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main psychiatric focus being on people and their neuroses, which
often came from childhood traumas. B. F. Skinner pioneered the
idea of behaviorism in psychology, based on the premise that we could
learn a lot about humans by studying lab rats (think of the bestseller
Who Moved My Cheese?). Maslow came at this from a very different
angle, focusing more on people’s future than on their past. Instead of
studying just people who were psychologically unhealthy, he began
reading about history’s acclaimed sages and saints to look for
commonality in their outlook and behavior. Maslow focused on
the “higher ceilings” of human nature rather than the basement
cellar. Of course, this all made sense: in sports, in the arts, and in
business, we study peak performers to understand how to improve
our own performance. By recognizing that all humans have a higher
nature, Maslow helped spawn the human potential movement in the
1960s and 1970s. And even the U.S. Army picked up on his theory
when their internal Task Force Delta team turned Maslow’s “What
man can be, he must be” into the phrase “Be all you can be,” which
became the advertising slogan in its recruiting campaign.

The foundation of Maslow’s theory is his Hierarchy of Needs
Pyramid, which presumes that “the human being is a wanting
animal and rarely reaches a state of complete satisfaction except
for a short time. As one desire is satisfied, another pops up to take its
place. . . . A satisfied need is not a motivator of behavior.”4

Maslow believed that each of us has base needs for sleep, water,
and food (physiological), and he suggested we focus in the direc-
tion of fulfilling our lowest unmet need at the time. As those needs
are partially fulfilled, we move up the pyramid to higher needs for
physical safety, affiliation or social connection, and esteem. At the
top of the pyramid is self-actualization, a place where people have
transient moments called peak experiences.

HIERARCHY OF NEEDS PYRAMID

8 PEAK
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might have the ability and opportunity to reach a more subtle but
powerful kind of success, which exists at the very top of the pyramid.

At the top of Maslow’s pyramid, a less tangible but very powerful
state exists that enables us to transform ourselves and our relation-
ships with others. This idea of self-actualization as applied to the
workplace means a company can live up to its full potential and, just
like Superman, leap small buildings in a single bound. That’s what
Joie de Vivre needed to do during the biggest U.S. hotel downturn in
60 years. We couldn’t afford to purely survive during the tsunamis; we
needed to transform our relationships with our employees, custom-
ers, and investors so that we would come out of the downturn with
heightened momentum and a new sense of purpose.

Once I drew the Transformation Pyramid with these three levels
of survive, succeed, and transform, I was able to communicate the
natural progression from what’s tangible at the bottom of the

MASLOW’S HIERARCHY OF NEEDS EVOLVES TO THE TRANSFORMATION PYRAMID

TRANSFORMATION PYRAMID

KARMIC CAPITALISM 29
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only knowing someone’s name but also their talents, goals, and
dreams. At the top of the Employee Pyramid is a concept that few
employers talk about or even think about (because it’s less tangible
than the subject of money). Finding meaning in one’s work—both
in what you do daily and in the company’s sense of mission—creates
a more inspired employee. On each of these three levels of the
Employee Pyramid, you’ll see a duality that gives you choices about
how you address this particular need. For example, there are two
ways to address the issue of money: through looking at the wage or
salary and through the traditional or unique benefits you offer.
Similarly, there are both informal and formal means of recognition.
Finally, meaning can come intrinsically from what an employee
does, or more broadly, from what the organization does.

Just like money is at the bottom of the Employee Pyramid,
meeting the expectations of customers is the survival need for this
second Relationship Truth. Most companies spend too much time
just trying to achieve basic customer satisfaction at the bottom of
this pyramid. Purely creating customer satisfaction won’t necessar-
ily tame your customer’s tendency to wander in an increasingly
promiscuous marketplace. Tapping into customers’ desires can be a
means of creating differentiation, which can be your cure in a
progressively commoditized world. When customers’ desires are
met, they are substantially more likely to come back for more, and
they tell others.

RELATIONSHIP TRUTH 1: THE EMPLOYEE PYRAMID
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Frederick W. Smith, the chair and CEO of FedEx, sums up the
top of this pyramid: “We thought we were selling the transportation
of goods; in fact, we were selling peace of mind.”6 Most companies
think too narrowly about who they are and whom they’re serving.
Rarely do they consider searching out and meeting the unrecognized
needs of their customers. Instead, at best they create focus groups to
listen to their customers’ conscious wishes. But companies like
Airbnb, Apple and Harley-Davidson have become highly successful
cult brands by creating self-actualizing experiences for their
customers.

