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‘We spend so much of our lives at work. In a changing world, understanding how to make work “work better” for people is essential. LoveWork is a simple guide to help.’

Gary Coombe, Global Chief Executive Officer, Gillette

‘Let your dream, vision and deep sense of purpose be your guide to life and work. LoveWork will show you how to recognize and articulate your vision.’

Richard Boyatzis, Distinguished University Professor, Case Western Reserve University, co-author of Helping People Change

‘Reading LoveWork is an investment in you and your career. It helps you understand the “why” in your work and increase the impact of your efforts. There are no false promises of waving magic wands and working happily ever after. Instead it enables you to discover what time well spent looks like for you and shares practical tools and insightful stories to help you achieve it.’

Helen Tupper, co-author of The Squiggly Career and You Coach You

‘I am a great believer in the part that serendipity plays to shape our futures. Read LoveWork to accelerate your evolution.’

Richard Solomons, Chairman, Rentokil Initial

‘Work provides an important opportunity to leave things in a better place and ready for the next generation. LoveWork will inspire you to do this and more.’

Wim Dejonghe, Senior Partner, Allen & Overy LLP

‘Focus on creating a great place to work where everyone can be their true selves and reach their potential. This is at the heart of LoveWork.’

Paula Stannett, Chief People Officer, Heathrow

‘LoveWork resonates with the essence of who we are at The Standard in offering experiences to our guests that enrich their lives while simultaneously offering experiences to our teams that open up worlds of possibilities for them. The two go hand in hand. Like LoveWork can and should.’

Amar Lalvani, Chief Executive Officer, Standard International

‘As a father I have noticed that the next generation are determined to live different lives and make different trade-offs. Young people want to work hard, whilst prioritizing work that they enjoy. They will not tolerate what the previous generation did. Work should be fulfilling and LoveWork helps you make changes for a better future.’

Errol Williams, Vice President, WeWork

‘We are living and working longer and it’s important that we use this time well. I have found that being with like-minded people who are motivated by a common purpose really matters. It also helps to have fun along the way! LoveWork advocates both.’

Sam Barrell, Chief Operating Officer, The Francis Crick Institute

‘Let’s face it: we spend 20-25% of our adult waking hours at work, so life is too short to not LoveWork. As The Spare Room was designed to help you define your social legacy, this book enables you to LoveWork and live in a more purposeful way.’

Emily Chang, Chief Executive Officer, China, McCann Worldgroup and author of The Spare Room

‘If you dread Mondays, if work is a chore, YOU MUST READ THIS BOOK. It doesn’t have to be like that. Indeed, it shouldn’t. The case studies alone are incredibly helpful… so many stories of people who have turned it around – and you can too. And if you’re a business leader, use LoveWork to create an organisation where people are happy and fulfilled.’

Greg Jackson, Chief Executive Officer, Octopus Energy
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For our children, India, Ziggy and Zebedee and Rosie and Gigi. Thank you for inspiring us.

May you (and the next generation of those who will enter the world of work) learn to find what you will love and learn how to love what you do.




Contributors

The following people gave their insight and time with incredible generosity, providing in-depth interviews or insightful quotes. They will be referenced by name and role in the book:

Amar Lalvani, Chief Executive Officer, Standard International

Amy C. Edmondson, Novartis Professor of Leadership and Management, Harvard Business School and author of The Fearless Organization

Andreas Thrasy, Chairman, New World Hospitality

Angela Brav, President, Hertz International

Barry Robinson, President and Managing Director International Operations at Wyndham Vacation Clubs, Wyndham Destinations

Brian Woodhead, Customer Service Director, Transport for London

David Woodward, former Executive Vice President, President and Chief Executive Officer at Heinz Europe, Founder and Chief Executive Officer of Woodward Leadership LTD

Emily Chang, Chief Executive Officer, China, McCann Worldgroup

Emma Gilthorpe, Chief Operating Officer, Heathrow

Errol Williams, Vice President, WeWork

Graham Alexander, Founder, The Alexander Partnership

Henry Braithwaite, Founder, Lead Forensics

Joel Burrows, Chief Executive Officer, Ghirardelli

Jamie Bunce, Chief Executive Officer, Inspired Villages

John Holland-Kaye, Chief Executive Officer, Heathrow

Jonathan Coen, Security Director, Heathrow

Jonathan Mills, Chief Executive Officer, EMEA, Choice Hotels

Khaled Ismail, Vice President Communications, Europe, Central Asia, Middle East and Africa, Tetra Pak

