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What Thought Leaders Are Saying About The Book of Agreement

“We all want agreement. Here’s how to get it and keep it and work it.”

—Mark Victor Hansen, Co-creator, The New York Times #1 bestselling series, Chicken Soup for the Soul®


“Buy this book. I know systems for creating wealth. The systems in The Book of Agreement will help you create the kind of agreements that will generate much more financial and emotional wealth in your life.”

—Robert Allen, author of four New York Times bestsellers, Crating Wealth, Multiple Streams of Income, Multiple Streams of Internet Income, and the phenomenal Nothing Down.


“The Book of Agreement contains all the models you’ll ever need to protect questionable relationships and nurture strong relationships. It puts some iron in the handshake.”

—Alan Weiss, Ph.D., Author, The Ultimate Consutlant


“The day after I read Stewart Levine’s The Book of Agreement, I was able to put his principles and prescriptions to the test. They worked for me, and I know they’ll work for you! Levine’s approach is so straightforward and so sound that you just can’t miss. It was like a whack on the side of the head when I read Levine’s simply profound and sensible notion that we’d all benefit from embracing the idea of creating agreements for results instead of negotiating agreements for protection. Putting that concept into practice in all our relationships is what this book is about, and the pages are full of very explicit advice on how to do it. My prediction is that you’ll be consulting The Book of Agreement before engaging in any new negotiation, and you’ll be very glad that you did. In fact, I bet you have one tomorrow, so what are you waiting for? Buy this book right now!”

—James M. Kouzes, Co-author, The Leadership Challenge and Encouraging the Heart; Chairman Emeritus, Tom Peters Company


“Every year, in law schools across the country, each new generation of future lawyers learns to reproduce the mistrust that is the great tragedy of our individualistic and isolating society by learning that the purpose of legal agreements, or contracts, is to protect you from the Other, that stranger at arm’s length who is out to exploit you for his or her own self-interest. Stewart Levine begins from the exact opposite premise—that the purpose of agreement is to build a bridge to the Other and to realize your common aspiration for connection. Writ large, this idea would revolutionize the study and practice of law and help realize our spiritual nature as social beings in pursuit of mutual affirmation.”

—Peter Gabel, Professor of Contract Law, New College Law School; Associate Editor, Tikkun Magazine; President of the Board, New College of California; Director, Institute for Spirituality and Politics


“A wonderful, comprehensive look at the potential for agreement in the world. Stewart describes the agreements we aspire to and tells you how to avoid the calamities you fear and how to get the results you want. This is good stuff!”

—Geoff Bellman, Consultant; Author of Getting Things Done When You Are Not in Charge


“Now, more than ever, we need to learn how to work toward agreement rather than let conflict tear us apart. Stewart Levine’s new book is an important step in the right direction.”

—B. J. Gallagher Hateley, author of What Would Buddha Do at Work? and A Peacock in the Land of Penguins


“Stewart Levine, where have you been all my life? And why did it take you so long to write The Book of Agreement? But now that you have—Thanks! I can’t promise to reform my errant ways, but now at least I will understand how I got there and what might be done in terms of extrication. And I think all other similarly challenged individuals will find the book a godsend. Try it!” —Harrison Owen, author of Open Space Technology


“Stewart Levine has managed to bring his years of considerable experience, plus his wit, charm, and clarity, to a book that will enable the reader to come to true agreement. While this book is useful to anyone, it can be especially helpful to the business leader and the world leader. Bravo!”

—Robert Fritz, author of The Path of Least Resistance, Creating and The Path of Least Resistance for Managers


“Agreements that serve everyone well help us create a cooperative civilization—one that can creatively include competition and conflict, as well as love and community, even among strangers. Stewart Levine provides some sensible tools to build that civilization together, piece by piece, as the need arises in our own lives and work.”

—Tom Atlee, Founder, The Co-Intelligence Institute


“Most books on legal subjects are efficient, dry, and erudite. Stewart’s book uses the heart to inform the mind. What results is an enduring work that teaches a commonsense process for reaching sustainable agreements in our business lives and personal relationships.”

