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THE 
IMPORTANCE
OF BEHAVIOR
The strongest companies in every industry know they cannot The strongest companies in every industry know they cannot 
compete on tools or techniques alone. They know that 
behaviors are the differentiator. In fact, researchers at Harvard 
have found that behaviors account for 75% of job and academic 
success. 

PassionatePassionate team members with a clear vision to follow, who work 
hard and smart in an environment of trust and caring, will 
outperform their peers in every measurable category — even 
when under-resourced. 

Unfortunately, according to Gallup’s 2013 State of the American 
Workplace:

30% 50% 20% 

of employees 
are actively 
committed to 
doing a good 
job

of employees are 
merely putting in 
the time

of employees are 
sabotaging their 
organization



Fear of
Death

Selfishness

Tool 
Seduction

Arrogance

In our book, High Altitude Leadership, Don Schmincke and I 
detailed the dangers that teams face. These Dangerous, 
Unproductive or Dysfunctional behaviors (D.U.D.s) are the 
behaviors that impede results:

BEHAVIORAL 
DANGERS

Anxiety which causes someone to stop taking action. 
The death of a project, product line, sales revenue 
target, career, executive sponsor, or team goal can 
cause people to freeze. Evidence includes avoiding big 
decisions, not taking risks, not challenging dead weight, 
general malaise, resisting change or resisting needed 
changes to their own leadership style.

Concern chiefly or only for oneself with a disregard for Concern chiefly or only for oneself with a disregard for 
others. Evidence includes showing up late or not at all 
for meetings, running the team’s processes around 
personal needs, not supporting others, trying to 
dominate the group, thinking only of own career instead 
of the team, taking credit for another’s idea, carrying 
personal agendas, or having entitlement attitudes.

Being seduced by the illusion that tools produce results Being seduced by the illusion that tools produce results 
instead of people. Evidence includes shelves clogged 
with interesting but irrelevant information, 
consultant-of- the-week syndrome, adopting new ideas 
but failing to produce results, productivity being 
derailed by useless meetings, or lingo and processes 
being used as weapons against others.

Offensive display of superiority or self-importance, Offensive display of superiority or self-importance, 
overbearing pride, acting as if the rules don't apply to 
you, overinflated worth or treating others as inferiors. 
Evidence includes assuming to already know what their 
customers want, seeming blind to emerging 
competition, spending more time trying to be right 
versus finding solutions, trying to dominate the group, 
disrespecting team members, or using meetings to disrespecting team members, or using meetings to 
display their “brilliance”.

http://www.amazon.com/dp/0470345039/?tag=googhydr-20


Lone 
Heroism 

Cowardice

Comfort



D.U.D. BEHAVIORS 
ARE COSTING YOU MONEY
Most businesses operate at only a 30% rate of efficiency 
as a result of D.U.D behaviors. 

The cost of a D.U.D teammate:

The behavioral bottom 20% (the D.U.D.s) cost the US 

economy $500 Billion annually.

How Can We Fix This?

of other employees want to change jobs

of other employees report a loss of performance

of managers do not feel comfortable improving and/or 
removing D.U.D.s from their team
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EVALUATING
TEAM MEMBERS
Place each of your team members on the chart below. 
How wonderful would your life be if your reds worked for your 
competition and your yellows got their acts together? 

Alignment of Core Values
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POSITIVE 
INFLUENCES 
ON BEHAVIOR
The 6 psychological needs that team members want their team 
and leadership to provide are: respect, recognition, belonging, 
autonomy, personal growth, and meaning. 

When these psychological needs are met, Self-Efficacy increases. 
When they are not met, your team becomes dysfunctional.

What is Self-Efficacy?

Self-efficacy is a person’s belief in their ability to reach the Self-efficacy is a person’s belief in their ability to reach the 
Summit.

People with a weak sense of self-efficacy:

• Avoid challenging tasks

• Believe that difficult tasks and situations are beyond their  
   capabilities

• Focus of personal failings and negative outcomes

•• Quickly lose confidence in their personal abilities





Your mission is your organization’s purpose for being. The best 
mission statements answer the question: “Why does the world 
(my customers) need this team to succeed?” In order to motivate 
people a mission needs to be brief, it needs to be clear, and it 
needs to matter. 