Keith Barr, Chief Executive Officer, InterContinental Hotels Group

Dr Kai Reinhardt, Professor of Digital Management, Organization and HR, University of Technology and Economics Berlin

Laura Miller, Executive Vice President, Chief Information Officer, Macy’s

Nick Dent, Director of Customer Operations, London Underground

Oliver Bonke, Chief Executive Officer, Middle East, Europe, India, Americas, Shangri-La Hotels and Resorts

Paul Snyder, Executive Vice President Stewardship, Tillamook County Creamery Association

Paula Stannett, Chief People Officer, Heathrow

Renée Elliott, Founder, Planet Organic and Co-Founder, Beluga Bean

Richard Boyatzis, Distinguished University Professor, Case Western Reserve University, co-author of Primal Leadership and Helping People Change

Richard Solomons, Chairman, Rentokil Initial

Sam Barrell, Chief Operating Officer, The Francis Crick Institute

Siân Evans, Director of Leadership and Colleague Experience, Simplyhealth

Sian Keane, Chief People Officer, Farfetch

Staynton Brown, Director Diversity & Inclusion and Talent, Transport for London

Stephen McCall, Chief Executive Officer, edyn

Wim Dejonghe, Senior Partner, Allen & Overy LLP




Contents

Foreword

Introduction

STAGE 1: DISCOVER

1   Find your fuel

2   Open your mind

3   Unlock your code

STAGE 2: DEVELOP

4   Activate momentum

5   Give and get

6   Accelerate evolution

STAGE 3: DELIVER

7   Make it matter

Reprise

Epilogue

References

Resources

About the authors

Acknowledgements




Foreword

I discovered the work I love to do by mistake. In the mid-1990s I had the good fortune to join an interdisciplinary team of researchers undertaking a ground-breaking study of medication errors in hospitals. As part of the study, trained nurse investigators painstakingly gathered data about these potentially devastating human errors over a six-month period, hoping to shed light on their actual incidence in hospitals. Meanwhile, I observed how caregivers in hospital units worked, trying to understand the structures and cultures under which they laboured in this lifesaving work, and seeking to gain insight into the conditions under which errors might happen in these busy, customized, occasionally chaotic operations. Here, teamwork and coordination could be a matter of life or death. I also distributed a survey to assess systematically how well the different patient care units worked as teams.

Along the way, I accidentally stumbled into the importance of psychological safety, which is broadly defined as a climate in which people are comfortable expressing and being themselves, despite the interpersonal risks they take when doing so. More specifically, when people have psychological safety at work, they feel comfortable asking for help and sharing concerns or mistakes without fear of embarrassment or retribution. They are confident that they can speak up and won’t be humiliated, ignored or blamed. They know they can ask questions when they are unsure about something. They tend to trust and respect their colleagues. When a work environment has reasonably high psychological safety, good things happen: mistakes are reported quickly so that prompt corrective action can be taken; seamless coordination across groups or departments is enabled, and potentially game-changing ideas for innovation are shared.

My accidental discovery of this interpersonal climate factor occurred when the survey data suggested that better teamwork (itself enabled by more highly rated team leaders) was correlated with higher (not lower!) error rates. This surprising result started me thinking. Perhaps, I wondered, better teams don’t make more mistakes, but rather are more willing and able to speak up about them. This meant that we didn’t have the complete picture, and more research was needed to show that this was in fact true. In short, psychological safety is a crucial source for individuals, teams and organizations to do their best work.

The purpose of LoveWork is to give you a proven methodology for discovering or recovering the work you love. The seven formative ideas act as a roadmap for navigating the big questions associated with work including:


•    Why work?

•    What is your work about?

•    How can you do your best work?