—George Kaufman, Esq., author of The Lawyer’s Guide to Balancing Life and Work; Vice Chair, Omega Institute; formerly of counsel, Arnold & Porter


“This book shows us how horribly deficient our current agreement process is and how to create new agreements that result in real performance and satisfaction. Can we eliminate misunderstanding and conflict? Maybe not entirely, but this book comes as close to showing a way as ever before.”

—Peter B. Grazier, President, Teambuildinginc.com and author of Before It’s Too Late and Power Up for Team Results


“Stewart’s book helps readers to size up each opportunity to reach an agreement and maximizes the chances that each new agreement will culminate in mutually satisfying results. If you’re trying to double the number of agreements you reach, and double the outcome from those agreements, Stewart’s Book of Agreement is an invaluable guide.”

—Tom Brown, Editor, Management General


“In this wise and humane book, Stewart Levine makes it clear once and for all that our standard approaches to building agreements must change. More than that, he provides the tools—both philosophical and practical—for individuals and institutions to transform their approaches and in so doing build a better world.”

—Steven Keeva, Assistant Managing Editor, American Bar Association Journal; and author, Transforming Practices: Finding Joy and Satisfaction in the Legal Life


“Stewart’s book reminds us how agreements pervade every aspect of our lives and provides the reader with a clear road map to more effective agreement making. After practicing law for 25 years, both as a trial lawyer and a general counsel, I never imagined that a book about agreements could be such a refreshing and enjoyable read! I recommend this book to all lawyers seriously interested in obtaining greater insight into and understanding of how to turn conflict into agreement.”

—Shelby Rogers, COO and General Counsel, State Bar of Texas; former Chair, Law Practice Management Section, American Bar Association


“Lawyers will find this a how-to manual for practicing law in the new paradigm. Non-lawyers will find it a breath of fresh air that inspires them to put their visions on paper—not just for their business deals but alsofor every relationship in their lives! The Book of Agreement shows how to build a foundation of integrity in all areas of our lives and work.”

—J. Kim Wright, President and founder of Renaissance Lawyer Society; President, The Conscious Coach, Inc.; Author of Legal Toolkit for the Conscious Coach; Principal, www.jkimwright.com


“Levine provides very useful tools for lawyers and clients who want to prevent and manage future conflicts by addressing present differences. His models will help people forming new collaborations deal more effectively with differences of perspective, and the many unknowns of a partnership, so that they can work together to create a stronger partnership, prevent hostility, and better manage conflicts that surface.”

—Frederick Hertz, Esq., Attorney, mediator, Adjunct Professor, Golden Gate University School of Law; Author of Legal Affairs (Henry Holt, 1998)


“Stewart Levine’s The Book of Agreement provides a useful and effective model to help us reach agreements that live up to our hopes and expectations. He has synthesized a wealth of wisdom and experience into a simple and elegant approach to agreements. The process of creating this kind of agreement can deepen relationships, strengthen commitment to goals, and nurture the spirit of cooperation and partnership. These are simple and powerful tools all children and adults should learn.”

—D’Arcy Lyness, Ph.D., Child psychologist; Adjunct Professor, Saint Joseph’s University; Editor, Human Diseases and Conditions: Supplement 1: Behavioral Health (Scribner’s, 2001); Contributing Editor, KidsHealth.org
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We write because we have to say what we believe. We discover what we believe because we write. All else of writing is but a searching for form, a style, a technique, to show those beliefs in an acceptable artistic manner. When we succeed our hearts are on the stage to touch the hearts and minds of the audiences. It is an awesome experience.

—Unknown
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For Marty and Janet and Ethel and Irving and all who receive abundance because of what they give




A human being is part of the whole called by us “Universe,” a part limited in time and space. He experiences himself, his thoughts and feelings as something separated from the rest, a kind of optical delusion of consciousness. This delusion is a kind of prison for us, restricting us to our personal desires and to affection for a few persons near us. Our task must be to free ourselves from this prison by widening our circle of compassion to embrace all living creatures and the whole of nature in its beauty.

—Albert Einstein

 



FOREWORD

Why is this book so needed?