Great companies use their mission to attract talent and focus Great companies use their mission to attract talent and focus 
their energy and creativity on what truly matters for success. 
Their employees all know the mission statement and work hard 
to deliver on its promise. 

MOTIVATED BY 
THE MISSION
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What % of your team members have 
memorized your organization’s mission 
statement? 

Dow Chemical: To 
constantly improve what is 
essential to human progress 
by mastering science and 
technology. 

CVS: We will be the easiest 
pharmacy retailer for 
customers to use. 

ConocoPhillips: Use our 
pioneering spirit to 
responsibly deliver energy 
to the world. 
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Behavior drives results but values drive behavior. Your Core 

Values set the behavioral expectations within your organization. 

They let employees at every level know what behaviors are 

expected of them. The greater the “good” that you are working 

towards, the easier it will be to transform behaviors. Keep the list 

short. Three or four core values are plenty. 

It is also critical that you — as the leader of the organization —live It is also critical that you — as the leader of the organization —live 

the corporate values. If you don’t, your team will lose their trust 

in you. 

Companies that promote and live by strong values are Companies that promote and live by strong values are 
extremely profitable. Raj Sisodia’s “Firms of Endearment” 
companies (Whole Foods, 3M, Colgate-Palmolive, Southwest 
Airlines, etc) outperformed the S&P 500 by 14 times from 
1998-2013 

UNITED BY 
VALUES
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Patagonia’s core values are:

• Quality: Pursuit of ever-greater quality in everything we do

• Integrity: Relationships built on integrity and respect

• Environmentalism: Serve as a catalyst for personal and 

   corporate action

• Not Bound by Convention: Our success - and much of the 

   fun - lies in developing innovative ways to do things   fun - lies in developing innovative ways to do things

“Staying true to our core values during thirty-plus years in 
business has helped us create a company we're proud to run 
and work for.” - Patagonia
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Relating Core Values to 
Business Performance

© Method Frameworks 2012

Core Value Index

Employee Satisfaction Index

Business Performance Index
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Telling the story of your company and its people is critical to 
your success. You need to capture and communicate the big 
moments to inspire the troops. Many big brands have active 
internal communications departments dedicated solely to this.
Starbucks had an internal marketing dept years before it ever 
advertised to the public. It consciously invested in its people, so 
they could deliver on the company's promise to the customer.  

Example:Example:

The role of Nike’s Internal Communications Team is to: 

1.  Inspire employees through innovation and inspiration 
 
2.  Inform employees about Nike’s strategic priorities; drive  
    business results. 

3. Engage in Nike’s business – listen, learn, be inclusive 

4.4. Educate and empower managers 

5. Excite employees about the brand initiatives; build momentum 

PROUD OF THE 
REPUTATION
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I love 
this job, this 
company, my 

co-workers and 
customers

If I didn’t
need the 
paycheck I 
wouldn’t 
work here 
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Vision

High Performance Teams craft and communicate a dynamic vision.

If your team doesn’t know where it’s headed, don’t act surprised 
when they end up at the wrong place. Unclear objectives are the 
biggest barrier to team success. Your Vision describes the 
journey you are embarking on to get from where you are today to journey you are embarking on to get from where you are today to 
the realization of your mission. 

Providing a vision is the number one thing employees expect of 
their leader. If you aren’t talking about the vision all the time, you 
are not an effective leader. Visioning starts with a team’s Mission 
Statement and leads to goal setting. Once a goal is known, 
everyone can work towards reaching it.

“Only 55% of Middle Managers surveyed can name even “Only 55% of Middle Managers surveyed can name even 
ONE of their company’s top FIVE priorities.” 
Sull, Homkes, Sull HBR 3/15

When it comes to your organization’s vision, where do you 
think you and your employees fall on this continuum?

I know 
where we 
are headed 
and love 
helping us 
get there

I guess we are 
headed for a 
disaster, so I 
am keeping my 
head down

I wish 
someone would 
tell me where 
we are headed 
and what I can 
do to help
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Partnership

High Performance Teams create an environment of trust 
and caring.

The greatest predictor of a team’s achievement is how team The greatest predictor of a team’s achievement is how team 
members feel about one another and the two most important 
words in any partnership are trust and caring. An environment of 
trust and caring allows people to take personal risks and 
approach challenges in new ways. Research clearly states that 
the teams that rank highest in trust and caring outperform their 
peers by as much as 5 times.