Early work experiences are pivotal; they shape our work expectations – for better or for worse. On a personal note, I was fortunate that my first job after college was to work as an engineer with Buckminster Fuller. An inventor and educator, Buckminster Fuller was renowned for his comprehensive perspective on the most crucial challenges faced by society, such as inadequate housing and food, or climate change, and advocated design science as a way of exercising systems thinking to do ‘more with less’. Working with him gave me the opportunity to be immersed in meaningful projects with a curious and respectful person. Following my work with Buckminster Fuller, going into an ordinary workplace would have been challenging, and I was fortunate to continue to find work throughout my career that allowed me to express myself and contribute to meaningful enterprises in respectful, learning-oriented communities. I credit Buckminster Fuller with showing me how work can be fuelled by a relentless curiosity and commitment to helping make the world a better place. My own career journey later took me to Harvard for a PhD in Organizational Behaviour, which ultimately allowed me to become the Novartis Professor of Leadership and Management at Harvard Business School, a chair established to support the study of human interactions that lead to the creation of successful enterprises that contribute to the betterment of society.

My research examines psychological safety and cross-boundary teaming within and between organizations. I am particularly interested in how leaders enable the learning and collaboration that are so vital to performance in a dynamic environment. In one stream of my research, I study collaboration among diverse experts to solve challenging problems in cities. In this domain, teaming across industry boundaries is increasingly important. Yet, teaming and learning among diverse experts, facing high uncertainty, requires facing both interpersonal and technical risks, and leadership is a powerful force in helping people face and overcome those risks. A second stream of my research examines how leaders create psychological safety in support of organizational agility, as needed to thrive in fast-paced, challenging, uncertain contexts.

I believe that there is a strong link between the creation of psychological safety and LoveWork. I am writing this foreword in the midst of COVID-19, and this situation has brought home in a particularly dramatic way how everyone needs to be clear and transparent about what we are up against – specifically, the enormous uncertainty, complexity and challenges that we face. I call this ‘setting the stage’, and in this case it requires people to be clear about what they need to do their best work and inviting them to speak up about it.

What are you seeing? What concerns do you have? What questions do you need to ask? What actions do you need to take? Responses from yourself and others need to be given in a forward-looking and appreciative way. We are all vulnerable in the face of unprecedented challenges. When we name them and ask for help it opens the door for new possibilities to emerge.

Another key factor for LoveWork is the motivation to do great work. To be driven in the pursuit of excellence means adopting a learning and growth mindset where you are willing to stretch yourself to get smarter and better. The combination of focusing on mastery and challenging yourself to improve unleashes your ideas and helps you to make progress towards things that may have been previously cited as impossible.

In LoveWork the authors expand these concepts and offer a step-by-step framework for doing the work you love and loving the work you do. It is filled with illustrative scenario-based examples to nurture the free expression of ideas and help you thrive. In my book The Fearless Organization I state: ‘The fearless organization is something to continually strive toward rather than to achieve once and for all. It’s a never-ending and dynamic journey.’ My belief is that your quest to discover or recover the work you love and your willingness to speak up, ask questions, debate vigorously and continue to learn will result in great things happening. It’s not that it’s easy, or always enjoyable, but investing the effort and living with the challenges pays off. I hope this book will help you do just that.

Amy C. Edmondson,

Novartis Professor of Leadership and

Management, Harvard Business School




Introduction


What does good look like?

What does great feel like?



A staggering 90,000 hours of our lives (on average) will be spent working. Around 20 to 25 per cent of our waking adult life. A quarter of our allotted hours.

This means our relationship with work is therefore one of the most critical parts of our life. It can be a challenging relationship; frustrating, and far from straightforward. Or it can be rewarding, satisfying and incredibly fulfilling. Sometimes our relationship with work can be all these things at the same time.

This is, of course, also a relationship which will continuously evolve. Across our lives we change as people which will inevitably change how we work. The world of work is also developing at an accelerated rate. Right now, we are all moving into a new and more dynamic world. More options are becoming possible and changes are happening fast.

Take this opportunity to pause, reflect and review your work and your plans for the future. It’s a good moment in time to ask some key questions, to analyse your thoughts and feelings about work: How will you know that you are doing the work you love? What does good look like? What does great feel like? And do you believe it is possible to discover (or recover) a better relationship with work?