As a former freelance legal secretary/paralegal who worked for more than five hundred lawyers in every field of law between 1976 and 1995, I can recall hundreds of cases where even a little of Stewart Levine’s compassionate common sense would have made a huge difference in people’s lives. Upon reflection, three themes emerge.

Too many contracts are poorly drafted. A single sentence in one contract ran for three pages. Comprised of a dizzying array of “whereases” and “wherefores” that were countered by several “notwithstandings,” the sentence supposedly answered two simple questions: “When does one of the parties have to pay a late fee to another party? How much?”

Most of the contracts I helped type over the years were perfect examples of what Stewart calls “fear-based” agreements. They were designed less to support whatever vision people wanted to accomplish than to limit liability should something go wrong. Because it is impossible to foresee all problems, fear-based contracts are more likely to lead to confusion (and further lawyer fees) than to create clarity and satisfaction.

Fear or misunderstanding of the contract process prevents many people from seeking the help they need to craft good agreements. A woman I’ll call Mary was forced by a court to sell her home at below-market value to a tenant who was the son of her closefriend. Though Mary had intended only to rent her house temporarily while she was out of the area, she had signed a contract (drawn up by a real estate agent who was a friend of her friend) that contained a very unfavorable “option to buy” clause.

“When I protested that clause,” Mary later said, “I was told it was just a formality. When I thought about getting a lawyer to represent me, I remembered my father’s warning that the fastest way to ruin a good friendship is to bring a lawyer to the table. I also assumed that because the agent was a friend of a trusted friend, I could trust him. By the time I realized how untrustworthy he was, I’d lost my house and my friendship.”

The heart and soul of the legal system contains processes for helping people deal with their worst aspects and bring out their best. Like most people in long-term relationships, I’ve been tempted to walk away from my wedding vows. The temptations were most frequent during the early 1990s, when my husband John was out of work, three close relatives were dying across the country, and I was doing a lot of overtime work as a legal secretary to pay the bills. During that time, I had a vision of my current business, and I was blaming my husband for the fact that I wasn’t moving toward it faster.

One day, while looking through the thick files of a contract negotiation, I was stunned by the beauty of it all. Out of these notes and letters and drafts emerged a story of two clients I’ll call Joe and Janice, who were going into business together. Unlike Mary, Joe and Janice were each represented by good lawyers who helped them take off their rose-colored glasses and get clear about what was needed to make their common dreams work. Yes, Joe’s lawyer was there primarily to support him, while Janice’s lawyer was there to support her, but together they were committed to creating something bigger than either of them. Like the people who had stood with John and me at our wedding, the lawyers were witnesses to hope and reminders of the hard work that would be necessary to fulfill that hope.

Soon after that realization, our marriage strengthened as my attitude toward law shifted, and vice versa. I began to see that the legal work I was doing to pay the bills was not something separate from the best in our life but an essential part of it. The habits I had to develop in order to work for lawyers, like being attentive or trading assumptions for clarity, were also basic lessons for satisfying life and creative work. I began to see that contracts for such mundane things as renting a house or building a business could be as meaningful as the covenant of marriage.

Frustrated in my search for people who were interested in talking openly about such matters, I searched the Internet under the words “spirit AND law.” Of the perhaps four or five names that showed up, only Stewart Levine lived nearby.

Stewart Levine in person is much like Stewart Levine the author. He has that rare gift of making me think simultaneously, “Wow! What a great new idea!” and, “Oh, yeah, everybody knows that, but why didn’t anyone say it before?” Then, with his usual simply elegant style, he creates a wonderfully fertile climate that generates more new-old ideas.

Stewart’s first book, Getting to Resolution, was brilliant. Combining legal experience with human wisdom and a sense of humor, it shows how to create an “attitude of resolution” that leads naturally to a new relationship in which the parties can heal, grow, and create a new vision for their life or work.

In The Book of Agreement, Stewart has distilled the best of the contracts process, stretched it, deepened it, and broadened it. I can imagine that because of this book, many artists and lovers and business people will take time to ponder such questions as “What do we want to create?” and “What do we need from each other to make that happen?”