There would be no employees or customers if there weren’t a
capital source for the business. This Relationship Truth addresses
what a company can do to meet the needs of its investors. Many of us
think that the only need an investor has is to make bucketfuls of
money. No doubt investors’ base premise is that they want to ensure
a strong return on investment. To facilitate this, they need to have
transaction alignment with the company executives or, in a start-up,
with an entrepreneur. Establishing parallel goals will create trust.

Yet, just being aligned on the key goals for a particular invest-
ment creates a short-term, transactional relationship. Moving
beyond this basic survival level is the idea of creating a collaborative
partnership in which an entrepreneur or company and its investor
see the relationship as being the core to why they do business
together as opposed to having the transaction or business act as the

RELATIONSHIP TRUTH 2: THE CUSTOMER PYRAMID
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glue that keeps this relationship alive. At the core of relationship
alignment is the idea that an investor has built deep confidence in the
people they are investing in, and they have likely built a close
personal relationship as well. On this level, an investor’s social and
esteem needs may be met. Finally, at the top of the Investor Pyramid
is the transformative nature of what investing can mean in making a
difference in the world. A self-actualized investor is one who sees
the legacy in his or her investing, whether it’s in some breakthrough
of a new product that will revolutionize an industry, in the socially
responsible results of what the company does, or in how this
investment and the investor’s counsel can help a mentor relation-
ship build with a budding entrepreneur so they can live up to their
full potential. When investors invest in this manner, they experi-
ence pride of ownership.

THE POWER OF THE PYRAMID
What’s common about each of the pyramids is they move from
tangible elements at the bottom to intangible elements at the top—
just like the Hierarchy of Needs goes from food, water, and sleep to
the peak experience of self-actualization. And you’ll see that what’s
created at the top layer of the pyramids is something meaningful,
whether it’s inspiration, evangelism, or pride of ownership.

RELATIONSHIP TRUTH 3: THE INVESTOR PYRAMID
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PART TWO

RELATIONSHIP TRUTH 1:
THE EMPLOYEE PYRAMID

Work is about daily meaning as well as daily bread; for recognition
as well as cash; in short, for a sort of life rather than a Monday-
through-Friday sort of dying. . . . We have a right to ask of work
that it include meaning, recognition, astonishment and life.

STUDS TERKEL, WORKING
1
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CHAPTER FOUR

CREATING BASE MOTIVATION

Money isn’t the most important thing in life, but it’s reasonably
close to oxygen on the “gotta have it” scale.

ZIG ZIGLAR, AUTHOR AND MOTIVATIONAL SPEAKER
1

I had one talent in my younger years that bordered on Olym-
pian. Throw me into a backyard swimming pool with a collection of
other kids, and I could hold my breath underwater longer than any
of them. I would challenge my fellows to the Big Gulp, submerge,
and watch them turn a slight shade of blue before they raced to the
surface a half-minute later. I don’t remember at what point I found
out that the Olympics did not award a medal for this stunt—and
that only magicians and madmen did it in their adulthood.
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CHAPTER FIVE

CREATING LOYALTY

Compensation is a right; recognition is a gift.

ROSABETH MOSS KANTER, HARVARD PROFESSOR AND AUTHOR
1

In the last half of the 1990s, there was a popular TV series full of
philosophical witticisms that became the talk of corporate lunch-
rooms, if not boardrooms. Young Boston attorney Ally McBeal, the
anxious waif in a miniskirt, had a way of turning a phrase, such as
“men are like gum; after you chew, they lose their flavor” or “we’re
women; we have a double standard to live up to.”

If you were a fan of the show, you may recall that Ally (played by
Calista Flockhart) had a therapist (played by Tracey Ullman) who
told her, “You need a theme song. Something you can play in your
head to make you feel better.” So Ally and her therapist set about to
finding the perfect theme song (with a Motown beat) to help Ally
get through her days as a high-pressured attorney and her nights as
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On the opposite extreme is the loose recognition culture, which
describes companies that have strong informal recognition but
weak formalized mechanisms. These companies may offer a
more collegial environment for employees, but often there’s a
bit of a disconnect between the company goals and the employees’
actions. In fact, because formal recognition programs like
employee reviews and companywide goals and rewards are not a
high priority, this type of company runs the risk of creating a happy
culture while experiencing poor execution of its business strategy.

