops a framework for action, using
teams as the building blocks crucial to accruing redesign’s promised
benefits. We describe how horizontal teams transform themselves into
stewardships, thereby becoming the means to achieve sustainable



2 The Horizontal Revolution

process change and maintain organizational effectiveness. Draw-
ing upon our actual experiences with hundreds of self-directed
work teams and scores of horizontal initiatives, we show why some
horizontal initiatives achieve success while others are still bump-
ing up against their entrenched bureaucracies. We take a candid
look at the challenges involved and provide hard-hitting practical
suggestions and a prescriptive design for maturing individuals,
teams, managers, and the organization as a whole through the four
stages of the horizontal revolution: pioneering, settling-in, tilting,
and transforming. Table 1.1 outlines these stages and the charac-
teristics you will see in each one. Table 1.2 outlines the agendas of
the horizontal revolution, describing goals in the areas of change,
strategies, operations, policies, training, impact, challenges, bene-
fits, and ownership.

We take a process view of horizontal functioning. That all work
is part of a process is a fundamental principle of quality improve-
ment. A process is a set of interrelated work activities characterized
by specific inputs and value-added tasks that produce specific out-
puts. Processes range from how employees perform their daily work
to end-to-end processes for developing, producing, and distributing
products and services. They can be internal and/or external and/or
cross-organizational. Management and the continuous improve-
ment of processes is owned by teams that do not just make and do
things but are skilled in handling whole tasks and processes. They
are mini-enterprises or small business units that can range from
order fulfillment to product development.

Reengineering, according to Hammer and Champy (1993,
p. 32), is the fundamental rethinking and radical redesign of busi-
ness processes to achieve dramatic improvements in critical, con-
temporary measures of performance, such as cost, quality, service,
and speed. As we stated in the preface, the relationship between
reengineering and horizontal teaming is analogous to both going
on a diet and keeping the weight off. Someone on a starvation diet
may reach ideal leanness within a very short time. Yet, unless the
dieter undergoes a fundamental change in behavior, all of that