I don’t imagine that The Book of Agreement will make lawyers obsolete. Stewart Levine is not out to denigrate the legal system. For many years he has been in the forefront of a movement to reclaim the best of the system and to create new ways to better serve the needs of clients, lawyers, and the public at large. The Book of Agreement offers attorneys some much-needed guidance in crafting agreements that are simpler and truer to the needs and visions of their clients. For individuals and groups, The Book of Agreement offers information that sharpens our discernment skills. When do we need a lawyer’s help, and when are we called to do our own work? When do we need to trust traditional wisdom, and when do we need to create new ways of crafting and fulfilling agreements? How do we know when we are well served by another and when we are not?

Because The Book of Agreement is a ground-breaking book, perhaps it should come with a warning: Do not read if you are determined to protect your prejudices or your limited view of the world. Stewart’s thoughts will leap off the pages of this book and into your mind and heart. They will not go away. Instead, they will stir your own thinking and dreaming. You will no longer be satisfied with a world that’s hampered by complicated contracts. Instead, you’ll be more willing to take on the work of creating clarity based on thoughtfulness and mutual respect.

Thank you Stewart!


Pat Sullivan

Founder, Visionary Resources

Former columnist, San Francisco Chronicle, Business Section

Author, Work with Meaning, Work with Joy:

How to Bring Your Spirit to Any Job
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PREFACE

I was walking down Market Street in Philadelphia when the idea of “agreements for results” first emerged. I had recently hired a highly touted guru to help me figure out my next career move. We were trying to take my experience and articulate an innovative service offering a wise, trustworthy, skillful “recovering” lawyer might provide. That was an important point on the odyssey that has been my quest for the past twenty-five years. I had been looking for the way to create cultures of agreement and resolution within all of our social institutions so that we can reduce needless and costly conflict. At that time my experience included:



	New Jersey Deputy Attorney General

	Ten years practicing law, including many civil and criminal trials

	Time with a boutique Manhattan law firm representing public corporations, doing complex real-estate transactions, and structuring then-legal tax shelter syndications

	Six years in the AT&T marketing department serving major national law firms while AT&T was going through divestiture

	A teaching fellowship at Temple University Law School

	Reflections on my personal mission and social contribution



Through my responses to a series of questions I started to see the xvipositive vision of agreements as “road maps” and “wilderness guides” for people who were moving into unknown arenas. I kept having the vision of trusted advisors helping clients navigate major life changes and transitions using the vehicle of “agreements for results” to develop a positive vision for their future. Making this a reality has been my consuming passion. It is not easy to establish a new perspective. The dominant culture likes its way of doing things. Fortunately, when things were really rough, I could turn to the wisdom of people like Dr. Scott Peck, who reminded me that “many are called, few choose.” It has been a long journey, but my voice is now part of a growing chorus.

We collaborate by forming agreements. The agreements are either expressed (spoken or written) or implied (assumed). Usually, the cause of conflict is the lack of a clear agreement. Either we did not take the time or we did not know what we needed to talk about to craft an effective, explicit agreement. It is surprising that this is a skill we were never taught, given that crafting agreements with others is a fundamental life skill. This is especially true in view of the huge cost of conflict that results from our implicit, inartful, incomplete agreements. These agreements do not effectively express a joint vision or generate a collaborative partnership. One cause of the agreement breakdown is that the process of forming the agreement is seen as negotiating in an adversarial process through which you try to win.

Because of the way we have been conditioned by our culture, for most people, negotiating an agreement is experienced as an adversarial process. Most of us have been conditioned to function in a “me versus them” context. Negotiating is a process within which you try to advantage yourself. The negotiation is not held as a process intended to express a clear joint vision, with a road map to desired results. I believe everyone would benefit greatly if we embraced the idea of creating agreements for results and stopped negotiating agreements for protection. The new thinking in The Book of Agreement is to shift the context of the process of forming agreements from an adversarial win/lose negotiating to a joint visioning xviiprocess that articulates an inclusive vision of outcomes and a road map to the composite of desired results that everyone agrees on. It is a fundamental shift from the traditional idea of agreements for protection that focus on providing remedies for what goes wrong to designing agreements for results that express a joint vision that satisfies everyone. The idea is to shift our thinking from “you or me” to “you and me.”