The grid below shows all three of these recognition cultures,
along with the culture of neglect, which is a place you certainly don’t
want to be.

Let’s look a bit deeper to understand what you can do to
improve your informal and formal approaches to recognition.

One of the benefits of using the Employee Pyramid as a guide is
that your leaders can have an internal dialogue about how your
organization is addressing money, recognition, and meaning. Com-
panies that consistently exhibit impressive amounts of informal
recognition usually have a high emotional intelligence factor
among their managers and employees. There’s a friendliness
and an openness to acknowledging the whole person in these types
of company cultures.

For informal recognition to be effective, it must be (1) sincere
and deserved, (2) specific and individualized, and (3) offered on a
timely basis. Much of informal recognition is about creating a
deeper connection with your employees. Providing positive feed-
back is a bit of an intimate act so many managers can sort of gloss
over it or provide it in an abstract way. They say “great job” to

COMPANIES THAT USE INFORMAL VERSUS FORMAL RECOGNITION
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CHAPTER SIX

CREATING INSPIRATION

In the end, it is impossible to have a great life unless it is a
meaningful life. And it is very difficult to have a meaningful life
without meaningful work. Perhaps, then you might gain that rare
tranquility that comes from knowing that you’ve had a hand in
creating something of intrinsic excellence that makes a
contribution. Indeed, you might even gain that deepest of all
satisfactions: knowing that your short time here on this earth has
been well spent, and that it mattered.

JIM COLLINS, Good to Great1

Are you fortunate enough to have found your calling? Was
there a moment that spoke to you, saying, “Wake up, this is why
you’re here on Earth!”? I found my calling by observing someone
else live out hers.
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in the financial viability of the company, which means they have a
secure job. Believing in the company’s mission also typically creates
deeper alliances among employees because that sense of being part
of a crew gliding above the water, and the pride that comes from
that success, satisfies our social or esteem needs. Finally, our self-
actualization needs can be met by feeling that we are part of an
organization making a difference in the world; plus, “meaningful-
ness-at-work practices may indirectly render the work itself more
meaningful.”

When someone finds meaning in their work (they like what
they do each day) without meaning at work (they aren’t enthused
by the company’s mission), it is much less likely that there is a halo
effect or indirect payoff in helping to improve their engagement
with the organization. In fact, the larger the gap between a positive
in-work feeling and a negative at-work feeling, the faster that
employee is likely to depart the company.

The following figure will help you understand how to evaluate
any employee’s sense of workplace meaning.

What does Joie de Vivre do to foster a sense of meaning both at
work and in work? With respect to connecting our employees with
the company and its mission, we have found that the simpler and
more succinct our mission, the more powerfully it engages our
employees. Years ago, I wrote a nine-sentence vision statement that
defined my sense of who Joie de Vivre was in the world. It never
resonated with most of our employees. So later we created a team of
managers and employees to write a short mission statement, which
became “creating opportunities to celebrate the joy of life.”

MEANING IN VERSUS AT WORK
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PART THREE

RELATIONSHIP TRUTH 2:
THE CUSTOMER PYRAMID

The new consumer frequently sees the acquisition of authentic
products and services as a means of achieving self-actualization,
the peak of Maslow’s Hierarchy of Needs, signaling the attainment
of true potential.

DAVID LEWIS, The Soul of the New Consumer1
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CHAPTER SEVEN

CREATING SATISFACTION

Every major industry was once a growth industry. But some
that are now riding a wave of growth enthusiasm are very
much in the shadow of decline. Others that are thought of as
seasoned growth industries have actually stopped growing. In
every case, the reason growth is threatened, slowed, or stopped
is not because the market is saturated. It is because there has
been a failure of management. . . . The railroads did not stop
growing because the need for passenger and freight
transportation declined. That grew. The railroads are in
trouble today not because that need was filled by others (cars,
trucks, airplanes, and even telephones) but because it was not
filled by the railroads themselves. They let others take customers
away from them because they assumed themselves to be in the
railroad business rather than in the transportation business.