Where do you think your team members would place Where do you think your team members would place 
themselves on this continuum?

We really 
trust and care 

about each other 
allowing us to 
grow faster

We are 
usually happy 
and often 
function 
effectively

I wouldn’t 
describe us as 
a team
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Perserverance

High Performance Teams practice and reflect, so they are able to 
persevere in the face of the greatest challenges.

Reflection is needed to turn bad experiences into good Reflection is needed to turn bad experiences into good 
judgement. Without reflection, we cannot learn. The best teams 
use a process called After Action Reviews — a structured 
debriefing process that examines the critical question: “Did we 
move closer to our goal?” and focuses on the three drivers of 
results: “Did we bring the right tools for this job?”, “Were our 
business techniques up to the challenge?”, and “Did our 
behaviors allow us to overcome challenges and exceed our behaviors allow us to overcome challenges and exceed our 
customer’s expectations?”

Where do you think your team members would place 
themselves on this continuum?

We are a 
well-oiled 

machine, with machine, with 
everyone 

contributing to 
mind-blowing 

results

We 
work hard 
and are 
improving

We laze 
around in the 
mess we’ve 
made
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ACTION ITEMS
 
Review your Employment Practices 

Do you reward the wrong behaviors and the wrong people? 
Have you created policies and procedures that prevent managers Have you created policies and procedures that prevent managers 
from taking corrective actions? Has your organization created an 
environment where managers will fail and staff will be 
demotivated? 

Ensure your employment practices comply with the ‘at-will 
presumption’. Make it easy for your managers to rid themselves 
of behavioral problems. Then incentivize them for doing so. 

Evaluate Team Members Evaluate Team Members 

1. It is time to get an honest view of where your team stands. Use 
the sample survey provided on page 22 to identify your team’s 
strengths and weaknesses as a High Performance Team. 

2. Plot each of your team members on the chart provided on 2. Plot each of your team members on the chart provided on 
page 5 and either dismiss, coach or reward individuals based on 
where they intersect on the “produces strategic results" and 
"alignment of core values" axes.

3. Place each member of your team along a continuum, with low 3. Place each member of your team along a continuum, with low 
self-efficacy at one end and high self-efficacy at the opposite 
end. Try to boost the lower scoring teammates by consciously 
meeting their 6 psychological needs.
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Act on Gut Instinct 

Allow yourself to act on your feelings. Waiting to get to a point 
where you can objectively prove there is a problem within your 
team can be very expensive. 

Train your Management

82% of managers are ineffective and each poor manager can cost 82% of managers are ineffective and each poor manager can cost 
an organization up to 10 times their salary. Not to mention that 
on average, a manager’s actions will impact 12 people within a 
company. Executives at all levels believe that the little training 
they do receive fails to prepare them to take on leadership roles 
successfully. An investment in leadership development will 
increase performance across your entire organization. 

Motivate your team Motivate your team with a short and compelling Mission 
Statement that is communicated both internally and externally.

List three or four values that you hope others would use to List three or four values that you hope others would use to 
describe your organization and establish and promote these as 
your organization’s Core Values. If you already have core values, 
make sure they truly represent how you want your team to 
interact with each other and your customers, especially in times 
of stress. 
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Give your team a reason to be proud of their reputation by 
weaving and communicating a compelling story of your company 
and its people. Remember that recognition is one of the six 
psychological needs of all teammates. Publicly recognizing 
success is a great way to make everyone proud of your 
organization’s reputation. 

Hire people who are Hire people who are passionate about the work they do and who 
will put the mission of your organization ahead of their own 
personal desires. Fire those who don’t. 

Craft and communicate a clear vision and ensure everyone on 
your team understands where you are headed as well as their 
role in the journey. 

Establish and write down Establish and write down goals that seem improbable but 
possible to bring out your team’s best behaviors. 

Establish an environment of partnership based on trust and 
caring.