As a young lawyer, I often worked with people who had to resolve conflicts in court. They usually ended up in a courtroom because their thinking and attitude (or the thinking and attitude of their advisors) toward conflict made their situation worse. But behind that attitude is something much more fundamental. Conflicts were generated because people’s agreements were incomplete or inaccurate. This revelation had greater clarity when I stopped practicing law and my work required forming new business relationships. As a business developer, with the primary goal of creating relationships, I quickly realized that most people do not know what dialogue to have that will generate a collaborative agreement.

This is true in partnerships, joint ventures, inside organizations, between organizations, and in personal relationships. It happens because we are conditioned to negotiate for protection! It’s understandable. We never learned a core competence for effective living—making agreements for results that embrace others as real partners with whom we want to succeed. Instead, we have become stuck in a competitive model that says it’s them or me, not them and me. This book provides that fundamental life competence that would have been very useful to learn when we were young.

As I started working with these new agreements with clients, I noticed how excited people became and how simple it was to create a new framework for any form of collaboration. The simple shift in perspective had me thinking I had invented sliced bread! As a lawyer, I had some initial concern about the “legality” of the agreements I was preparing. I quickly realized that the agreements did have legal effect, but that was not their purpose. Much more xviiiimportant, they provided a new lens through which to view the world as I shifted my perspective from an adversarial orientation of “how can I win by protecting my client more than you protect your client” to the idea of “how can everyone get the results they desire from this collaboration.” I came to realize that although creating a meeting of the minds was very important, it was also important to create a meeting of the hearts. That is what I was doing, and that is why people were responding so favorably. Almost fifteen years of preparing agreements for results have taught me a lot about their value. I will do my best to share it with you. The following paragraph sums up our current thinking and is a core message of this book.


It is always important to remember that just beneath the anger of a conflict that results from a poor agreement is the sadness of a disappointed expectation. Someone anticipated and expected a specific result that did not happen. This book shows you how to minimize the conflict of disappointed expectations. Following the templates in The Book of Agreement enables collaborators to manage each other’s expectations by making the specific purpose of the collaboration explicit.



This book shows us how to minimize the adversarial element we may bring to the negotiation process by shifting the focus from what can go wrong, and fighting to protect against it, to a process of jointly visioning the results everyone wants to produce. The book provides tools for preventing and managing future conflicts by addressing present differences. Its models help people forming new collaborations deal more effectively with differences of perspective and the many unknowns of a partnership so that they can work together to create stronger long-term collaborations, prevent hostility, and better manage conflicts that do surface. In the process of crafting an agreement for results, people have the experience of true collaboration as they articulate needs, concerns, and fears. This leads to covenantal relationships and provides the foundation for enduring collaborations.
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Revolution never depended on any one man. A strong man is acted upon by the thoughts of others. He is a sensitive plate on which impressions are made —and his vivid personality gathers up these many convictions, concentrates them into one focus, and then expresses them. The great man is the one who first expresses what the many believe. He is a voice for the voiceless, and gives in trumpet tones what others would if they could.

—Elbert Hubbard







1
INTRODUCTION:
WELCOME TO THE WORLD OF
AGREEMENT AND RESOLUTION


Some people see things as they are and say “Why.”
I dream things that never were and say “Why not.”

—George Bernard Shaw


Congratulations on making the choice to read this book. You are embarking on a learning process that will make you conscious of the ways relationships, productivity, and collaboration are intertwined. This book will teach you a fundamental life skill that we were never taught. Not having this skill has been very costly. Some costs you are already aware of; other costs you will realize as you read. As you use, and continue to use, the book as a reference tool, please share its ideas with others. My vision is that by sharing ideas, we can shift from a culture of distrust and separation to one of trust and connection. You will find sections with sample agreements for (1) business organizations, including all levels of management and many facets of corporate life; (2) professionals, including realtors, therapists, consultants, contractors, physicians, dentists, architects, coaches, and lawyers; and (3) personal relationships, including spouses, significant others, children, and families. 2


Agreements for Results

I have not seen any written material that frames effective collaboration, high levels of productivity, and personal satisfaction as a result of explicit agreements. What makes our current perspective startling is that we have been crafting agreements, and the relationships they frame, from a context of negotiation—and the way we think about negotiation is nominally collaborative but essentially adversarial. We begin negotiating as if our collaborator were our adversary! This book sets forth an operative premise that we can arrive at a joint vision of desired results from the common ground that incorporates everyone’s concerns. Working from this premise allows us to craft agreements for inclusive results based on a joint vision of outcomes rather than worrying about what can go wrong and focusing on protection.