THEODORE LEVITT, HARVARD PROFESSOR AND AUTHOR
1
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system created a red carpet for middle-class Americans to travel like
never before. During that era, companies like Holiday Inn
addressed their customers’ physiological or safety needs by wrap-
ping drinking glasses in paper and covering the toilet seat with
those odd sanitized wrappers. There was a time when that form of
sanitation was the hallmark of a good hotel. Today, if I walk into a
hotel with one of those wrappers on the toilet, I’m a little worried.
Times change, but unfortunately, some companies don’t. Many
companies don’t acknowledge that customer expectations naturally
evolve. What is your industry’s analogy to the wrapper on the toilet?
Are you ahead or behind the curve with respect to evolving at a pace
that at least keeps up with your customers’ needs?

Moving up the pyramid, our customers’ safety needs are met by
a variety of factors—from whether the parking lot is well lit to
whether the hotel provides guests electronic card keys (which are
much safer than traditional metal keys) to the nature of the
neighborhood where the hotel is located. Social and belonging
needs are met by the friendliness of the staff and whether the guests
feel some kinship with their fellow guests. Esteem needs are met by
a personalized service approach from the staff that helps guests feel
truly like VIPs—whether it’s the front-desk host remembering their
names or perhaps receiving an unexpected upgrade to a suite.
Finally, a guest’s self-actualization needs are addressed when the

HOTEL CUSTOMER HIERARCHY OF NEEDS

CREATING SATISFACTION 103



C07 09/23/2017 3:8:40 Page 105

variance between that line and what you deliver can be defined as
“disappointment.” In fact, if you’re below that baseline, you don’t
even make it on the Customer Pyramid because actually meeting
expectations is the foundation of this relationship. This chapter
focuses on the risks and rewards associated with meeting your
customers’ basic expectations. Peak-performing companies know
that they have to get the basics right at the base of the pyramid, but
they won’t likely outdistance their competitors by purely providing
basic customer satisfaction.

Sears, Montgomery Ward, General Motors—these faltering
stalwarts of twentieth-century capitalism got stuck focusing on
the base of the Customer Pyramid. Their unconscious goal seemed
to be getting their satisfaction scores high enough so that their
customers were just barely over that disappointment baseline. They
mistakenly believed that basic satisfaction buys customer loyalty.
Clearly, they were wrong.

These companies should have taken note of one of Abe
Maslow’s most famous quotes: “If the only tool you have is a
hammer, everything starts to look like a nail.”4 Companies in
decline get too reliant on old tools.

Savvy companies realize that customers are learning to expect
more and, due to the Internet, have more access to choices than
ever before. Northwestern Professor Ranjay Gulati and Booz Allen
Hamilton consultant David Kletter published a detailed study out-
lining that while 59 percent of companies found meeting customer
expectations was a significant challenge in the past, 84 percent now

BASELINE MODEL
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CHAPTER EIGHT

CREATING COMMITMENT

We should be able to institutionalize all the democratic,
communicative, respecting, loving, listening customer satisfaction
kinds of things in the future by using the advantages of technology.
In other words, keeping all the benefits of smallness but also
capitalizing on the benefits of bigness.

ABRAHAM MASLOW
1

The bigger you get as a company, the more you need to create
forums for engagement with your customers. Even if you’re big, act
small. People are more likely to trust you when they can relate to
you. And being humble usually means you’re a more empathic
listener.

119



C09 09/23/2017 3:11:35 Page 135

CHAPTER NINE

CREATING EVANGELISTS

If I had asked my customers what they wanted, they would have
said a faster horse.

HENRY FORD (ATTRIBUTED)I

I remember the first time I heard boutique hotelier Bill
Kimpton say he was in the business of “selling sleep.” Bill was a
bit of an idol of mine. In 1981, in his mid-40s, he departed from his
stuffed-shirt investment banking life and started what was originally
called Kimco, then the Kimpton Group, and ultimately just Kimp-
ton. Kimpton has been a worthy competitor for us to benchmark
ourselves against, especially since they’re the only hotelier in the
world that operates more boutique hotels than we do. Ironically,
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everything in the store, including one free hour of personal training
each week. These customers end up being the company’s biggest
individual spenders and most avid word-of-mouth evangelists.