Establish and facilitate an open and honest team-based Establish and facilitate an open and honest team-based 
de-briefing process (After Action Review) after every team 
challenge to allow your team to persevere and scale new 
summits.
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About Chris Warner
Chris teaches leadership to senior executives, MBA 
students, covert ops teams, Super Bowl Champions, 
startups, non-profits and Fortune 100 companies

Chris is an expert at creating and leading high performance Chris is an expert at creating and leading high performance 
teams. He is one of the rare adventurers on the speaking circuit 
with corporate and academic expertise, allowing him to educate, 
as well as motivate. 

Chris has been teaching leadership for over 30 years and has Chris has been teaching leadership for over 30 years and has 
been teaching at the Wharton School of Business since 2000. 
Every year Chris works with thousands of CEOs, sales teams, 
senior executives and entrepreneurs. His clients range from 
Google to the National Counter Terrorism Task Force and he has 
been a featured speaker for hundreds of corporate groups and 
business schools. 

Chris is one of only 11 Americans to summit both Everest and K2. Chris is one of only 11 Americans to summit both Everest and K2. 
He has led more than 200 international mountaineering 
expeditions, guided the first ever reality TV show on Everest for 
ABC, filmed, starred in and produced an Emmy nominated 
documentary about his K2 expedition for NBC, and hosted a 
leadership special on the History Channel. 

Chris has been published in dozens of newspapers and Chris has been published in dozens of newspapers and 
magazines. He contributed a chapter to Upward Bound, a 
leadership book published by Crown Books, and co-authored 
(with Don Schminke) High Altitude Leadership, a TOP TEN 
Leadership Seller published by Jossey-Bass.

Chris is also the founder and CEO of Earth Treks, Inc. which Chris is also the founder and CEO of Earth Treks, Inc. which 
employs over 300 employees and serves over 800,000 
customers every year. 

Chris both educates and inspires through the combination of his 
gripping footage and gut wrenching tales of leading teams in 
situations where failure results in death, and his data driven, real 
world, formula for building high performance teams. 

Contact Chris at Contact Chris at chris@chrisbwarner.com for more information 
on his leadership keynotes and workshops or to discuss how 
your organization can build better leaders and become a high 
performance team. 

“Chris’s entrepreneurial experiences and his ability to tie specific 
leadership and teamwork situations back to the business world 
was extremely applicable and insightful.” -Wharton.
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 HIGH PERFORMANCE TEAM SURVEY
 

Copyright: Warner 2011 (this survey can be customized for your team and web based to better allow for analysis by contacting Chris Warner: chris@chrisbwarner.com)        
 

Mission:  
Insert your organization's mission statement here 
How motivated are you by the spirit of this mission: 

Extremely 
Motivated 

Motivated 
Not Very 
Motivated 

 
Core Values:  

 
 

 
We Usually 

Act in 
Accordance 

Mis-Aligned 
Values are 
Dividing Us 

Your organization's history and future promise are central to its success. In your recent experience, how proud are you 
of the company’s reputation:  

Extremely 
Proud 

Proud 
Not Very 

Proud 

 

Thinking about your career, where do you fall on this continuum: 

 

 

If I Didn't 
Need the 

Paycheck, I 
Wouldn't be 

Working Here

 
How would you describe yourself on this continuum: 

 
Which best describes your experience as a member of this organization: 

We Trust and 
Care about 
Each Other, 

Allowing Us to 
Grow Faster 

 
We Are Happy 
and Function 

Effectively 

I Wouldn’t 
Describe Us 
as a Team

Which best describes the work habits of your team:
 

 

We Work 
Hard and are 
Improving

Do you feel that you and your co-workers live up to and share these values: 
Insert your organization's core values here

1 2 3 4 5 6 7 8 9

 
1 2 3 4 5 6 7 8 9

 
1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

1 2 3 4 5 6 7 8 9

I Wish Someone 
Would Tell Me 
Where We are 

Going and What 
I Can Do to Help

I See Amazing 
Opportunities
Have a Plan in 
Place and Have 
Shared that Plan 

with my 
Customers and 

Co-workers 

I Guess We 
Are Headed 

For a Disaster 
So I Am Keeping 
My Head Down

Some of Us
Work Hard at
Cleaning Up

the Same Old
Messes

Everyone
Contributes to
Mind Blowing

Results

These
Values Unite

and Define Us

I Am Satisfied,
Hard-working

and Still
Developing

I Love My Job,
My Co-Workers

and I Am Excited
About the

Challenges Ahead
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