These questions are for each and every one of us. Questions to firmly ask ourselves when we are at a stage in our lives when we need to make important decisions about our future, or at any moment when we can take time to think about what we want. At the heart of these questions and at the core of this book is the insight that we always have agency, we always have choice, and – whatever our circumstances – we always have the option to effectively shape our work.

The reality, however, is that we often forget our own agency. We focus on the responsibility of the other – our employer perhaps, our partners, our workplace. And frequently we all find ourselves operating on autopilot. We can sleepwalk (or ‘sleep-work’) through thousands of hours until an externally driven event jolts us into reconsidering how we should navigate our work choices. Sometimes this is a role change or redundancy, other times a personal tragedy or life-change. In certain situations it is only when your relationship with work breaks down and you face ‘irreconcilable differences’ that reassessment and re-evaluations take place.

This book is designed to help you consciously choose and drive what happens, to consider what role you can play in sculpting a positive work relationship from here on in. Reading this is designed to stimulate your thinking around how to make those precious 90,000 hours as rewarding for you as possible, to help you love what you do. We believe it is possible to find, rediscover or nurture your love of your work, and we have outlined a journey of seven tangible steps to help you get there.

What should you expect from this book? Please, don’t go further if you are wanting a careers guidance manual or a preaching, teaching ‘how to be successful’ diatribe. This is your one life, and everyone’s work dreams and dislikes are complex and as unique to them as a fingerprint or the stripes of a zebra. Do read on if you’re interested in feasting on a smorgasbord of stimulation, stories, tools and techniques to help you develop a game plan for a working life that works brilliantly for you.

Think of this as supportive, challenging guidance for one of the most significant relationships in your life. Like any relationship, your relationship with work will benefit enormously from care, questioning, nurturing and attention. We’re here to help make that easier.

We’re here to support you by sharing simple steps which will help you discover how to do more of what you love and love more of what you do. And along the way, to share ideas and perspectives from others who have spent time working out how to make work better (or brilliant) for them. We have found that one of the quickest shortcuts to success in work generally is often to learn from others (their mistakes or their experience), so sharing some work life examples from a diverse range of people, we believe, will accelerate your new LoveWork plan.

For clarity, though, please don’t think of this as a ‘survival guide’. We want you to aim higher than surviving at work. We want to help you thrive, to help you flourish, to help you feel good about being at work (wherever that physically is).

Our title is, in part, a provocation. Not everyone can or will love their work all the time. Work is normally less fulfilling as a relationship for most people than their human relationships. But following our research and conversations with others we have seen that it is possible to love what you do more often, to rekindle a love that has faltered or to discover a new love for your work. Let’s make work work better for you, for your business and for your precious life.

Like all relationships, your ability to feel good about your work is linked to other people. We would encourage you to be confident about sharing the ‘love’ word at work. One of our contributors Paul Snyder captures this perspective in his words.


Love is the most underused word in business. It seems to be incongruous that as human beings we carve out 8–10 hours of our day to live in environments where love is supposed to be absent! I believe that most people love some of what they do, but what’s really important is to love who they work with. Can anyone say ‘I love my job!’ without loving who they work with? Love has been programmed out of business and we need to bring it back. Be open to loving the people you work with and letting them know as it would be very difficult to develop a mindset of loving your work if you can’t share it.



There is the potential of much positivity for you promised in these pages, but we are devoutly practical and realistic about this. Happily ever after is an overclaim for any relationship. We know that you can’t feel honeymoon-happy every moment of your 90,000 hours, any more than a love affair can’t be all romps and roses. However, we’ve discovered seven steps which can help make your relationship with your work more meaningful. These will help you stop counting the hours at work and instead make those hours count.

Importantly, we want to recognize that the idea of ‘work–life’ balance feels dangerous in some ways. While rest and time not working is always a necessity, the idea that work is perceived to be the opposite of life is far from ideal. For those of us lucky enough to have employment which can offer mastery, purpose, connections and interest, to dismiss a quarter of our waking hours as ‘not living’ feels wrong. Should all our focus be on allowing or finding ways to ‘have more life?’ Instead, could we explore how we can make work more meaningful and rewarding; to bring life to our work?