Agreement Continuum Characteristics

See Table


The accompanying chart illustrates the continuum of agreements, from no agreement to a results-based agreement, and shows the different relationships that develop from the approach used. When we have no agreements, we experience a sense of chaos. Everyone, when operating from self-interest, is “doing their own thing” without a clear understanding of what others are doing, and the operative concerns motivating behavior.

I believe formal legal agreements have their origin in the hierarchy of the feudal system. It’s not surprising that power and fear 3are infused in the process. We’re using a way of thinking and processes derived from a historic context that is very different from the educated, technological world we inhabit. The same phenomenon and controlling values are embedded in the operation of our courts. That’s why courthouses are generally not the place to go for justice. Isn’t it time for a change?

The purpose of this book is to introduce you to the simple and powerful tools of agreements for results, whose purpose is to create collaborative partnerships. You will find templates you can use as guides for crafting your own agreements. The templates are taken from real client situations I have worked with over the past fifteen years. For privacy reasons names have been changed, and sometimes I have used composites because they are better examples. The book highlights:



	The difference between agreements for results and agreements for protection

	The Ten Essential Elements of agreements for results—what you need to fully discuss to create a covenant-based, heartfelt agreement

	Templates of effective agreements for organizational, professional, joint venture, and personal situations

	The value of constructing agreements for results

	The perspective of seeing the construction of agreements through authentic dialogue as trust-generating success tools



Getting to Resolution

Conflict usually arises because our agreement was inadequate. We can eliminate a great deal of conflict if we begin with a solid agreement. In Getting to Resolution1 I provided the conversational Resolutionary Model2 for resolving conflict (Chapter 6 has a good summary). The model helps you understand that the final step in resolving any conflict is putting in place a new agreement that 4incorporates the terms of the resolution and redefines the business or personal relationship.

When we move into action before we have built the solid foundation of an agreement for results, we often end up in conflict that has a transaction cost attached to it. I call this the cost of conflict. When conflict surfaces, even when you had a good agreement, you pay the transaction cost. It includes direct, productivity, opportunity, continuity, and emotional costs:


Direct—cost of professionals to help resolve

Productivity—lost time from work or diminished capacity

Opportunity—value you might be creating

Continuity—the cost of replacing valued contributors

Emotional—dampened spirit and diminished life energy


If you can develop the ability to bypass the knee-jerk reaction in evaluating a conflict situation by thinking about winning, who’s right and who’s wrong, who’s to blame, and who needs to be punished, then you can move straight from something that’s not working to creating a new agreement for results. (It’s challenging to change your thinking, but have patience with yourself!) Resolving conflict could be that simple. Until that time, you can use the Resolutionary Model to get to a new agreement when conflict comes up. I say when because no matter how good your agreement is, some conflict will surface. Some conflict is also likely to surface in building an agreement for a new project or relationship. The Resolutionary Model is useful in either context.


Contents

Part I contains an explanation of agreements for results, along with templates and the principles on which they are based. The principles provide the logical and theoretical foundation from which the 5Ten Essential Elements arise. Chapter 3 contrasts collaborative agreements for results with agreements for protection.

Part II consists of agreement “forms” for many aspects of organizational life. Given the flattened, self-directed, entrepreneurial, globalized, virtual world we live in, these agreements are becoming increasingly important.

Part III contains samples for professional and business relationships. It addresses consumers of services and their service providers. The goal is to demonstrate the value of agreements that detail anticipated results and mutual promises and, most important, that clearly manage expectations about the nature of the relationship and set forth specifics about the promised performance of the “professional.” This can be especially comforting if you’ve never been involved with the particular kind of service before.