Given this contrarian strategy, Apple became the fastest retailer
in history to reach $1 billion in sales, and it has some of the highest
per-square-foot retail sales of any retailer in the world. Its price per
square foot of sales is five times more productive than Best Buy. In a
way, Ron Johnson likes to feel that these are “like a gift to the
community while, at the same time, providing Apple a great
platform for our brand.”

So, if we were to summarize the Apple Customer Pyramid, it
would look something like the figure above.

How about Harley-Davidson? What does its Customer Pyramid
look like? At the base of the Harley customer experience is the
Rider’s Edge program (now called the Riding Academy), which
introduces new potential customers who don’t have a motorcycle
license to the bike experience. Working with its independent
dealers and collaborating with each state’s motor-vehicle depart-
ment, Harley created an educational safety course for people to
learn how to ride a motorcycle. Once you’ve completed your
course, the dealer schedules you for a road test and lends you a
bike to take the test. The total cost is low and is credited toward your
purchase of a Harley motorcycle.

PEAK’S APPLE CUSTOMER PYRAMID
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The social and esteem needs of the Harley enthusiast are met by
the opportunity to join one of more than 1,000 Harley Owner
Groups (the world’s largest motorcycle club) that are perfectly
suited to Harley owners’ specific identity or affiliation needs. At the
peak of the Harley Customer Pyramid is being able to “express
yourself in the company of others,” Harley’s version of identity
refreshment. Self-actualized Harley customers like their bikes and
enjoy the social connection, but they are truly at their peak when
they’re experiencing freedom of expression. That expression can
manifest itself in the route a rider chooses to use, whether it be the
back roads or coast side or in the way they choose to customize their
bike because Harley owners regularly embellish their vehicles with
grassroots folk art. This self-actualization also manifests itself in the
message Harley riders send themselves by just knowing that Harley
stands for being a rebel or individualist. If you want to see this
Harley self-actualization on full display, go to Sturgis, South Dakota,
each summer for the motorcycle rally.

Jeffrey Bleustein, the former CEO, says, “We want to fulfill the
dreams of our customers through their motorcycle experience.”2

Harley-Davidson is a self-actualizing (and evangelical) tribe, not just
a motorcycle company. How do we know that? What other company
has hundreds of its customers tattooing its logo somewhere on their
body? Harley’s Customer Pyramid might look like this:

PEAK’S HARLEY-DAVIDSON CUSTOMER PYRAMID
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CREATING YOUR OWN CUSTOMER PYRAMID
Virtually any well-known company that has created an evangelistic
customer base could draw its own pyramid. If you are struggling
with how your company could draw a powerful pyramid, let me give
you two more examples.

Consider Whole Foods Market, the world’s leading natural and
organic foods supermarket. Whole Foods has created a food fervor
among its customers based on providing a great product at the base of
the pyramid, engaged and personalized service and a real sense of
community at the middle level, and a commitment to environmental
stewardship and sustainability at the peak. Whole Foods is a great
example of how customers can feel self-actualized by supporting a
company that is committed to a cause. The figure below depicts my
interpretation of what their Customer Pyramid might look like.

But Whole Foods’ former co-CEO Walter Robb suggested to me
that this model needs to acknowledge that what’s at the top of the
pyramid may vary depending on which set of customers you’re
talking about. Whole Foods stores are serving three primary cus-
tomers: (1) those who live a natural or organic lifestyle, (2) those
who might consider themselves foodies, and (3) those who are
mission-driven and choose the companies they buy from that match
their worldview. Robb believes that the peak of their Customer
Pyramid is being “a place to help you become what you want to be,”

PEAK’S WHOLE FOODS CUSTOMER PYRAMID
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branding services, and access to major metropolitan markets glob-
ally to tap into their local WeWork locations and networks. This is
particularly appealing to the growing number of global nomads
who need just a good WiFi connection, their laptop, and a smart-
phone to do business anywhere. Plus, like Holiday Inn offered in
the early days of the hotel chains, a member—who may be new to
coworking spaces—can appreciate the familiarity and predictability
that WeWork offers in their spaces globally.