‘People talk about work–life balance. But the idea of balancing one against another makes no sense. My work isn’t against my life – work is my life.’

A Noel Coward quote which Stephen Fry keeps above his desk




About us: our stories and what drove us to write this book

Like everyone, our personal history shapes where we are with work today (and what we want to do in the future). This book is written by two very different people, with different backgrounds but a shared interest in uncovering true work love for others. Ben’s personal story began inside the world-renowned Yehudi Menuhin School, a prestigious hothouse nestled in the beautiful Surrey countryside, where he trained as a classical violinist. The school gave him early exposure to those who saw their work as a calling. Ben has a clear memory of observing the founder of the school, the visionary Lord Menuhin – then in the later stages of his life and struggling with his health – as he placed a violin under his chin and was transported to a dimension of complete flow. While he played, Lord Menuhin would become fully energized and present, and the magic of his playing would touch everyone fortunate enough to be there. Despite Ben’s great talent at the violin, he knew that he did not have the level of passion required in music to make it his life’s work. As he explored his own quest to discover what work he would find fulfilling, he discovered a personal fascination about people together with an innate desire to solve problems. He realized that the combination of these two elements could be powerful and motivating for him. For the last 30 years Ben has been coaching leaders, entrepreneurs, and the next generation, advocating the importance of doing what you love and loving what you do.

Sophie’s story and the motivation behind wanting to join Ben in writing this book came later in life. Her attitude to work has been ‘stripey’ across her career, a mix of deep joy and abject frustration at different times. Having worked inside big multinationals (Coca-Cola and Procter & Gamble), worked with other companies when agency side and a consultant, she also set up, ran and sold her own business. The experiences of working as a founder-entrepreneur, working in client-facing roles and working in big multinationals were very different, and the culture of the organizations where she worked varied wildly. Across that time she had moments of being passionately, deeply in love, motivated and buoyant at work. She also had other periods of feeling heartbroken or trapped in a relationship she couldn’t change. Working with, mentoring and coaching others, she has also seen the patterns of work for them and what a difference it can make to pause and consider what could (and should) be done to improve or change habits and approaches. The drive for us to write this book was simple: to make it quicker and easier for others to do what they love, and love what they do.

A few years ago, both of us came to an important revelation in the work that we were doing. We recognised the power of sharing stories to help accelerate learning. We’d both been taking quite a classic approach to coaching and business. This changed when we were given feedback from people we were working with. They repeatedly asked us to share more stories. They wanted to learn from real scenarios, from the tales and experiences others had faced. Stories help make principles real and help learning be more accessible, relatable and (importantly) memorable. Stories make connections. So this book is also a great way for us to share some examples from real-life learning; stories of the struggles and the successes of others who have found ways to love work more.



About you: Moving up, moving on, moving faster

This book is for you if you’re moving up through your work, moving on to a new role or simply want to move faster and go further. We will be exploring some of the possible situations you might find yourself in:


•    Like love relationships, work relationships sometimes need to come to an end. But sometimes that’s either not possible or practical (when you are the founder of a business and have others relying on you, for example). Running away is often not the grown-up, sensible approach, and sometimes it can mean that you miss out on opportunities for a renaissance in your work experience.

•    You have realized that work can be done in different ways (and in different places), and this has spurred you on to want to embrace more dynamic ways of working to help you do your best work.

•    You want to make your work more meaningful and memorable. You know it’s possible to combine your vision and skills and to stand for something more than a position or a role.

•    As things evolve rapidly and dramatically in the dynamic world of work, you want to be at the forefront of change.



Working on your relationship with work can be transformative. The energy of the satisfaction of doing work well (and work treating you well) can be a gamechanger that can alter your whole life.

Whatever your situation, we hope you find this book digestible, accessible and enjoyable to read – and that it helps. We want to stimulate your curiosity and to believe that doing what you love and loving what you do can be possible. We want to provide you with the shortcuts to get you there.



About the book

LoveWork is a crystallization of both our experience and the experience of others we have spoken to as research for this book. Our main analysis has been among those seen as white-collar workers, those who, in various forms, work in offices, with people and with businesses. Alongside this we have conducted in-depth interviews with a range of people in academia, entrepreneurs and those in C-suite roles across a variety of sectors including aviation, banking, FMCG, hospitality, insurance, legal, medical, property, retail, technology and transportation.