Just as the traditional parameters that govern organizational relationships have changed, so have those that govern personal and family relationships. It used to be that the nature of the relationship implied a set of expectations. Those implied expectations have broken down because everyone has the freedom to negotiate and articulate the unique parameters of personal relationships. Some possibilities for individuals and families are contained in Part IV.

Part V contains an implementation plan. The material of this book is not intended as an intellectual, academic experience. To understand and not use it is a waste of time. This part of the text provides a plan by which you can take control and put in place detailed agreements in all areas of your life. In Getting to Resolution I showed you how to get out of trouble once you’re in it. This book is about staying out of trouble. More important, it’s about thriving. It provides practical tools that can enable everyone to realize their vision through using the detail and power of agreements for results.

The book contains templates that may seem similar. That’s because over the past fifteen years I was personally involved with them. As you begin working with the principles, ten elements, and samples, please stay mindful of the ways they must be modified to 6reflect your unique circumstances. These agreements are simple. They return us to fundamental basics we know to be true. You might say agreements for results represent a return to a “new old paradigm,” the one that was in place before we all started acting like lawyers negotiating for protection. The agreements in this book reflect what we left behind as we became “sophisticated.” My experience tells me we need to go back to these deeper fundamental truths. Although they are simple, they are not easy. The challenge is to make sure you have an agreement before you move forward.


Contexts

It is important to remain mindful of the context in which you are operating. Different rules, standards, and expectations are present in different situations. To have successful collaborations, we need to have awareness of the accepted operative standards and the ways in which they are changing. There was a time when, in most contexts, even without a clearly articulated agreement, widely accepted parameters provided standards and boundaries. We had sets of shared expectations about the way things were supposed to be, both in the business world and in our personal lives.

That has changed. In both business and personal situations, we are living in a world of globalization and free agency. Given a lack of universally accepted standards, every context opens the potential to craft an original articulation of what the terms are. The good news is that we have the freedom and privilege of “making it up” each time. The bad news is that with this freedom comes the responsibility to do so. And that requires focus and attention. The material in this book is simple to understand, but it is not easy to implement. We are not in the habit of taking the time to craft agreements for results, and most people don’t even know what they are.

The contexts addressed in this book include business organizations, 7government, the nonprofit sector, and changing personal demographics.


Business Organizations

Agreements for results provide a clear path to follow and a road map to desired results. This is true for senior executives, for the employment relationship, among team members, for joint ventures with external organizations, and for projects of all kinds. Although this need has always been present, agreements for results are particularly important in the world of knowledge workers who are engaged in intellectual and creative projects for which there is no prescriptive path.

Historically, people went to work with the following mantras: (1) do what you are told; (2) don’t make too much noise; (3) wait your turn and after thirty-five years retire from the same company where you started; and (4) pick up your gold watch at your goodbye dinner.

Organizations had multiple layers. The idea of a good “self-starter” was someone who did not have to be told what to do each morning. If you showed up dressed and groomed properly each day, you had a good chance of having a job for life. That was my observation of the AT&T culture when I went to work for Ma Bell in 1981. Things have changed—more than a little! We have undergone dynamic shifts in our organizational life. Over the past fifty years we have changed our predominating organizational culture and structure because of:



	The explosion of knowledge workers

	The end of the “job”

	Downsizing and rightsizing (whatever the euphemism is for layoffs)

	Reengineering

	Self-managed teams and organizations 8

	The flattening of organizational structures

	Technology and the Internet

	Telecommuting

	Unprecedented stock market participation

	Stock options

	The concept of free agency

	Brand “Me”

	The learning organization

	Merger mania

	Golden parachutes

	Executive MBAs

	Employment litigation

	“Projects” as an organizing principle

	Dot.com mania and its ongoing aftermath

	The workplace as primary community

	People relying on their “work family”

	The virtual organization

	Individuals as consultants or independent contractors

	The growth of contract employees

	Recession



Given an evolving workplace of knowledge workers with fewer rules and greater autonomy, people need navigation tools. In addition, the breakdown of the restrictive hierarchy and the evolution of project teams provides a need for tools that will help us create structure for each cross-functional project team of which we are a part. Along with the freedom to do it our way comes the responsibility to make sure it gets done—on budget, on time, and with the requisite amount of innovation. Crafting an agreement for results at the beginning of a project provides the structure that is essential for success. 9