Finally, at the “meet unrecognized needs” peak of the pyramid is
“thrive”or the sense that WeWork helps you to create your life’s work,
not just make a living. Part of the way WeWork accomplishes this self-
actualizing differentiation is fostering community and interpersonal
camaraderie by being the largest events company in the world (more
than 19,000 events in their spaces in 2016). Whether through their
trademark “Lunch and Learn” or wellness classes or social events,
there is a strong sense of community connected by common values of
passion, open-mindedness, and ambition. So, the WeWork pyramid
would look like the one shown below.

Think of just about any company that’s at the top of its game,
and you’ll find that it’s scaled the peak of its own Customer
Pyramid. Nordstrom, Zappos, In-N-Out Burger, Amazon, Google,
Airbnb, Trader Joe’s, Dyson—these companies follow business
plans that have deviated from the norm. But they haven’t done
this just to be different. Whether it’s been a conscious part of their

PEAK’S WEWORK CUSTOMER PYRAMID
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PART FOUR

RELATIONSHIP TRUTH 3:
THE INVESTOR PYRAMID

The difference between the great and good societies and the
regressing, deteriorating societies is largely in terms of the
entrepreneurial opportunity and the number of such people in the
society. I think everyone would agree that the most valuable
100 people to bring into a deteriorating society would be not
100 chemists, or politicians, or professors, or engineers, but
rather 100 entrepreneurs.

ABRAHAM MASLOW
1
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CHAPTER TEN

CREATING TRUST

Always get to know the character of those whose approval you wish
to earn, and the nature of their guiding principles. Look into the
sources of their opinions and their motives and then you will not
blame any of their involuntary offenses or feel the want of their
approbation.

MARCUS AURELIUS, ROMAN EMPEROR
1

Rarely am I asked, “What are the most painful lessons you’ve
learned over the course of your career?” If you want to engage in a
deep conversation with a business leader, throw this zinger question
at them. For me, one of my greatest lessons had to do with the
subject we’re now going to address: aligning goals with investors.
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CHAPTER ELEVEN

CREATING CONFIDENCE

The secret to great investing isn’t becoming the ultimate whiz kid at
financial models or necessarily being the shrewdest negotiator in the
room, it has a lot more to do with building long-term relationships
with entrepreneurs and business leaders who deserve your
confidence.

BILL PRICE, COFOUNDER, TEXAS PACIFIC GROUP
1

One of the smartest decisions I ever made in my professional
life was to join the Young Presidents Organization (YPO). YPO is a
celebrated international organization of youthful senior leaders of
small and large companies who meet in local chapters to learn from
each other. Sounds good, right? Still, I initially had some reluctance
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revenue growth from 1980 to 2002. The line showed consistent
revenue growth in the first 15 years, with spiked-up growth during
the last half of the 1990s. Starting from 1995 to 2002, we also showed
a dashed line forecasting where revenue growth would be if the
1980 to 1995 trend had continued into the future. By the summer of
2002, that dashed line, which had been way below the actual
revenue line during the late 1990s, was 20 percent higher than
where the market had fallen to a year after 9/11. There was a
headline on the front of the shirt that read, “San Francisco Hotels
2002. The Sky Is Falling.” On the back of the shirt was another
headline: “Joie de Vivre Hospitality. Strong Enough to Restore the
Sky!” along with a little 1950s-style cartoon businessman with a
bubble coming out of his head saying, “I bought a hotel in San
Francisco and all I got was this lousy T-shirt?!”

There was a great risk in sending this out to our nearly 150
investors. Would they have a sense of humor about what we were
going through? Would this bring us together or tear us apart?
Would they mind receiving this at the same time as I was asking
them to write checks to cover negative cash flows? Did they truly
trust us and have confidence in Joie de Vivre’s leadership? I was very
nervous when these went out. But I felt it was worth the risk because
I wanted something to raise our investors’ spirits—and ours, too.

Within a day, I was receiving dozens of phone calls and e-mails
from investors who said things like “you did a phenomenal job of
sugar-coating this bad news” or “I’m getting lots of capital call
memos these days; most of them I try to ignore as it’s like reading a

JOIE DE VIVRE HOSPITALITY:
STRONG ENOUGH TO RESTORE THE

I bought a hotel
in San Francisco
and all I got was
this lousy T-shirt?!