By synthesizing key insights and referencing relevant research, we have created a powerful model for you to use. There are three pivotal stages in the process and across those, seven tangible steps to follow. To thrive in the workplace, you need to discover, develop, and then deliver your own ways to LoveWork more.

Stage 1: (Discover) This provides the analysis and insight to create the foundation of self-knowledge.

Stage 2: (Develop) is the opportunity for you to test and challenge your thinking to expand your impact and influence.

Stage 3: (Deliver) enables you to apply and iterate your approach to make work consistently better.

Here’s a high-level overview of the Seven Steps that make up the 3D Model which will help you LoveWork.


Stage One – Discover

Find your fuel invites you to define your purpose, that is, your reason for existence. In the absence of having a clear ‘why’, you are at risk of following others’ agendas, or being distracted by external factors which take you away from your ‘true north’. Everyone has a purpose, but most people haven’t stopped long enough to discover it. Without a clearly articulated purpose it is difficult to be deliberate about doing the work you love and loving the work you do. Once you find your fuel, it will help you with defining your priorities, making your big decisions and driving you to help make the world a better place.

[image: image]

The 3D LoveWork Model™

Open your mind challenges you to connect with the vision to do the work you love and love the work you do. All great ideas start with inspiration, an insight, a eureka moment which leads you to create a compelling picture of a desired future. Opening your mind allows you to explore what inspires you; it is about the art of possibility and transforming your work into something you love.

Unlock your code enables you to take a stand for what you believe is right. It is an act of courage to do what you love and love what you do because it may challenge others’ assumptions. Identifying crucible moments that have shaped who you are helps you find your compass. Using that compass then means you are in a more powerful position to navigate the path to where you want to go.



Stage Two – Develop

Activate momentum encourages you to unlock the potential for doing the work you love by overcoming roadblocks that could get in the way. This includes putting an emphasis on playing to your strengths, being in a state of flow and developing your capability. It helps you flourish and progress at pace.

Give and get reminds us that relationships are at the heart of work. The quality of them determines the quality of our work. The majority of people fail to prioritize relationships in ways that enhances their work. Too often people make relationships a by-product of task. We need to understand that partnerships are the essence of getting things done. At the core of give and get is trust. Trust is the glue that secures the connections which enable us to do what we love.

Accelerate evolution urges you to adapt at pace. This is essential in ongoing times of change, complexity, ambiguity and uncertainty. Nobody can predict the future. Nobody has the whole set of answers to what’s going on. There is no ‘new normal’ for how to work. The rule book has been thrown away. We have to work in real time, sometimes moment to moment, and this requires a learning mindset fuelled by intense curiosity. The future will be led by those who stay hungry and adapt the quickest. Being curious, nimble and flexible will enable you to thrive on the velocity of change that characterizes our environment. Simply put, if you don’t accelerate your evolution, the opportunity to do the work you love will be limited.



Stage Three – Deliver

Make it matter recognizes that so many of us believe that life is too short to do work that doesn’t make a positive difference. After discovering and developing the self-knowledge and skills you need, how do you deliver in a way which creates impact? The motive to make work meaningful is an intrinsic human need. What’s important is to be clear about the type of difference you want to make. For many, the point of work is to help the next generation be better equipped to solve problems or to leave the world a better place. Working out how to deliver that enables you to be on the path to make a real impact and a significant difference.

LoveWork is structured to make reading it as digestible as possible. Each chapter breaks down into a few big ideas. At the end of each idea there is a ‘Lovenote’ to nudge you forward. Every chapter concludes with an ‘At the heart of it’, which is a short summary for those who like to keep it simple. Throughout the book we have included the LoveWork model and toolkit which give you the methodology to put LoveWork into action.

The ultimate question at the core of this is: if you don’t chart your path to do the work you love, then who will? You are the one who can actively improve your relationship with your work; we’re here to help show you ways to do that. Follow the LoveWork formula to discover a critical component of what you are going to do with your precious life. Don’t just survive at work; work out how to thrive – and be fully alive in those 90,000 hours.
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