The Government

At one time, the government was a great place to put in your time and collect a pension. This is no longer true—certainly not since the “reinvention of government” and for quite some time before that. Although not on the leading edge in the same way as for-profit business, the government has experienced significant performance pressure over the past twenty-five years. Everyone is demanding better and more sophisticated service. Given the breakdown of traditional family structure and religious institutions, more and more people look to government agencies to provide support services and a social safety net. Because of the increased demand for services, government has been adopting many of the same management innovations to improve productivity and service as the private sector. Given the introduction of performance management, the needs for tools that foster collaboration are not much different in the government from in the private sector.


The Not-for-Profit Sector

The proliferation of NGOs has been dramatic during the past few decades. Many NGOs have been formed to take up the slack on the edges of the social-assistance capacity of government. Everything has become professionalized, and the huge growth in professional associations and industry groups reflects the appetite for resources. Some of the NGOs are similar to the government when compared to the for-profits. They are just behind the leading edge in terms of management practices, but they are reorganizing rapidly so they can provide the service demanded by leading-edge professionals.


Changing Personal Demographics

The structure of our society has changed profoundly. The images of a white Protestant mom and dad with two kids; an extended family of aunts, uncles, cousins, and grandparents; and a house with a 10picket fence are history. We have changed, in many ways, the context in which we live. Some of these contextual changes include:



	Breakup of large, extended families due to patterns of education and mobility

	Mobility, as people make choices or are transferred by their organizations

	Changing ethnic and racial demographics (confirmed by the 2000 census)

	Breakdown of traditional religions

	The Sixties revolution, including recreational drugs and the sexual revolution

	Higher levels of college, graduate, and professional education

	Tolerance for group homes, communal living, out-of-wedlock children

	Genetic engineering, biotechnology, and the explosion of psychotropic drugs

	Increased levels of prosperity

	Embracing alternative lifestyles and redesigning the concept of family

	Globalization



As our context changed, there arose a need for dealing with all types of freedom. This means that there is a need to articulate rules as you go along or face the conflicts uncertainty will bring. These changes have left implicit standards in the dust. In the negotiated world we inhabit, we need the tools to craft agreements for results that will lead the way to the desired outcomes. Living in a virtual, Internet, flattened, self-managing world of free agents, with new forms of business and personal relationships, we will need new ways to express joint vision and articulate parameters and boundaries of new forms of collaboration. In some sense the only rules of collaboration that exist are the ones you define for the particular transaction. It’s 11so important to have a method that will take care of collaborative transactions because today every transaction is collaborative.

The Book of Agreement cuts through to the core of what gets in the way of the highest levels of performance and productivity. It helps you elegantly create joint vision and quiets the internal voices of dissonance and conflict (mind chatter) that get in the way of real partnership. Max DePree (author of Leadership Is an Art3 and Leadership Jazz4) was the CEO of the Herman Miller Company when it was consistently voted one of the best organizations to work for in America. He believed the success of the organization was due to relationships based on covenant. Agreements for results are a path to relationships based on covenant.


Summary: Formal legal agreements have their origin in the hierarchy of the feudal system. It’s not surprising that power and fear are infused in the process. We’re still using a way of thinking and a process derived from a historical context that is vastly different from the educated, technological world of today. The purpose of this book is to provide simple and powerful tools to arrive at agreements for results. You will find templates you can use as guides for crafting your own agreements. The book explores:



	The difference between agreements for results and agreements for protection

	The ten essential elements of agreements for results—what you need to fully discuss to create a covenant-based, heart-felt agreement

	Templates of effective agreements for organizational, professional, joint venture, and personal situations

	The value of constructing agreements for results

	The perspective of seeing the construction of agreements through authentic dialogue as trust-generating success tools



Understanding context is a critical part of working effectively. 12Business, government, NGOs, and society in general have changed a great deal in the last fifty years. Many of the accepted norms have changed. In many places there are no norms. That’s why it’s critical to define norms for your unique “transaction.”


Exercise: What’s different about the world you live in today from the way it was ten, twenty, and thirty years ago? How are you personally impacted by the changes?






End of sample
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