SKY!
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CHAPTER TWELVE

CREATING PRIDE OF OWNERSHIP

Never doubt that a small group of thoughtful, committed citizens
can change the world.® Indeed, it is the only thing that ever has.

MARGARET MEAD
∗

If there’s one constant theme in all three pyramids, it’s that
conventional wisdom is wrong. Conventional wisdom suggests that
(1) money is the primary motivator for employees, (2) customers stay
loyal when they’re satisfied, and (3) investors are exclusively focused
on the financial return on investment. As we’ve seen, these are simply
base needs that ignore higher human needs. At the peak of the
Investor Pyramid, it’s ultimately a legacy, not liquidity, that people seek.

∗ Used with permission of the Mead Trust.
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The service-profit chain taught me about the cycle of capability. In
The Service Profit Chain, James Heskett, W. Earl Sasser, and Leonard
Schlesinger suggest, “The philosophy behind the cycle of capability
is that a satisfied employee is a loyal and productive employee.
Their satisfaction stems, at least among the best frontline employ-
ees, from their desire and ability to deliver results to customers. In
order to deliver results to customers, they must have the ability to
relate to customers and solve their problems, the latitude (within
well-specified limits) to use their judgment in doing so, the training
and technological support needed to do so, and recognition and
rewards for doing so.” In essence, successful companies create a
culture of capability in which employees are well prepared to be
empowered. These employees feel a deep resonance with the
company culture, and they also appreciate the ability to influence
that culture.

Creating the Joie de Vivre Heart was a huge breakthrough for
our organization, given the growth we were experiencing in the
mid-1990s. It also created a simple symbol that crossed all language
and cultural barriers and was a relevant fact to all of our varied
hotels, restaurants, bars, and spas. Before creating the heart, I
usually stumbled when trying to describe our unique business
approach to our employees or to outsiders. Creating the heart
diagram helped us to come up with a universal visual icon (hearts
and pyramids—we’ve got an iconic theme here). We all have a
heart, right? But this icon is also emblematic of Joie de Vivre’s service

JOIE DE VIVRE HEART
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Employee Pyramid. Point three on the heart (Developing strong
customer loyalty) was contiguous to the Customer Pyramid. And
point four on the heart (Maintaining a profitable and sustainable
business) was hugging the Investor Pyramid.

Okay, it probably wasn’t comparable to when Einstein discov-
ered E = mc2, but I will tell you that it gave me a profound sense of
self-actualization. This is what the Joie de Vivre laboratory has
taught me. This is what my life’s work has been about. This is
why I needed to write this book, even though it’s meant serious
sleep deprivation while running a fast-growing company.

When you or your organization move from the second level of
Success on each of these pyramids to the third level of Transfor-
mation, a quantum leap occurs. For example, while the initial move
from Money to Recognition on the Employee Pyramid may be
gradual, the spark that takes an organization from Recognition to
Meaning is powerful. It means employees have moved from being

RELATIONSHIP TRUTHS PYRAMID
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their nine-to-five existences. Those with careers focus primarily on
growing their talent and advancement. While they may gain quite a
bit of satisfaction in their work, it is often associated with the esteem
that comes from external sources (like recognition or raises). The
lucky few who pursue a calling find their work fulfilling in its own
right, without regard for money or advancement. Those pursuing
their calling would recognize Maslow’s statement in their own life:
“One must respond to one’s fate or one’s destiny or pay a heavy
price. One must yield to it; one must surrender to it. One must
permit one’s self to be chosen.”

You can see in the figure below that each of these three
approaches to work correspond to a different level of the Transfor-
mation Pyramid (survive, succeed, transform) and the Employee
Pyramid (money, recognition, meaning).

How do you know which level you, your friends, family, or work
associates would be placed on this pyramid? Take the following test,
although beware that your answers will be influenced by your
current state of mind, which means you may want to take the
test twice, at least one week apart, to really gauge your accurate
score. Read each of the following statements and place a check next
to the five that best describe your relationship with your current
work. Be careful, as it’s easy to think broadly about how certain
statements should reflect your work life. What we’re looking for here
are the statements that actually reflect your work life today:

THREE APPROACHES TO WORK
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CLIMBING HIGHER
Using the pyramids as a guide requires a certain amount of
introspection and mindfulness. It not only requires getting con-
scious about what you want or need; it also obligates you to create an
order of priorities for those wants or needs. An insightful book
called Power vs. Force helped me to look at this hierarchy in an even
more metaphysical way, as I came to the conclusion that there are
three states of being involved in how we interact with life. And of
course, the three steps can be depicted on a pyramid, as shown
below.

You can see these three steps manifested in both how a culture
evolves and how humans often mature. The base needs are
typically has needs: what material things we want in our life to
give us safety, comfort, pleasure, or status. As humans and socie-
ties age, they move beyond the has to the does needs. As our
material needs are met, what one does for a living becomes a more
relevant symbol of our identity. At some point, relentless doing no
longer carries currency, at which point the is needs predominate
at the peak of the pyramid. You see this in wise men and women
and in cultures that have learned that having and doing carry you
only so far. When someone or something just is, it feels pure,

THE THREE STATES OF BEING
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Peak Managerial Assessment

Behind every managerial decision or action are assumptions
about human nature and human behavior.

- Douglas McGregor, The Human Side of
Enterprise

What level of the pyramid do you pay attention to as a manager?
Answer the following questions to indicate how frequently or
infrequently you engage in each behavior.

1 � NEVER 2 � SOMETIMES 3 � OFTEN 4 � CONSISTENTLY

_____ I understand and can communicate how my organization’s
compensation package ranks vis-à-vis our competitors’.

_____ I encourage socialization and host unique events to help
employees feel more connected to each other and their
workplace.

_____ I initiate conversations with my employees about their role
and responsibilities and how they might wish to modify
them in order to feel more fulfilled by their jobs.

_____ I educate and coach managers on the importance and
value of informal recognition.

_____ I initiate discussions with senior management regarding
employee compensation packages, including
nonmonetary incentives.

_____ I know each of my employees’ life aspirations or what their
sense of calling might be.

_____ I have introduced a way that employees (on my team or in
my department) can express appreciation and recognition
for one another.

_____ I am aware of employees’ current states of mind regarding
their compensation packages and ask them what types of
nonmonetary benefits they most value.

_____ I encourage employees to pursue activities outside of their
immediate job tasks (e.g., organization committees,
philanthropic efforts) that are meaningful to them and
beneficial to the department and/or organization.
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(continued )

_____ I understand and can communicate the ways in which our
organization internally monitors compensation equity.

_____ I give employees personalized, 1:1 feedback and
appreciation about their contributions.

_____ I educate or inform employees about their entire
compensation package, including nonmonetary perks.

_____ I am aware of the type of recognition that is most
meaningful for each of my employees and employee
groups.

_____ I create opportunities for my employees to hear directly
from our customers about the impact they are having.

_____ I deliberately make space for employees to share their
highlights or meaningful moments with the team and/or
department.

Scoring:
Look at the three following categories, which correspond to each of
the 15 statements. Tally your scores by category to determine what
level of awareness you have for each level of the employee pyramid.

MONEY RECOGNITION MEANING

1, 5, 8, 10, 12 2, 4, 7, 11, 13 3, 6, 9, 14, 15

Total: ___ Total: ___ Total: ___

HIGH: 16–20 MED: 11–15 LOW: 5–10

Often your tendency as a manager mirrors your own personal needs or
desires. It is helpful to remember that although people have the same
needs, not everyone is at the same place on the pyramid. For example, if
you score high on recognition and meaning but low on money, you will
want to ensure that you are not underestimating the compensation
needs of your employees. Or, if you score high on money and
recognition and low on meaning, you’ll want to pay attention to how
you can help your employees discover their meaning in and at work.

(continued )
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(continued )

When looking at your results, how evenly distributed are the points?
Is there a dominant or low-scoring category?

_________________________________________________________

_________________________________________________________

Based on this assessment, which level of the pyramid do you operate
from most as a manager? What needs do you tend to emphasize and
why do you suppose that is?

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

Which level of the pyramid (and corresponding actions) do you
tend to not pay as much attention to as a manager? Why do you
think that is?

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

What, if any, shift would you like to make? Which area or areas do
you wish to focus on in the future? (List them on the following
lines.)

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

_________________________________________________________

250 APPENDIX: PEAK MANAGERIAL ASSESSMENT


